CABINET AGENDA

HARTLEPOOL
BOROUGH COUNCIL

Monday, 8 November 2010
at9.15am

in Committee Room B,
Civic Centre, Hartlepool

MEMBERS: CABINET:
The Mayor, Stuart Drummond

Coundillors Brash, Hall, Hargreaves, Hill, Jackson, Payne and H Thompson

1.  APOLOGIES FORABSENCE

2. TORECHVEANY DECLARATIONS OF INTEREST BY MEMBERS

3. MINUTES

To receive the Record of Decision in respect of the meeting held on 11 October 2010
(previously circulated)

4. BUDGET AND POLICY FRAM EWORK

No items
5. KEY DECISIONS

5.1 Business Transformation — Service Delivery Option for Environment — Director
of Regeneration and Neighbourhoods

www.hartl epool.gov.uk/democraticser vices



5.2 Business Transformation — Service Delivery Review Options Analysis Report
for Building and Engineering Consultancy — Director of Regeneration and

Neighbourhoods

5.3 Business Transformation — Regeneration and Neighbourhood Manage ment
Service Delivery Options Review — Director of Regeneration and
Neighbourhoods

5.4 Business Transformation — Overview Report for Adult Social Care Provider
Services — Service Delivery Options (SDOs) — Director of Child and Adult
Services

6. OTHERITEMS REQUIRING DECISION

No items

7. ITEMS FOR DISCUSSION/INFORMATION

No items
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CABINET REPORT
8 November 2010

HARTLEPOOL

BOROUGH COUNCIL

Report of: Director of Regeneration and Neighbourhoods

Subject: BUSINESS TRANSFORMATION - SERVICE
DELIVERY OPTION FOR ENVIRONMENT

SUMMARY

1.0 PURPOSE OF REPORT

To inform Cabinet of the findings of the Environment service delivery
options review and the options appraisal aspect of the review.

2.0 SUMMARY OF CONTENTS

2.1 The report contains the Options Report for the Environment Service
Delivery Review. This service delivery review has an efficiency savings
target of £185,340 which is a 5% savings target from a baseline budget of
£3,706,770.

2.2 The objectives of this review are to:

e Create and maintain high quality, well-managed neighbourhoods that
are clean, green, and attractive and respected and enjoyed by all.

e Work in partnership to secure well maintained dynamic and
responsive community green spaces, parks, play and recreational
game space resources;

e Contribute to a greener, healthier, happier and more satisfying place
to live for the people of Hartlepool.

2.3 The review focus covers a broad spectrum of services delivered by the
Neighbourhood Services Division, including;

i. Parks & Countryside: incduding Play Spaces, Recreational grounds,
Bowling greens, Allotments and Horticultural services induding
Tanfield Road Nursery, the grounds maintenance of open spaces
and Cemeteries & Crematoria;

ii. Street Cleansing: including the street cleansing, Foreshore & Beach
safety and the drug related litter service; and

iii. Environmental Action: including Climate Change, Environmental
Education & Enforcement and Pride in Hartlepool
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24 Where posts are funded from external partners or Working
Neighbourhoods Fund (WNF), the cost of these projects have not be
included in setting the financial baseline or considered as part of
achieving the efficiency target but the functions/activities have been taken
into accountin terms of their potential loss on the service as a whole.

25 In order to obtain a representative view of the services from Hartlepool
residents the review team considered current surveys, evaluations and
consultation carried out by the Council and its partners, some of which
are summarised below.

2.6 The Ipsos MORI survey carried out in 2008 shows that four in five
Hartlepool Borough residents (86%) are satisfied with their area as a
place to live, this is in line with the national average (85%) and there has
been no significant change since 2004. Residents in wider Hartlepool are

more likely to say they are satisfied with their area compared to residents
in NRF areas (94% vs. 78%).

2.7 Looking at ideas for improving residents’ quality of life, Improvements
relating to the environment, such as removing litter and improving the
general appearance of the area, are cited by a quarter of residents in
Hartlepool 24%, this appears to be a particular concern for residents in
the NRF areas with 28% saying this.

2.8 Overall, a third of residents (32%) perceive dogs causing a nuisance or a
mess as a problem in the town. This is significantly higher compared to
the national average, and is thought to be a bigger problem in the NRF
areas.

29 More than half of Hartlepool residents (53%) feel that litter and rubbish in
the streets is a problem, rising to 62%, this was the most frequently
mentioned problem by residents in the borough overall. NRF areas
record a higher level of dissatisfaction with the state of litter and rubbish
in the streets (62%).

210 On a more positive note, abandoned or burn out cars are seen as a
problem among very few residents overall (3%) compared to the national
average.

2.1 Poor quality or lack of parks and open spaces is seen is seen as a
problem by a quarter (27%) of residents for Hartlepool and rises to over a
third (36%) among the population of NRF areas.

212 Three in four (75%) Hartlepool residents say they are satisfied with the
public parks and open spaces in their area. Those in the wider
Hartlepool area (84%) are more satisfied. By contrast satisfaction is
lower among residents living in NRF areas.
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2.13 Public parks and open spaces are the most used local services by
Hartlepool residents (56%).

2.14  The services included within this SDO review perform well and are often
taken for granted but when perfooming poory they have a significant
impact to individuals, communities and the town as a whole.

2.15 The transformational aspect in delivering these services occurred as part
of the management restructure. Client and contractor services for Parks
& Countryside and Horticultural services merged and street cleansing
devolved to Neighbourhood Management, in recognition that not one size
fits all.

216 The efficiencytarget of £185K has been partly achieved through;

e Early Retirement/Voluntary Redundancies from Parks &
Countryside, Environmental Action and Street Cleansing services
made as part of the Neighbourhood Services management
structures contributing towards this SDO review equating to £105k

e Football academy partnership with HCFE £25k

2.17  The remainder of the efficiency target can be achieved through the

e Decentralisation of street deansing service by transferring town wide
services to neighbourhood management £20k
Focus on replacing existing litter bin and dog foul bin bins £10k
Review leasing arrangements and spare capacity of street cleansing
vehicle provision £25k

218 The services included within this review will continue to review its working
practices to be more effective and efficient through multi skilling
environment operatives and protects frontline services.

219 It is also recommended that a business case is developed for a
horticulture nursery in Hartlepool as a growth opportunity for the Council,
the business case should consider all options for Tanfield Road and other
suitable sites.

2.20 The options considered as part of the review include:-

Sell Tanfield Nursery.

Buy plants in.

Outsource service.

Reduce service standards.

Invest and develop the Nursery

Introduce Café/catering facilities for Cemetery and Nursery visitors.

R RN RN

3. RELEVANCE TO CABINET

The report details options for one of the reviews which form part of the
Service Delivery Options Programme, is part of the Business
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Transformation Programme, and is therefore relevant for a Cabinet
decision.

4. TYPE OF DECISION

Key Decision Test (i) applies. Forward Plan RN 33/10.
5. DECISION MAKING ROUTE

Cabinet 8 November 2010.
6. DECISION(S) REQUIRED

(a) Cabinet are asked to note the savings the £130k savings already
achieved as outlined in section 10 of the main report.

(b) Cabinet are asked to approve the preferred efficiency savings as
outlined in section 10 of the main report

(c) Cabinet are asked to note the development of a business case for a
horticultural nursery in Hartlepool as a growth opportunity for the Council.
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Report of: Director of Regeneration and Neighbourhoods

Subject: BUSINESS TRANSFORMATION - SERVICE
DELIVERY OPTION FOR ENVIRONMENT

1.0 PURPOSEOF REPORT

1.1  To infom Cabinet of the findings of the Environment service delivery
options review and the options appraisal aspect of the review.

20 SCOPE& OBJECTIVES

21 We know that local people care deeply about the way their local
environment looks, and it's easy to understand why. Local environmental
quality affects us all as soon as we step out of our front doors — from litter
on the street and graffiti on children’s play equipment, through to having
safe access to parks and the freedom to walk and play. As these services
impact on all Hartlepool residents it was important to set the objectives of
the review at an early stage, they are:

e Create and maintain high quality, well-managed neighbourhoods that are
clean, green, and attractive and respected and enjoyed by all.

e Work in partnership to secure well maintained dynamic and responsive
community green spaces, parks, play and recreational game space
resources;

e Contribute to a greener, healthier, happier and more satisfying place to live
for the people of Hartlepool.

2.2 The review focus covers a broad spectrum of services delivered by the
Neighbourhood Services Division, including

i) Parks & Countryside: induding Play Spaces, Recreational grounds,
Bowling greens, Alloiments and Horticultural services including
Tanfield Road Nursery, the grounds maintenance of open spaces
and Cemeteries & Crematoria;

i) Street Cleansing: induding the street cleansing, Foreshore & Beach
safety and the drug related litter service; and

iii) Environmental Action: including Climate Change, Environmental
Education & Enforcement and Pride in Hartlepool

3.0 EXCLUSIONS FROM THESCOPE

3.1 Where posts are funded from external partners or Working
Neighbourhoods Fund (WNF), the cost of these projects have not be
included in setting the financial baseline or considered as part of achieving
the efficiency target but the functions/activities have been taken into
account in terms of their potential loss on the service as a whole. The
future of the WNF projects will be induded in the overall WNF programme
review as to whether the projects are essential, can be reshaped or should
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stop. Services supported by WNF funding include Environmental
Enforcement, Education and Environmental area teams.

4.0 EFFICIENCY TARGET

4.1  The financial baseline information provided by Business Transformation
has been updated and relates to 2009/10 budgets. The efficiency target for
this review is 5% from a baseline of £3,706,770 giving an efficiency target
of £185,340. Eardy Retirement/Voluntary Redundancy applications have
been approved and concluded as part of the Neighbourhood Services
management structure contributing towards this SDO review target
reducing the outstanding amount required to £80,000.

5.0 CONTRAINTS ON THE REVIEW

5.1  Housing Hartlepool fund an Environmental Enforcement project, to the sum
of £93K, there is no commitment for this beyond 2010/11. The loss of this
funding will impact on the perfomance of the Councils Enforcement team,
Housing Hartlepool tenants and surrounding neighbourhoods.

5.2 The cremators at Stranton Grange Crematorium are due to be replaced by
31st December 2012 to meet DEFRA guidance with respect to reducing
mercury emissions. Replacement capital costs for the new cremators are
in the region of £1million, with an operational life of approximately 15 years
and current interest rates, the annual repayment costs on Prudential
Borrowing would be approximately £90,000. This will be funded through
the introduction of an environmental surcharge equivalent to a 10%
increase in cremation fees (in addition to the annual increase) to be levied
on adult cremations.

6.0 REVIEW PROCESS

6.1 The Review team met on a regular basis to look at the existing service,
establish baseline information regarding costs and service performance,
compare ourselves against neighbouring authorites and benchmark
ourselves nationally. Analysis of national and regional baseline data was
carried out identifying the areas in which to focus on to achieve the
efficiency target; national indicator performance details are attached in
Appendix 1.

6.2 In order to obtain a representative view of the services from Hartlepool
residents the review team considered current surveys, evaluations and
consultation carried out by the Council and its partners, some of which are
summarised below.

7.0 IPSOS MORI

7.1 The Ipsos MORI survey carried out in 2008 shows that four in five
Hartlepool Borough residents (86%) are satisfied with their area as a place
to live, this is in line with the national average (85%) and there has been no
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significant change since 2004. Residents in wider Hartlepool are more
likely to say they are satisfied with their area compared to residents in NRF
areas (94% vs. 78%).

7.2 Looking at ideas for improving residents’ quality of life, Improvements
relating to the environment, such as removing litter and improving the
general appearance of the area, are cited by a quarter of residents in
Hartlepool 24%, this appears to be a particular concern for residents in the
NRF areas with 28% saying this.

7.3  Overall, a third of residents (32%) perceive dogs causing a nuisance or a
mess as a problem in the town. This is significantly higher compared to the
national average, and is thought to be a bigger problem in the NRF areas.

7.4  More than half of Hartlepool residents (53%) feel that litter and rubbish in
the streets is a problem, rising to 62%, this was the most frequently
mentioned problem by residents in the borough overall. NRF areas record

a higher level of dissatisfaction with the state of litter and rubbish in the
streets (62%).

7.5 On a more positive note, abandoned or burn out cars are seen as a
problem among very few residents overall (3%) compared to the national
average.

7.6  Poor quality or lack of parks and open spaces is seen as a problem by a
quarter (27%) of residents for Hartlepool and rises to over a third (36%)
among the population of NRF areas.

7.7  Three in four (75%) Hartlepool residents say they are satisfied with the
public parks and open spaces in their area. Those in the wider Hartlepool
area (84%) are more satisfied. By contrast satisfaction is lower among
residents living in NRF areas.

7.8 Public parks and open spaces are the most used local services by
Hartlepool residents (56%).

8.0 DEPRIVED AREAS PERCEPTIONS REPORT

8.1  Hartlepool Borough Council was selected along with Nottingham City
Coundil, South Tyneside Council and Waltham Forest Council to participate
in a study carried out by Keep Britain Tidy during 2009/10, funded by
DEFRA to focus on public perception of local environmental quality (LEQ).
The aim of the research being to understand what drives resident
perceptions, particulardy with relation to the clean, safe and green issues
that impact on residents’ quality of life, and hence use perception data
alongside actual standards to make improvements to local areas most
effectively.
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8.2

8.3

WB: All data taken from the Placs Survey 2008
21 Thirking generally, which of the things below would you say are most important in making somewhere a good place to live?
2 And thinking about this local area, which of the things below, if any, do you think most need imonoving?

Residents perceptions of their local area and the wider borough as a place
to live are formed in a number of ways, be it actual experience, national
and local media, word of mouth, memories of past experiences and they
‘justknow'.

The figure above shows what we knew prior to the study, i.e. street
cleansing is a priority service for Hartlepool residents, (Place survey 2008
for Hartlepool) however the table below demonstrates customer
satisfaction is declining whilst the perfomance standard data shows that
cleanliness is improving, the challenge for the DAPP study was to ascertain

why?

Perception vs. reality: Le vels of cleanliness in Hartlepool
Data taken from www.oneplace.direct.gov.uk accessed 7 May 2010

Place Survey 2008: National % of relevant land National
Percentage of people Ranking for assessed as having Ranking for NI
satisfied with public litter deposits of litter (NI 195a

land being clear of satisfaction 195a)

litter and refuse (%)

477 @ 8% @
In the worst 10% Average
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8.4  Focus groups were set up across the town facilitated by Keep Britain Tidy,
it is important to note KBT were determined to deliver this as an
independent study to mitigate any prejudice against the Council. The
group discussions contradicted the Place survey 2008 data, residents
stated overall they were happy with the levels of street cleanliness service,
but identified some hot spots where deanliness remained a concem. They
highlighted other issues that impacted upon the overall view of the local
environment, e.g. recycling collections, landfill sites, pot holes, the
shopping centre and limited range of shops, groups of young people
hanging around, and derelict buildings.

8.5 The main factor driving perceptions was communications, respondents
related to perceptions of the Council and the lack of awareness of Council
plans, activities and initiatives, demonstrating the necessity for the Council
to review its communication and consultation methods.

9.0 OPTIONS APPRAISAL

91 Parks and Countryside

The recent restructure and creation of the new Parks & Countryside section
has assisted in shaping the outcome of the SDO review, the integration of
client and contractor has provided the Council with the opportunity to
integrate services, remove duplication and waste, and target resources.
The SDO review has provided the Department with the opportunity to
review current practices which have identified areas for service
improvements, efficiencies, and growth.

9.2 Whilst the Parks and Countryside has a revenue budget of circa £2.2
million, in order to break even it has to generate income in the region of
£940K annually; details of how income is generated are identified in the
table below.

9.3 Parks Service

Prior to the restructure the day to day responsibility for maintenance staff
fell to the three Neighbourhood Managers, with the integration of client and
contractor it is logical for all Parks staff and supervision to transfer to the
Parks & Countryside section, this will free up the area supervisory function
which is often stretched responding to customer enquiries, rather than
operational supervision.

Parks & Countryside (2009/10) £
Service cost 3,251,416
HBC contribution to Parks and Countryside 2,249,506
service
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Income required -1,001,910
Grounds maintenance trading element 342,199
Cems and Crems™* -658,863
Allotments -38,343
Foreshore/beach safety -2,820
Other authorities / partners contribution -36,989
Volunteer input value -35,000
**additional £90k need due to replacement crems for 11/12 to be
obtained by increased fees

94 Horticultural Services

The Tanfield Road site plays a vital role in two income generation areas
which have significant future potential; these are Unscheduled Works and
Nursery activities. The depot is home to a significant portion of the
grounds maintenance team and ILM green spaces teams with
approximately 35 — 57 people using the site as a base of operations
depending on the season. This total includes the special contracts teams
that contribute to the income required to support the wider activities of the
section.

9.5 The Nursery employs six staff and in addition provides valuable work/life
opportunities for a number of adults with special needs, and works with
other agencies to offer work experience and opportunities. It is also an
important venue and avenue for rehabilitating operational staff recovering
from ill health or injuries from across the Department.

9.6 The Nursery plays an important role in the current annual town wide
maintenance programme providing plants and bedding. It also
supplements this work by providing opportunities for the public to purchase
plants for the garden and floral displays/bouquets. The potential of the site
is unfortunately constrained by its original layout and lack of basic facilities
like adequate car parking, toilets and rest facilities. This unfortunately falls
short of the expectations of visitors to both the nursery and the town’s
largest cemetery at Stranton which is adjacent and is also run by the Parks
and Countryside section.

9.7 Options considered as part of the review include: -

i. Sell Tanfield Nursery: would result in savings in the region of
£200k plus energy and water use. The Council would have to
relocate between 35 - 57 staff, together with vehicles,
greenhouses, and equipment (depending upon seasons). There
are no suitable alternative premises on the Councils asset
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register, estimated value £2,586,600 (North side — 869,400,
South side £1,717,200).

ii. Buy plants in: This would generate some savings and may
mitigate the need for some seasonal agency staff, the savings
would appear in heating and water usage.

iii. Outsource service: APSE performance data (appendix 2)
demonstrates the Parks & Countryside section provide a value
for money service when compared to other authorities of a
similarmakeup. If the service was to be outsourced there would
be TUPE implications and we would loose the flexibility to
respond to emergencies. Experience and advice from other
authorities who have gone down this route is not positive, you
end up paying for a lower specified service which in the end
costs more.

iv. Reduce service standards: This would be a false economy
reducing the number of grass cuts per annum and the level of
street cleansing whilst making savings would have a detrimental
impact on the service and the town as a whole and goes against
the findings of the DAPP survey and Ipsos Mori report, and
prevent the Authority in carrying out its environmental wellbeing
duty as detemined in the Local Government Act 2000.

v. Invest and develop the Nursery. The level of invesiment
proposed represents a balanced risk approach where lower
costs, medium lifespan, reusable and saleable, rapid
development accommodation options have been advocated.
Similarly the car park proposal addresses current property
problems whilst cheaply and rapidly enhancing the service
offering both the Stranton cemetery and nursery site.

vi. The investment will help improve the layout and as a direct
consequence work flow and efficiency. The car park would
resolve long standing problems for \visitors to the
Cemetery/Crematoria and Nursery, and address problems of
crime and ASB for neighbouring private properties associated
with the existing outbuildings and structures derelict on the
nursery/cemetery site.

vii. Introduce Café/catering facilites for Cemetery and Nursery
visitors. The principle objectives of the re-modelling of the
Nursery site would be to encourage greater and more regular
repeat visitors and custom by the public. In so doing support the
contribution the Nursery makes to wider Parks & Countryside
service deliver expectations in relation to bedding and plants for
year round town wide horticulture use provide better facilities and
parking for the town’s largest cemetery (toilets, drinks, flowers
etc.), provide a catering facility for staff during the working week
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and develop the floristry element of the service to be more
commercial.

viii. The café would provide a crucial element in developing this
repeat visit activity by providing a reason to linger and result
whilst overlooking the inspirational garden and neighbouring
facilities and dining and seating will include indoor and outdoor
opportunities. The café will look to provide a flexible offering
catering for a series of client groups in a varied daily and
seasonal pattern. The combination of free parking, attractive and
varied product offerings in the shop and wider nursery and an
opportunity to side down and relax should encourage greater

spend and more frequentsales in both the shop and café.

9.8 Recreation Grounds

Cabinet recently approved the Partnership with Hartlepool College of
Further Education regarding the Rift House Recreation ground, enabling
the development of a Football academy. The proposal will reduce current
running costs by the Coundil, facilitate improved facilites and achieve
efficiencies of £25K per annum.

99 Street Cleansing

Street cleansing is a service area very much taken for granted. It involves
a set of activities concerning the cleanliness of the street, litter picking, the
removal of fly tipped materials, graffiti and fly posting. When street
cleansing services are effective, we barely know that they are there, but
when they are ineffective the evidence is visible and can be substantial.

9.10 Street cleansing is a particular labour-intensive service; it is a relatively
cheap service costing in the range of £15 to £25 per capita annually, (the
cost for Hartlepool is £20). Service provision is usually organised under
two categories, routine, programmed services where staff work to a set
agenda in tems of the local and frequency of services and ad-hoc
responsive services which are designed to mop up additional or
unanticipated problems.

9.11 The Budgetis £1.8m induding income generation circa £180K contributing
towards the overall budget position, enabling the service to operate at its
current standard. Income is generated from cleansing non-adopted areas
e.g. Fens, Throston and Seaton Shopping parades, and collection and
disposal of fly-tipped materials. The service has not tended to rely on
advanced technology in either delivery or design of the service. In the past
couple of years some Authorities have begun to experiment with using GIS
to track and manage the removal of problems, in larger conurbations e.g.
Newcastle & Gateshead, and the Authority should consider ‘piggy backing’
the Waste NE-IP (North East Improvement Programme) tracker
programme.
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9.12 The Council has a statutory duty to keep the streets of Hartlepool dean,
Environmental Protection Act, 1990 and the associated Code of Practice.
The system has a seven point grading scale and an acceptable cleanliness
threshold is stipulated, Grade B. This is measured by NI 195 which
includes litter, detritus, graffiti and fly-posting and NI 196 measuring the
amount fly tipping and the action taken by the Authority.

9.13 National and local research suggests that differences in cleanliness
outcomes at a neighbourhood level are not simply a reflection of
differences in the extent to which residents care for the neighbourhood
environment. Physical, demographic and social characteristics of
neighbourhoods lead to specific environmental problems creating a more
challenging context for service provision. Whilst the street cleansing
service is closely monitored inline with statutory performance indicators,
the framework does not encourage authorities to narrow the gap in
outcomes between poor and better off neighbourhoods. In Hartlepoal this is
being addressed through the NDC Safer, Cleaner, Greener initiative and
WNF funded projects i.e. Environment Enforcement Officers, an Education
officer and an area team for the WNF area of Dyke House, Stranton and
Grange.

9.14 To address this, the street cleansing service transferred entirely to
Neighbourhood Managers as part of the management restructure, prior to
this some street cleansing functions operated on a town wide basis, e.g.
dog foul bin emptying and the rapid response rounds. This structural
change brought about a shift from providing standard one-size-fits all
service to approaches which aim to provide services that correspond with
local variations which have enabled efficiencies of £20k to be achieved.

9.15 The Council mechanised street cleansing in 2000/1, transport costs as a
percentage of total expenditure is 37.81% and are funded through
prudential borrowing, total staff costs equate to 51.95%. The fleet consist
of four large mechanical sweepers and 10 pedestrian sweepers, plus a
street washing vehicle and pickups. Changes to the existing cleansing
rounds are currently being piloted with a view to improve their effectiveness
and make further efficiencies e.g. zonal working and barrow rounds. This
will enable savings in the region of £25k to be generated.

9.16 Litter and dog foul bin budget is £30k. There are 688 litter bins and 247
dog foul bins situated across the Borough. It is proposed that we take a
stronger line when requests for new bins are received and concentrate on
replacing existing bins with the most appropriate type and those that are
tired and worn out, and/ or vandalised. We will continue to work with
private businesses and encourage them to pay for bins if litter emanates
from their premises. This would enable the litter and dog foul bin budget to
be reduced by £10K.

9.17 Environmental Action

The Environmental Action team functions include Climate Change,
Environmental Education and Pride in Hartlepool, it is proposed as part of
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this SDO review to transfer the Allotments function into this service area.
The Allotment function is resource intensive and has previously struggled
to deliver on customer requirements and Council policy. Earlier this year
the Council adopted the Allotment Development strategy, which provides a
framework to improve the delivery of the service. The transfer of this
function into Environment Action has enabled staff efficiencies to be
achieved, and will increase the staff resources necessary to implement the
strategy and improve the customer service. Discussions with Hartlepool
Connext have commenced to explore opportunities to transfer customer
enquiries relating to this service.

9.18 Pride in Hartlepool has a £40k grant to support resident groups and
associations to improve their local environment; in addition Pride in
Hartlepool receives £15k per annum from the Neighbourhood Consultative
Forums (NCF). Itis proposed the Pride in Hartlepool officer’s role expands
to take on other duties with respect to perfomance monitoring of core
Environmental services e.g. NI195 street cleansing, and environmental
education, thus mainstreaming the function previously funded by WNF. The
Pride in Hartlepool Officer will continue to work with resident groups
working with the Neighbourhood Development Officers in delivering NCF
minor works / and resident priortisation Neighbourhood Action Plan
schemes. The minor works budget could operate as a vehicle to deliver
Pride in Hartlepool, thus negating the need for a Pride in Hartlepool
steering group as schemes would be approved by the Forums.

9.19 Climate change and energy reduction are being considered as part of the
overall Asset Management element of the Business Transformation.

920 NDC Safer Cleaner Greener Initiative

NDC commissioned an evaluation of the Safer, Cleaner, Greener initiative
in March 2010. The project has been operating for three years and is part
funded by NDC and the Council, it aims to improve the cleanliness and
appearance of the area, educate residents about waste and recycling
requirements, enforce for non-compliance, provide a rapid response to
environmental problems and promote resident involvement in community
issues and beautification schemes. The project includes a Project Co-
ordinator and six Neighbourhood Caretakers who undertake low level
enforcement investigations whilst carrying out their street cleansing duties.
They investigate fly-tipping, take enforcement measures against residents
when appropriate, remove rubbish and waste and undertake other duties
such as graffiti removal, horticultural work and emptying litter bins.

9.21 The project has impacted significantly on levels of cleanliness, specifically
in backstreets; this way of working is different to the traditional silo
methodology carried out in street cleansing and enforcement. It project
has expanded outside of the NDC area to include back street areas of the
centre, and has proved extremely popular with residents. The
development of multi skilled enforcement/cleansing operatives that can
fulfil different duties and be interchangeable adds flexibility to the resource
base and is seen as an extremely positive characteristic of the project.

5.1 Cabinet 08.11.10 Business Transformation service delivery option for environment
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922 Skills for You

In June 2007, Hartlepool Borough Council was one of the first authorities to
sign up to the Skills Pledge. The ‘Skills for You Project was established to
support this commitment to the Skills Pledge. The project provides staff
with the opportunity to gain a level 2 NVQ, tailor made to their specific area
of work. The Local Environmental Services NVQ combines Horticulture and
Street Cleansing in this new qualification. Hartlepool Borough Council
works in partnership with Hartlepool College of Further Education, and is
the first authority to deliver this qualification.

9.23 Eighteen members of staff from Street Cleansing and Horticulture have
achieved the qualification this summer, improving the skills base of the
Councils workforce and providing individuals with development
opportunities.

9.24 WNF Development

The Environment Partnership WNF allocation funds an Environment Area
team in the Dyke House/ Stranton/ Grange area (£95k), an Environment
Education officer (65K) and Environmental Enforcement (£105K. All of
which have been subject to the in-year cuts and the WNF review. Council
have agreed to temminate funding the education programme from March
2011.

9.25 As part of the WNF programme review Cabinet has asked for the
Environment projects are reviewed collectively. It is proposed to roll out
the working practices / resources established by the Safer, Cleaner,
Greener project across the town to compensate for the potential reduction
or loss of WNF. This will enhance the training and development ‘skills for
you’ programme for horticulture, street cleansing and the environment area
teams. This approach will provide operatives with the ability to undertake
basic enforcement investigations whilst carrying out environmental
maintenance duties working in their neighbourhoods.

9.26 The Environmental Education function will be mainstreamed within the
Environment Action team as mentioned previously, and Area team will
continue to operate in the Dyke House / Stranton/ Grange NAP area
supporting the resident NAP resident priorities with a reduced reactive
budget.

9.27 A core Environmental Enforcement function is a necessity to ensure we
deliver on the Council statutory duties regarding flytipping, dogs and
abandoned vehicdes which contribute towards the LAA outcomes and
Community Strategy objectives. Discussions with Hartlepool’s
Neighbourhood Policing regarding their involvement in carrying out similar
related activities continue to take place.

5.1 Cabinet 08.11.10 Business Transformation service delivery option for environment
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9.28 The integration of these services will reduce the funding required to
continue providing these functions and reduce the WNF contribution
significantly.

10.0 CONCLUSION

10.1 The services included within this SDO review perform well and are often
taken for granted but when performing poorly they have a significant impact
to individuals, communities and the town as a whole.

10.2 The transformational aspectin delivering these services occurred as part of
the management restructure. Client and contractor services for Parks &
Countryside and Horticultural services merged, street cleansing devolved
to Neighbourhood Management in recognition that not one size fits all.

10.3 The efficiency target of £185k has been achieved through;

. ER/NVR from Parks & Countryside, Environmental Action and Street
Cleansing services equating to £105k

o Football academy partnership with HCFE £25k

10.4 The remainder of the efficiency target can be achieved through the;

o Decentralisation of street deansing service by transferring town wide
services to neighbourhood management £20k

o Focus on replacing existing litter bin and dog foul bin bins £10k

o Review leasing arrangements and spare capacity of street cleansing
vehicle provision £25k

10.5 The services induded within this review will continue to review its working
practices to be more effective and efficient through multi skilling
environment operatives and protects frontline services.

11.0 RISKS

11.1 The Local Government Act 2000 introduced the requirement for all local
authorities to ensure promotion and improvement of the economic, social
and environmental well-being of their communities in order to achieve
sustainable development. This duty is strongly embedded in Hartlepool’s
Environment Partnership and its key aim to;

Secure and enhance an aftractive and sustainable environment that is
clean, green, safe and valued by the community’.

11.2 The proposals laid out in this report will ensure the Authority continues to
comply with its wellbeing duties.

11.3 The Comprehensive Spending Review (CSR) is scheduled to be
announced 20" October 2010, which may impact on the Working
Neighbourhoods fund. The loss of these schemes / projects would have a
significantimpact on the local environmental quality.

5.1 Cabinet 08.11.10 Business Transformation service delivery option for environment
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12.0 DIVERSITY IMPACT ASSESSMENT

12.1 The proposed recommendations have been reviewed against the existing
service Impact Needs Requirement Assessments and the actions
proposed will not result in any adverse impacts on any of the diversity
strands for the Regeneration and Neighbourhood management SDO
reviews.

13.0 COMMENTS FROM BT PROGRAMME BOARD
13.1 The BT Programme Board considered the Options Report on 18" October.

13.2 Members considered the report in detail and felt that the cleanliness of the
streets had improved enomously over the years. However the Coundil’s
cleaner/greener initiative was now being rolled out across the Borough.

13.3 Members of Programme Board felt that the development of a business
case for a horticultural nursery at Tanfield Road presented opportunities for
further consideration.

13.4 Members of Programme Board indicated their agreement to endorse the

recommendations contained in the report which Cabinet would be asked to
approve.

14.0 RECOMMENDATIONS

14.1 Cabinet are asked to note the savings the £130k savings already achieved
as outlined in section 10 of the main report.

14.2 Cabinet are asked to approve the preferred efficiency savings as outlined
in section 10 of the main report.

14.3 Cabinet are asked to note the development of a business case for a
horticultural nursery in Hartlepool as a growth opportunity for the Council.

15.0 BACKGROUND PAPERS

Street cleanliness in deprived & better —off neighbourhoods, Joseph
Rowntree Foundation, (November 2009)

Deprived Areas Perceptions project, Hartlepool, Keep Britain Tidy, (May
2010)

The Safer Cleaner Greener Initiative Evaluation Report, NDC, (March
2010)

This is our Home, Keep Britain Tidy, 2010

Hartlepool Household Survey Results 2008 — Ipsos Mori
Rift House Recreation Ground, Cabinet Report June 2010
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Environment SDO Delivery Plan, May 2010
Responsible Officer:

Denise Ogden

Assistant Director (Neighbourhood Services)
Tel: 01429 523201
Denise.ogden@hartlepool.gov.uk
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5.1 Appendix 1

5.1 APPENDIX 1
Environmental Services KPI Performance 2008/9 and 2009/10

Outturn Quartile
Indicator R Indicator Description Polarity Units Notes 2004/5 2005/6 2006/7 2007/8 2008/9 2009/10 2004/5 2005/6 2006/7 2007/8 2008/92009/10
Source AC| AC| AC| AC Ac|cov
NI 185 NI 185 CO2 reduction from local authority H Not Measured
operations - - - - - - -
NI 186 NI 186 Per capita reduction in CO2 emissions in H Not Measured
the LA area 7.54 12.4 - - - - 1
NI 188  |NI 188 Planning to Adapt to climate change H Level Not Measured
0 1 - - - - 4
NI 191 NI 191 Residual household waste per household L kg
- 702 659 - 4
NI 192 NI 192 Percentage of household waste sent for H % 2004/5 - 2007/8 BV
reuse, recycling and composting 82a + BV82b 19.1] 21.65| 27.62| 3212 37.25 39.1 2 3 2 2 2
NI 193 [Nl 193 Percentage of municipal waste land filled L % 2004/5 - 2007/8 BV
82d 7.28 7.65 8.04] 11.06 8.54 12 1 1 1 1 1
NI 194 a [NI 194 Air quality — % reduction in NOx and L Not Measured
primary PM10 emissions through local authority’s
estate and operations - - - - - - -
NI 195a [NI 195 Improved street and environmental L % Reported as
cleanliness (levels of litter) combined litter and 5 17 13.5 9 10 6.5 1 3 3 2 4
NI195b |NI 195 Improved street and environmental L % detritus score -
cleanliness (levels of detritus) seperated from 7 3 - - - 1 2
NI 195 ¢ [NI 195 Improved street and environmental L %
cleanliness (levels of graffiti) - 2 2 1 2 2 - 2 2 1 3
NI195d [NI 195 Improved street and environmental L %
cleanliness (levels of fly posting) - 0 0 0 0 0 - 1 1 1 1
NI 196 NI 196 Improved street and environmental L Level
cleanliness — fly tipping Not Measured 3 2 1 1 - - 3 4 1




5.1 APPENDIX 2

5.1 Appendix 2
Street Cleansing APSE Family Group

Wolverhampton City Council
North Lanarkshire Council
Copeland Borough Council
Kettering Borough Council
Flintshire County Council
Bridgend County Borough Council
Oldham Metropolitan Borough Council
Broxtowe Borough Council
Inverclyde Council

Enfield London Borough

Chorley Borough Council

South Cloucestershire Council
Scottish Borders Council

Conwy County Borough Council

2008/9

Family Group Whole Service

Indicator |Description Highest |Average |[Lowest HBC Highest Average |Lowest

P1 03 Cost of cleansing service per household (including CEC) £ 56.01 | £ 36.81 | £ 1599 | £ 4296 | £ 66.16 | £ 36.30 | £ 11.37

P137b NI 195 - Percentage of site falling below grade b (litter & det|] 13.00% 7.83% 4.00% 5.11% 20.80% 7.68% 3.00%

Pl 06 Total staff costs a a percentage of total expenditure 82.25%| 66.54%| 51.95%| 51.95% 82.25%| 66.43%| 45.85%
P1 08 transport costs as a percentage of total expenditure 37.81%| 20.87% 9.75%| 37.81% 37.81%| 21.04% 9.76%
Pl 21 Front line staff costs as a percentage of total staff costs 93.44%| 82.45%| 62.94%| 86.49% 99.79%| 85.06%| 62.94%
PI 25d Incidents of fly-tipping per 1000 households 52.38 26.04 12.02 28.58 146.09% | 35.74% 5.20%
Pl 22a Staff absence (all staff) 11.49% 7.38% 2.98% 7.49% 12.50% 5.85% 1.00%
PI 19 Cost of service per head of population (including CEC) £ 2640 | £ 1612 | £ 710 | £ 1938 | £ 2958 | £ 1625 | £ 7.10

P1 33 Front line labour costs as a percenatge of total costs 70.02% | 55.55% | 43.25%| 44.94% 76.62%| 57.88%| 43.25%
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CABINET REPORT
8 November 2010

HARTLEPOOL

BOROUGH COUNCIL

Report of: Director of Regeneration and Neighbourhoods

Subject: BUSINESS TRANSFORMATION - SERVICE DELIVERY

REVIEW OPTIONS ANALYSIS REPORT FOR BUILDING
AND ENGINEERING CONSULTANCY

SUMMARY

1. PURPOSE OF REPORT

1.1  To infom Cabinet of the findings of the Building and Engineering Consultancy
service delivery options review and the options appraisal aspect of the review.

2. SUMMARY OF CONTENTS

21 The report contains the Options Report for the Building and Engineering
Consultancy Service Delivery Option Review. This service delivery review has an
efficiency savings target of £120,000 which is a 5% savings target of a budget
initially assessed at £3 million (The initial savings target was £154,000, but £34,000
has been moved to the Integrated Transport Unit SDO which is a Year 3 review).

2.2 The aim of this review is to explain what we do, the purpose and value of the
services we provide and how services are currently provided and could be provided
in the future.

2.3 The two Consultancies within the Regeneration & Neighbourhoods Department
currently provide a full range of design, inspection (conformity) and professional
advice to all client departments within the council and to external clients.

24 Both Consultancies operate very much like an external consultant and have had

efficiency as a priority in order to provide quality and value to the various Clients.
They could be viewed as a cost or an overhead, similar to Facility Management
Services, but they should collectively be perceived as an integral part of the
Coundil’s business. The vision of the consultancies is to establish the services as
key strategic business units that add value to services, and provide, with other
elements within the Business Division, the delivery mechanism for Council’s and

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy 1
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2.5

2.6

2.7

2.8

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy

Schools Capital Programme.

The most significant challenge faced by the Building Consultancy is the Building
Schools for the Future (BSF) and Education Capital Programmes. In BSF the team
are providing the Councils client agent role in technical project management (one
member of staff sits within the Schools Transformation Team). This involvement
will be developed in relation to design support, ICT integration with the Design and
Build Contractor, and the provision of Contract Management for the Dyke House
and ICT infrastructure projects to other schools. It was anticipated that the BSF
programme of new build / refurbishment would extend over all secondary schools
for a five year period but unfortunately this will not now be the case. The autumn
spending review may allocate additional capital funding for schools although noton
the same scale as BSF orindeed the original primary capital programme There will
be a need to resource to whatever the requirements are either internally or
externally. The extent of the allocation is unknown and this presents a risk for the
future.

Both the Engineering and Building Consultancies have statutory functions which
must be undertaken. These incdude: -

Building Consultancy

o Gas safetyinspections,
o Legionella monitoring and
o Periodical electrical testing and inspection.

The relatively small budgets allocated to these functions is subsidised by the
fee earning activities.

Engineering Consultancy

. Contaminated Land
° Coast Protection
o Land drainage

Cabinet has previously agreed to the centralisation of budgets relating to property
which includes building maintenance. The Building Consultancy provide the client
role in specifying, procuring and monitoring work to safeguard the Council. These
elements are the responsibility of the Building Consultancy to deliver in the most
efficient and effective way on behalf of the Council for all Council buildings
(whether in-house or via external means).

Based on the performance management and benchmarking information the review
team focused on three areas to identify the overall efficiencies required to achieve
the £120k target for this SDO review.

i. Change to currentservice arrangements

ii. Growth and income generation

ili. Procurement and the negotiation of existing contracts

Anumber of routes are available for the procurement and delivery of this service.
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The In-house Option Approach

Framework Arrangement

Joint Venture Company (JVC) or Private/Public Partnership
Outsourcing

Public / Public Partnership Arrangement

2.9 It should be noted that although the options highlighted above are considered as
discrete approaches, in reality they represent a sliding scale between in-house
delivery at one end and full outsourcing at the other. In between these extremes,
the approaches differ mainly in the level of risk and ownership transferred by the
Council. Drawing upon the considerations outlined in the main report the review
team conduded that a mix of the in-house focused structure with a Framework
support arrangement appears to fit most closely with the requirements of the SDO
and is the preferred option. However, a future mid to long term option could be to
investigate a Public / Public arrangement with other Tees Valley authorities. If the
future shape of the authority takes more of a commissioning direction rather than
as a provider, then this option will need to be reviewed.

210 A workshop has already been established by the Tees Valley “Chief Engineers”
group which is currently developing a protocol for collaborative working amongst
the Tees Valley Local Authorities. This is an initial step towards a public / public
arrangement. Indications are that Hartlepool are well placed to provide consultancy
services in certain technical areas and will be able to generate income through this
process.

211 The Engineering Consultancy is currently engaged on a Coast Protection
Management Strategy which is expected to lead to significant grant funding,
currently estimated at around £30M over the next few years. By maintaining an in
house Consultancy to manage the process as well as design and manage the
construction works, the associated grant funded fees will provide significantincome
to the Authority.

212 In terms of frameworks the Regional Improvement and Efficiency Partnership are
proposing to set up regional frameworks for technical consultants and construction
works. There will be an opportunity to use this facility although the timing and
nature of this is uncertain at present.

2.13 One of the few budgets that is available to the Building Consultancy team from
central resource is a £60K legionella budget for management and control within
public buildings. It is anticipated that savings in this budget can meet the required
target. This will be achieved by already established reductions in costs including
associated contracts and expected efficiencies across the consultancy as a whole
and anticipated income from future workload together with changes to working
practices and use of technology (e.g. mobile working).

214 The Engineering Consultancy efficiency saving of £60k will be achieved through
operational improvements as set out in paragraph 10.3 of the main report. This will
reduce costs and generate increased fee income and will yield a saving/surmplus in
the Engineering Consultancy management account of £60k which can be passed
on to the Council’'s General Fund Budget to achieve the target.

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy 3
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3.3

3.4

3.5

3.6

3.7

3.8

3.9

3.10

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy

CONCLUSION - PREFERRED OPTION

In-House Focused Structure with a Framework Support Arrangement.

In the short term this approach would involve the Council retaining responsibility for
driving, implementing and delivering the Building and Engineering Consultancy
service. With a core in-house workforce the approach would require the
procurement of a framework agreement with a number of external consultants this
allows access to a wider pool of resources and the opportunity to share expertise
and possibly training and costs etc.

It is also the preferred option that the in-house teams continue their responsibility
for the variety of statutory functions, retains key design capacity and develops their
income generating capability. There are potential opportunities in delivering
services to public sector partners such as the Cleveland Fire Brigade and the PCT
currently being approved.

The Consultancies would manage and co-ordinate the day to work and individual
procurements and projects. Framework consultants would be engaged on a call off
basis to support the internal service. Equally, the Consultancies would lead on the
procurement of consultants and contractors to undertake the design and
construction of projects.

The Consultancies will benefit from establishing closer working relationships
through this framework agreement, with a selection of suppliers to ease the
procurement process and ensure that it works effectively.

Since this approach is lead by the Consultancies and involves use of framework
consultants as and when required, it provides the most flexibility of the discussed
options. This is important in allowing the opportunity for the Consultancies to
develop and amend their strategy and approach with relative freedom. An in-house
approach does not require a significant up-front procurement process, which could
delay the whole SDO initiative and result in a loss of momentum. External
involvement can be procured as and when required such that real progress can be
made quickly.

A subsequent element of the preferred option is that the Consultancies should be
the “first port of call” for any departmental requirement. It would be the
responsibility of the Consultancies to deliver based on the best solution available.

In the medium to longer term this SDO Review will need to be revisited in the light
of future capital programmes.

Regional/sub-regional collaboration strategies are currently being considered.
There is a Regional Improvement and Efficiency Partnership project looking at the
potential of a regional framework of consultants, and this option may be a way
forward in the medium term. In addition, Tees Valley collaborative working will be
considered.

Depending on what the shape of the Authority might be in the longer tem, there
4
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41

5.1

6.1

71

7.2

7.3

may be a drive in the future for a more commissioning role (with a client base) and
with the service provision externalised or via a public/public or public/private
partnership.
RELEVANCE TO CABINET
The report details options for one of the reviews which form part of the Service
Delivery Options Programme, is part of the Business Transformation Programme,

and is therefore relevant for a Cabinet decision.

TYPE OF DECISION

Key Decision Test (i) applies. Forward Plan Ref: RN 12/09

DECISION MAKING ROUTE

Cabinet 8 November 2010.

DECISION(S) REQUIRED

Cabinet are asked to note the altemative delivery models which are stated in
Section 8 of the main report.

Cabinet are asked to approve the preferred option as stated in Section 9 of the
main report and the intention to review this in the light of future capital programmes
and potential partnerships and collaborative arrangements.

Cabinet are asked to approve the strategy to achieve £120,000 of savings which is
stated in Section 10 of the main report.
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Report of: Director of Regeneration and Neighbourhoods

Subject: BUSINESS TRANSFORMATION - SERVICE DELIVERY

REVIEW OPTIONS ANALYSIS REPORT FOR BUILDING
AND ENGINEERING CONSULTANCY

1.2

2.1

2.2

2.3

PURPOSE OF REPORT

To inform Cabinet of the findings of the Building and Engineering Consultancy
service delivery options review and the options appraisal aspect of the review.

REVIEW AIMS, EFFICIENCY TARGET & SCOPE

The aim of this review is to explain what we do, the purpose and value of the
services we provide and how services are currently provided and oould be
provided in the future.

The Building and Engineering Consultancy SDO has a minimum efficiency
saving of 5% of baseline budgets. These budgets were initially assessed at
£3 million, however, this included areas not included within the actual service
areas i.e. some areas of Asset and Property Management, Procurement and
Road Safety which will be included in future years SDO’s. The initial saving
identified was £154K, of which £34K relating to road safety has been moved to
the Integrated Transport Unit SDO review in Year 3.

The resultant required saving is therefore £120K and this has been split
between the two consultancies. It was decided that this will still be the target,
despite the fact that base budget itis referenced from covers other areas.

The scope of services covered within this review include:-
Building Consultancy

Architecture

Landscape Architecture
Mechanical Engineering
Electrical Engineering
Quantity Surveying
Electrical Inspection
Gas Inspection
Legionella Management
Project Management

Engineering Consultancy

. Civil Engineering Design and Construction
. Traffic Engineering Projects and Safety Auditing
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2.4

2.5

2.6

2.7

2.8

o Highway Design and Construction
J Topographic Surveying

. Structural Engineering

J Building Regulation Structural Checks
o Bridge Maintenance

. Contaminated Land

o Coast Protection

o Land drainage

. Demolition

o Project Management

J CDM Co-ordinator function

The two Consultancies within the Regeneration & Neighbourhoods
Department currently provide a full range of design, inspection (conformity)
and professional advice to all dient departments within the council and to
external clients.

The review of these services has been complexin that the way they operate is
very different from other sections. No one staff member within the Building
Consultancy Section is centrally funded although some staff fees for work on
corporate property work can be charged to a central budget. In addition there
is a very limited budgetary contribution from the corporate funding viewpoint.
Work undertaken by the Building Consultancy is funded from fees which we
charge for given services to intemal and external clients. Income generation
is an integral part of the consultancy “business”.

Within the Engineering Consultancy the position is slightly different in that the
Statutory Functions of Coast Protection, Land Drainage and Contaminated
Land have an element of Revenue funding whilst the “project delivery’
activities are wholly funded by fee income. When this structure was set up
several years ago the Statutory Functions were 100% revenue funded and the
project delivery side set out to deliver projects at a fee level competitive with
the private sector and be self financing. However, over the years the fee
earning activities have generated surplus fees and revenue funded staff have
contributed to fee earning work. This has allowed reductions in the revenue
funding in previous efficiency rounds, with the fee earning activities providing a
significant contribution to the cost of providing the Statutory Functions.

Both Consultancies operate very much like an external consultant and have
had efficiency as a priority in order to provide quality and value to the various
Clients. They could be viewed as a cost or an overhead, similar to Facility
Management Services, but they should collectively be perceived as an integral
part of the Council's business. The vision of the consultancies is to establish
the services as key strategic business units that add value to services, and
provide, with other elements within the Business Division, the delivery
mechanism for Council’s and Schools Capital Programme.

In consultation, some internal Clients, who are accustomed to services being
centrally funded, perceive that the fee based service is unduly expensive.
Indeed some believe it should be free of charge. This is understandable as
Clients are not usually aware of the extent of overheads that are attached to
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2.9

210

211

212

2.13

baseline salaries, and not always familiar with the level of fees they would
incur from the private sector. However the reality is that fee levels are set ata
level that is very competitive compared to the private sector as indicated by
benchmarking undertaken during the review (see Appendix 1 of the report).
This item contains exempt information under Schedule 12A of the Local
Government Act 1972, (as amended by the Local Government (Access to
Information) (Variation) Order 2006) namely, Information relating to the
financial or business affairs of a particular person (including the
authority holding that information). In addition to the service provided the
overhead contribution helps towards the Council’s general functioning.

This view of some Clients is acknowledged and this review recognised the
need to continue to influence in a positive way the perceptions of our
customers, be they internal or external to the Authority. The future image,
reputation and value for money of the service depends on this.

A potential restructure consideration prior to this S.D.O. review and at an early
stage of considering management structures was for the two consultancy
sections to combine and form an all encompassing consultancy service within
the authority. This option was not taken in the revised Management
Structures for Regeneration and Neighbourhoods and will be referred to in this
report.

The Consultancies provide services for the Council in the main, but there
remain areas where external consultants are used instead of the in-house
provider. Whilst this provides a mixed service provision it does remove core
income and puts the sections under financial pressure. As part of this SDO
review discussions have taken place, and continue to do so regarding the
procurement and provision of these services in the future to ensure best value
for the Council whilst maximising income from in-house resources.

In order to assess and control the requirements of these services in all
Departments it is essential that clients within the Council requiring these
services access the Consultancies as the “fist port of call”. The
Consultancies, using their expertise, can then detemine the best way to
provide/procure the service in liaison with clients i.e. in-house or via external
consultant.

By channelling all requirements for technical consultancy work through the
teams it will: -

e ensure visibility of expenditure on technical consultancy so enabling the
monitoring of this category spend.

e ensure maximum use of in-house resources

e provide a value for money decision based on contract procedure rules
ensure proper use of and procurement of consultancy frameworks,
collaboration arrangements and existing contracts

In the main this occurs but reinforcement is required.
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3.1

3.1.1

3.1.2

3.2

3.2.1

3.2.2

3.2.3

OTHER SERVICE PRESSURES

Schools Transfomation

The most significant challenge faced by the Building Consultancy is the
Building Schools for the Future (BSF) and Primary Capital Programmes
(PCP). In BSF the team are providing the Council's client agent role in
technical project management (one member of staff sits within the Schools
Transformation Team). This involvement will be developed in relation to
design support, ICT integration with the Design and Build Contractor, and the
provision of Contract Management for the Council for the Dyke House and ICT
infrastructure projects to other schools. It was anticipated that the BSF
programme of new build / refurbishment would extend over all secondary
schools for a five year period but unfortunately this will not now be the case.
The autumn spending review may allocate additional capital funding for
schools although not on the same scale as BSF. There will be a need to
resource to whatever the requirements are either intemally or externally. The
extent of the allocation is unknown and this presents a risk for the future.

In PCP and Schools Capital works concept designs are being developed,
projects procured and contracts managed. The Consultancy are also involved
in working on a FM Procurement Strategy to ensure schools are maintained
for the agreed period of 30 years.

Statutory Functions

Both the Engineering and Building Consultancies have statutory functions
which must be undertaken. These include: -

Building Consultancy

. Gas safety inspections,
. Legionella monitoring and
o Periodical electrical testing and inspection.

The relatively small budgets allocated to these functions is subsidised by the
fee earning activities.

Engineering Consultancy

° Contaminated Land
. Coast Protection
o Land drainage

The statutory functions stated above must be discharged by the Council. Over
the years their funding has been eroded and the fee eaming activities have
subsidised their delivery costs. The ability to generate fee income is therefore
vital to the current budgeting provision.

The Building Consultancy provides statutory Legionella and electrical test &
inspection programmes to the majority of the Hartlepool schools under the

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy 9
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3.24

3.3

3.4

3.5

4.1

4.2

4.3

terms of an annually agreed / renewed Service Level Agreement (SLA). SLA
charges have, over recent years, been subject to modest annual increases
which have been accepted by schools but have not kept pace with the
inflation. When these service were introduced through legislative
requirements school use of the service was made mandatory.

The processes involved in fulfilling statutory duties have been reviewed as
part of the SDO process. However it is not felt that any efficiencies can be
made in these areas without putting the Council at risk of not fulfilling its
duties, particulady where staff are also utilised in fee eaming activities as is
the case in the Engineering Consultancy. The key is “business efficiency’
through ensuring cost efficient delivery and maximising income from external
sources.

Fee Earning Nature of Service

Fee earning / technical officer salary recharging does not fit easily into
identifying “ budget” savings when corporately funded budgets cover such a
small element of the overall cost of the services and reliance is placed on fee
generation.

Variations in Workload

The type, extent and timing of work undertaken by both Consultancies can
vary and is sometimes difficult to predict. Service delivery options must allow
for this flexibility in considering core workloads and peaks of greater demand.

Procurement

There is increased pressure for collaborative sourcing of these types of
services through regional and sub-regional framework consultants with the
additional option of shared services

INTERFACES WITH OTHER BUSINESS TRANSFORMATION
WORKSTREAMS

General: The need to identify and record efficiencies against the various
business transformation workstreams has been recognised at an early stage
in order to avoid double counting and conflict. This section concentrates on
where other business transformation workstreams have been considered as
part of the SDO review.

Management Structures: The Management Structure principles have been
considered as part of the SDO review. A consistent management hierarchy
and chain of command across the various consultancy services will be
delivered.

Asset Management: The Accommodation Strategy has been considered as
part of the SDO review and hot desking will be introduced within the inspection
and quality control elements of the sections following the planned move to

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy 1 0
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5.1
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Bryan Hanson House. The co-location of the Consultancies in Bryan Hanson
House will bring aboutsome synergies.

Facilities Management SDQO: Quantity Surveying services required within this
area of service are being considered and there may be an option to “join up”
some elements to produce efficiencies and savings in the FMreview.

Procurement: As part of the SDO Review we have induded a review of
services procured externally, and in particular the considerations of a
framework of consultants.

SUSTAINABILITY

Cabinet has previously agreed to the centralisation of budgets relating to
property which incudes building maintenance. The Building Consultancy
provide the dient role in specifying, procuring and monitoring work to
safeguard the Council. These elements are the responsibility of the Building
Consultancy to deliver in the most efficient and effective way on behalf of the
Coundil for all Council buildings (whether in-house or via external means).

Both consultancies have ‘grown’ specialist skills in-house through training and
development, thereby providing a responsive service and safeguarding the
Coundil's statutory functions e.g. Legionella, Construction and Design
Management (CDM), Contaminated Land and Coastal Protection. The first
two areas have grown in reputation and provide services to other Local
Authorities and Public Sector organisations contributing to the local skills and
economy agenda.

REVIEW PROCESS

The Review Team met on a monthly basis to look at the existing services,
establish baseline infoomation regarding costs and service perfoomance,
comparing and benchmarking ourselves, particularly against external
providers. Appendix 1 contains price benchmarking information. This item
contains exempt information under Schedule 12A of the Local
Government Act 1972, (as amended by the Local Government (Access to
Information) (Variation) Order 2006) namely, Information relating to the
financial or business affairs of a particular person (including the
authority holding that information)

Consideration has been given to alternative service provision i.e. market
testing of these services. Recent competitive exercises have been received
accordingly. There has been recent success in the award of the design of the
new Redcar Fire Station (via the Fire Authority) as part of a competitive
process. We have also been awarded CDM work for Redcar and Cleveland
Council, Legionella Management for Hartlepool and North Tees PCT (amongst
several others) and Gas Management Services to Middlesbrough Council.
There are numerous other examples.

11
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6.3 In a review by Insurers AIG of how local authorities are managing the risk of
Leginoella, subsequent to the inquiry at Barrow, we were ranked at the top of
the survey.

6.4 Based on the performance management and benchmarking infoomation the
review team focused on three areas to identify the overall efficiencies required
to achieve the £120k target for this SDO review.

i) Change to currentservice arrangements

i) Growth and income generation
iii) Procurement and the negotiation of existing contracts

7. OPTIONS ANALYSIS AND EFFICIENCIES

71 Change to Current Service Arrangements

7.1.1 The deletion of the Engineering Manager’s post was initially instigated as part
of 2009/10 savings because itwas considered that there would be some merit
in amalgamating the Engineering Consultancy and the Building Consultancy
under one manager and having that manager report to a particular Head of
Service. However the consultancies provide a very wide range of services —
Building Consultancy Services which sit naturally with Property and
Procurement and Engineering Consultancy Services which sit naturally within
the Transport and Engineering Division where many significant links exist.

7.1.2 There were however some areas where it was considered that the delivery of
functions should be reviewed and these are as follows:

7.1.3 Within the Engineering Consultancy, the Principal Project Manager post was
created to provide a lead on project management protocols throughout the
former Neighbourhood Services Department. The management of the CDM
Coordinators were added to his responsibilities but there is little or no
commonality between the skills of the project management function and the
specialist work carried out by the CDM Coordinators.

The following options were considered:

a) Consider the CDM Coordinator team function in its own right with an
amended management structure.

b) It was suggested that the CDM team would be accommodated more
appropriately in the Building Consultancy. This does not give any direct
saving but adds value and increases flexibility. Two of the CDM
Coordinators are also architectural technicians and this will give more
flexibility in terms of managing peaks and troughs in architectural and
CDM workload when appropriate. This also assists in the reduction of an
Architectural Technician in the Management Structure with a saving of
around £35k.

c)  Within this environment, the CDMteam has prospered and now brings in
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714

7.1.5

7.2

7.2.1

722

significant fee income from clients external to the Council. Itis envisaged
that this potential for income generation will continue.

d) Consider the project management function in its own right with an
amended management structure.

e) It was suggested that the Project Manager from the Engineering
Consultancy should join the Building Consultancy Project Management
Team. The rationale for this is that the fee earning work carried out by
Engineers’ Project Manager was of a Building nature with the main Client
being Child and Adult Services. This combination of project
management officers could fom a team that would enhance this service,
enabling existing skills to grow. Again this will not give a direct saving
but will improve project delivery in terms of cost, timescale and quality
and will contribute to the interface with Schools Transformation as part of
the BT Centralisation of Asset Management Workstream. Project
Managementis an area where some clients have felt that there has been
a deficiency in service and will therefore give added customer
confidence.

Although this cannot be taken into account in terms of actual budget savings,
the process of transferring roles undertaken by agency to permanent staff will
realise an annual cost saving of around £60k. This makes us more com petitive
especially when bidding for external work.

An initial saving that has been identified is the rationalisation of equipment in
relation to printing and plotting of drawings. Currently Planners, Engineers
and the Building Consultancy have separate facilities and equipment. We are
currently investigating the viability of a centralised plotter/printer to satisfy all
three service areas. Using one unit will reduce energy costs, cyclical
maintenance costs and reactive maintenance cost. This investigation is still in
progress so a saving cannot be detailed at this stage.

Income Generation:

The Building Consultancy section has already generated substantial income
figures awaited to the Council via a number of external contracts with other
authorities in respect of Legionella control and management and we are
nationally recognised as a leader in this service area. The in-house team
have quoted and won a bid to provide advice on gas safety management to a
nearby local authority. They have won lottery funding in partnership with a
community group and carried out the design services. (£1 million for
Hartlepool People). They have recently won a bid to design a £1million
extension to a fire station for Cleveland Fire Brigade. All of these bids have
been won in competition with private sector organisations providing evidence
of value for money in the “market’.

There is an opportunity to build on this success and win more external work
and opportunities are being explored with the Cleveland Fire Brigade and the
PCT. There is however a cost and risk attached to this process. The resource
used to produce a bid is undertaken at risk. Itis proposed that at the end of
each financial year a proportion of any surplus can be carried over to the next
year to form a “bid fund”. This will ensure that any failures will not affect our1
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7.2.3

724

7.3

8.1
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balance sheet at year end. This is in line with the way private sector
organisations function. Due to the success in 09/10 this has been possible for
10/11 allowing initially for feasibility and design work to take place on the
development of the Innovation and Skills Quarter east of Stockton Street.

The Legionella Management section in particular, has the ability to achieve
efficiencies in terms of the reduction in both sampling costs and unit costs in
inspections evidenced over the past two years (30% cost reduction since
2005/06). In addition, income generation has increased (£60K in 2005/06 up
to £128K in 2009/10) and the list of external clients is growing. It is this area
which is part funded by a Corporate budget where savings could be released
through a budget reduction rather than merely passing a sumplus from the
trading activity to the general fund.

Development and enhancing Engineering skills and Services to grow income
generation has for some time been a feature of the Engineering Consultancy.
It is estimated that for example structural design work which until recently was
commissioned externally can yield savings (or additional fee income) of
around £25k per year by using the resources now in place intemally. Previous
framework agreements with external consultants have facilitated a two way
flow of services which has generated external income. This philosophy will be
continued with a focus on areas such as Highways Safety Auditing,
Geotechnical Engineering, Flood risk management, Drainage design and
Structural Engineering design where we are able to market services.

Procurement and the Negotiation of Existing Contracts

The Consultancies currently have a variety of arrangements with external
consultants for top-up-support and specialist services. The review recognised
that a revised framework contact(s) were required to ensure best value is
being achieved.

SERVICE DELIVERY AND PROCUREMENT OPTIONS

In this section of the report delivery options are presented with their relative
merits highlighted. Thereafter identifying the structure that appears to fit most
closely with the requirements of the SDO. A set of key considerations in
detemining the way forward is then established and applied to the likely
option to detemine its suitability. A number of routes are available for the
procurement and delivery of this service. This section sets out these
approaches and indicates, at a general level, the relative pros and cons of
each. It is from this list of approaches that the preferred option will be
selected.

The In-house Option Approach

This would see all projects and services being delivered by the Consultancies
with restricted support by external contracts on a case by case basis, where
appropriate and required. The balance between in-house provision and the
use of external consultants will be dependent on the capacity and capability of

14
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in-house resources. This approach can also be used for the provision of
services to other local authorities or public sector service partners.

Main advantages

Main limitations

Full control over the project and service delivery
is retained within the Coundil

Maximum use is made of in-house resources

A long procurement lead time, prior to
commencement of service delivery, is avoided
Limited cultural change in current ways of
working

Can easily cope with sudden changes of
priorities for whatever reason. Thisis something
that happens quite often and an in-house team
isusually more responsive and resilient to such
short term changes and managing changing
priorities.

Flexible approach to service delivery. This can
indude work carried out for a reduced fee or no
fee atall under certain circumstances.

The Building and Engineering Consultancies
have a good balance of construction
professionals at all levels.

The charge-out rates for staff are very
competiive (n most cases lower) with piivate
sector consultants. A benchmarking comparison
has been carried out to provide evidence.
Follows national pressure for shared service
position.

. Discrete use of consultants will typically be
more expensive in the long tem than an
integrated framework support model because
of the restricted use

. Requires multiple smaller procurements when
discrete supportisrequired

e Not as commercially aftractive without being
part of a wider package of services

e No external stimulus for a ‘step-change’ in
ways of working

8.2

Framework Arrangement

Under such an arrangement, the Council would retain an in-house team and
enter a formal contractual agreement with a number of external providers,
where all parties agree the terms of future dealings between them, without
committing to or guaranteeing any specific purchase or contract. This model
would be applicable to design, project and cost management advice and

procurement support.

Main advantages

Main limitations

All of the advantages of an in-house service.
Flexible approach designed to fill skill and
resource gaps within the Coundil

Provides access to external experience and
expertise that can act as a catalyst for change
No transfer of staff or services, so less cultural
impact and political unease than externalisation
arrangements

Straightforward to procure

Small and non complex schemes can be given
to an individual provider. With the option for
mini competiton between providers for larger
more complex schemes ensuring VFM.

. Responsibility for overall project and service
delivery will still rest with the Coundil

. Requires “client side” management within
Coundl as well as core service team

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy
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8.3

5.2

Joint Venture Company (JVC) or Private/Public Partnership

Under this arrangement, the Councll would enter into a joint venture
arrangement, typically with a private sector company, to facilitate the delivery
of services and access to investment. The JVC may be profitmaking
(nomally limited by shares) or not for profit (often limited by guarantee). In
the former case, profits of the JVC will be paid out to the shareholders in the
form of a dividend. The Council would have stake in the JVC (up to 20%
under current legislation, to ensure that the JVC is treated as a private sector
company) that would allow it to share in any profits. Equally, the Council
would have some representation on the management board of the JVC
allowing it some influence in the operation of the company (although this is
often limited only to a power of veto). JVCs are often staffed by means of a
transfer of staff from the Council under TUPE although more recently, the
secondment of staff to the company has been arranged.

Main limitations

Main advantages

Generally provides access to investment from
the private sector partner, which is recovered
through income streams over time

Allows for the transfer of risk in delivering
projects and services away from the Coundl to
the JVC

Improved access to the skills and resources of
the private sector JVC partner
Opportunity to establish an
management structure

JVC (providing a private company) has freedom
to raise additional finance

Ability to trade externally

independent

Procurement and particularly contract
negotiaton, can be very complex and time
consuming

Significant legal, financdal and administrative
requirements must be met

Transfer significant control to the private sector
Requires significant resource to manage and
monitor the arrangement

Risks associated with operating a private sector
company (such asinsolvency)

Cultural differences between the private and
public sectors can cause conflicts

TUPE implications

Cost — JVC will be required to generate profit for
the private sector. This will be reflected in
charge out rates.

Cost — Management of the JVC and of Statutory
Functions will need an element of Coundil based
management, as a minimum at the strategic
level and possibly strategic and technical. These
functions are currenly absorbed into fee
generating areas.

8.4

OQutsourcing

This model refers to the more traditional arrangement where the Council
contracts with a private sector provider or providers for the provision of
services in place of the Council. The service will then be provided to agreed
standards and targets with no significant involvement from the Council. A
client side function would be required to commission and monitor the
contact(s). There would be a TUPE transfer involved. The approach is
becoming less attractive unless significant financial benefits can be achieved.

| Main advantages

| Main limitations

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy
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Transfers risk and may facilitate external
investmentin the service

Existing difficulties should be addressed by the
provider

Relatively simple to procure

Large scale TUPE transfer issues

Can create a confrontational arrangement

May be limited interest from the market
depending upon the nature and state of services
in question

Potential lack of flexibility

Loss of control and influence over service aims
and priorities

Cost incurred though client side arrangements
due to the need fo retain an in-house team of
facilitators together with higher charge out rates
from the private sector.
Difficult to recreate
outsourcing fails
Cannot easily ocope with sudden changes of
prioiities for whatever reason. Thisis something
that happens quite often and an in-house team
is usually more resilient to such short term
changes and managing changing priotrities.

in-house capadty if

8.5

Public / Public Partnership Arrangement

Undersuch an arrangement, the Council would enter a formal partnership with
one or a number of public authorities (possibly Tees Valley authorities)
generally of the same type (but others exist where councils are in partnership
with PCT’s etc.) to carry out functions on a larger scale. This model would be
applicable to design, project and cost management advice and procurement

support.

Main advantages

Main limitations

All of the advantages of an in-house service
plus the economy of scale that would make
efficiency savings

Flexible approach designed to fill skill and
resource gaps within the Coundi

No transfer of staff or services, so less cultural
impact and political unease than externalisation
arrangements

Generally more straightforward to procure than
externalisation arrangements

Setting up such a partnership would lead to
significant management financial savings due to
economies of scale

It could cover all construction issues
(Engineering and Building Consultancy) but it
could also indude transportation (additional
Clientfunctions) issues

The scale of such a parinership could be as
small or as large as we wanted to make it
subject to finding like minded partners

Responsibility for overall project and service
delivery will still rest with the Coundil

Some loss of control and influence over service
aims and priorities

No external stimulus for a ‘step-change’ in ways
of working

Does not provide access to external experience
and expertise that can ad as a catalyst for
change

Political and organisational
required to work

Must fit with timing/need of other partners

support will be

8.6 The following analysis briefly considers each of the approaches and identifies
whether they appear appropriate for the delivery of the Consultancy services.
5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy 1 7
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8.7

8.8

8.9

8.10

8.11

In-house Approach

The Building and Engineering Consultancies have a good base in terms of
existing service delivery quality, on which to build. More importantly, we
recognise the capacity constraints that exist and these could pose a significant
threat to our ability to successfully deliver the service in total i.e. it is not
efficient nor feasible to cover the whole of the demands of the service by
staffing up to the peaks of workload. External consultants can however be
used to address these gaps, subject to the overall affordability of the
arrangement.

Framework Arrangement

This approach has all of the advantages of an in-house service, although in-
house service would be a relatively modest core and would provide an
opportunity to address skills gaps and provide access to additional resources,
skills and expertise to supplement in-house capacity and capability. No
transfer of staff or services, so less cultural impact and organisational unease
than externalisation arrangements. Having a framework with a number of
providers allows for flexibility in procurement. Small and non complex
schemes can be given to an individual provider. With the option for mini
competition between providers for larger more complex schemes ensuring
value for money.

In terms of frameworks the Regional Improvement and Efficiency Programme
are proposing to set up regional frameworks for technical consultants and
construction works. There will be an opportunity to use this facility although
the timing and nature of this is uncertain at present.

Joint Venture Company or Public/Private Partnership

This approach should provide access to the additional resources, skills and
expertise necessitated by the consultancies programme. These arrangements
are nomally based around the transfer of services and staff and the JVC is
used as a vehicle for achieving this. Given the scale of the existing resource;
the success of the majority of pilot framework agreements already in place,
the time that would be taken to putin place such a JVC, and the loss of control
and complexity of procuring a JVC limit the effect of this approach. There
would need to be clear political support for this approach to be successful. It
could be a long term consideration.

Qutsourcing

There is no obvious case for a traditional outsourcing arrangement. The
additional management costs, lack of flexibility and loss of control and
influence by the Council, combined with a market trend away from this type of
structure implies that it is unlikely to offer an appropriate procurement and
delivery route. If any externalisation has to take place a
partnership/framework arrangement might be more appropriate.

Public/Public Partnership

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy 1 8
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8.12

9.1

9.2

9.3

94

9.5

Whilst this has many advantageous in pooling resources across Local
Authorities, and is in line with regional and sub-regional thinking for the future,
each of the Tees Valley Local Authorities are at different stages of
development and there needs to be a coordinated and politically supported
approach. There is the additional pressure from Government to consider
“shared services”. This could be a solution in the medium term when sub-
regional/ regional collaboration develops.

Summary

It should be noted that although the options discussed above are considered
as discrete approaches, in reality they represent a sliding scale between in-
house delivery at one end and full outsourcing at the other. In between these
extremes, the approaches differ mainly in the level of risk and ownership
transferred by the Council. Drawing upon the considerations above the review
team concluded that a mix of the in-house focused structure with a Framework
support arrangement appears to fit most closely with the requirements of the
SDO. However, a future mid to long tetm option could be to investigate a
Public / Public arrangement with other Tees Valley authorities. If the future
shape of the authority takes more of a commissioning direction rather than as
a provider, then this option will need to be reviewed.

PREFERRED OPTION

In-House Focused Structure with a Framework Support Arrangement.

This approach would involve the Council retaining responsibility for driving,
implementing and delivering the Building and Engineering Consultancy
service. With a core in-house workforce the approach would require the
procurement of a framework agreement with a number of external consultants
this allows access to a wider pool of resources and the opportunity to share
expertise and possibly training and costs etc.

It is also the preferred option that the in-house teams continue their
responsibility for the variety of statutory functions, retains key design capacity
and develops their income generating capability.

The Consultancies would manage and co-ordinate the day to work and
individual procurements and projects. Framework consultants would be
engaged on a call off basis to support the internal service. Equally, the
Consultancies would lead on the procurement of consultants and contractors
to undertake the design and construction of projects.

The Consultancies will benefit from establishing closer working relationships
through this framework agreement, with a selection of suppliers to ease the
procurement process and ensure that it works effectively.

Since this approach is lead by the Consultancies and involves use of
framework consultants as and when required, it provides the most flexibility of
the discussed options. This is important in allowing the opportunity for the
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Consultancies to develop and amend their strategy and approach with relative
freedom. An in-house approach does not require a significant up-front
procurement process, which could delay the whole SDO initiative and result in
a loss of momentum. External involvement can be procured as and when
required such that real progress can be made quickly.

9.6 A subsequent element of the preferred option is that the Consultancies should
be the “first port of call” for any departmental requirement. It would be the
responsibility of the Consultancies to deliver based on the best solution
available.

10. SAVINGS

10.1 As indicated previously, one of the few budgets that is available to the Building
Consultancy team from central resource is a £60K legionella budget for
management and control within public buildings. It is anticipated that savings
in this budget can meet the required savings if the expected efficiencies
across the consultancy as a whole and anticipated income from future
workload are achieved together with changes to working practices and use of
technology (e.g. mobile working).

10.2 The Engineering Consultancy efficiency saving of £60k will be achieved
through operational improvements as set out in para 10.3 below. This will
reduce costs and generate increased fee income and will yield a
saving/sumlus in the Engineering Consultancy management account of £60k
which can be passed on to the Councils General Fund Budget to achieve the
target.

10.3 Savings will be targeted under the following headings: -

10.3.1Increased Capabilities — Recent recruitment, staff development, and IT.
investment has enhanced the Section’s capacity to deliver a wider range of
projects than was the case previously. This will allow for greater productivity
and fee earning opportunities to be realised and reduce the inefficient process
of briefing and managing external consultants to carry out the works. The
prime example of this is savings of £25K that can be realised by undertaking
structural engineering work in-house rather than by external consultants.

10.3.2 Increased charges to external Clients — Fee comparison with the private sector
had indicated that we can increase the charge out rates that we use and still
remain competitive.

10.3.3 Business Process Efficiencies — This process of reviewing how work is
delivered will raise productivity and increase the proportion of time spent on
fee eaming work. Using information routinely collected through time allocation
sheets the savings are considered to be achievable.

10.4 The above efficiency savings will allow for reductions to budgets as follows:

e Engineers Management Account £15,000

e Bridges £30,000
e Claxton Landfill Site Maintenance £9,0090

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy
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10.5

10.6

11.

111

11.2

11.3

113

114
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e Dangerous Structures £6,000

Total Budget Reduction £60,000

Future savings are anticipated in termms of mobile working, use of technology
and rationalisation of equipment in relation to printing and plotting of drawings.

The integration of building maintenance and dient services has enabled a
Facilities Management Section (FM) to be set up. There are areas and
opportunities where more “joined” up working between FM and the Building
Consultancy will lead to more effective working. There is not a direct saving
connected to the Consultancies with this but service delivery will improve and
be more efficient as a result and significantly it enables the FM SDO to make a
saving of £35K.

RISK AND SUSTAINABILITY

The Coundil in-house Consultancy Services are integral to the running of the
Coundil’s business and should not be seen as an “extra cost’. There must be
a commitment across the Council to ensure that all design services are
procured through the Consultancies. The consultancies’ part in this
relationship is to demonstrate and provide measurable, good quality services,
which represent excellent value for money whether as a commissioner or
direct provider.

With regard to sustainability, the above analysis is dependent on the work
being available to support the fee generation. Cleany this is not guaranteed in
the current political / financial climate.

Savings can only be realised if the workload is sufficient to keep the in house
staff effectively employed. Workload is subject largely to external factors and
the risk of insufficient work has always been an issue considered in the
management of the service. To address the risk the Consultancies have:-

e ewlved to a size that has been found to be sustainable, and the private
sector has been used to top up resources when necessary. This will be
kept under review;

o focussed on core technical staff whose skills are broad and adaptable to a
range of work categories. This allows flexibility in the allocation of
resources to meet fluctuations in the type of project required at any
particular time.

Discussions have taken place in recent times at officer and Member level in
respect of the potential to remove the “fee” system which is based upon
inefficient processes such as timesheet completion and intemal recharging
(although this can be useful in job costing). This could be done by “top slicing”
capital programmes/projects to some extent and it is recommended that this
could be explored over the next 12 months.

There are several statutory services provided within the consultancies, some
with health and safety implications (e.g. Gas, Legionella, and some with21
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significant strategic functions such as contaminated land), and it is important
that the Council has the means to be in control and be responsive.

If the 5% efficiencies cannot be realised, the Council will have to consider the
procurement of Consultancy services which could have TUPE implications. It
is important that the Council recognises the service as integral to the running
of the Council’s business and notsee itas a cost or an overhead. Our part in
this relationship is to demonstrate and provide measurable, good quality
services, which represent excellent value for money, it is our vision to be the
Councils service provider of choice, and to consolidate and maintain existing
clients whilst seeking out and acquiring new business opportunities.

Diversity Impact Assessment - the proposed recommendations have been
reviewed against the existing service Impact and Needs Requirement
Assessments which were completed in 2009/10 and the actions proposed will
not result in any adverse impacts on any of the diversity strands for the
Consultancy SDO review and as such there is no need to carry out Diversity
Impact Assessments for them.

FINANCIAL IMPLICATIONS

The Service Delivery Options (SDO) programme has been designed to review
all council activity over a three year programme and is planned to contribute
over £3.5m in savings to the Business Transformation (BT) savings of £6m
over this period. Each review has a target forsavings set at the outset as part
of this overall programme and these are assigned to specific financial years in
the Medium Temn Financial Strategy. For 2011/12 the MTFS forecasts are
based on the achievement of £1.3m of Business Transformation SDO savings
from 1 April 2011.

The Business Transformation programme was planned, as part of the MTFS,
to support the budgetary position of the council through a managed
programme of change. The economic climate of the country, and the likely
impact of expected grant cuts post general election, mean that the anticipated
budget deficits, after all BT and other savings are taken is still expected to be
around £4m per annum for each of the next three years. These additional cuts
equate to 4% of the annual budget and a cumulative cut of over 12% over
three years. In practise there will be some areas Members wish to protect and
this will simply mean higher cuts in other areas and/or the cessation of some
services.

It has been identified in previous reports to Cabinet that a failure to take
savings identified as part of the BT programme (and more specifically the SDO
programme) will only mean the need to make unplanned cuts and
redundancies elsewhere in the authority. This position has been exacerbated
through the economic circumstances and likely grant settlements and failure to
implement SDO savings will in all likelihood make the 2011/12 budget position
unmanageable owing to anticipated grant cuts commencing this year. In
addition, as reported in the MTFS the Council faces a range of budget risks
which exceed the available strategic risk reserve and this funding shortfall will
need to be addressed in 2010/11 and 2011/12, which further reduces financial
flexibility. 59
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CONCLUSION

The required savings target of £120K is challenging but can be achieved. It
has not been possible to calculate potential further savings identified at this
stage but this will be programmed over 2010/11.

The most cost effective option is to maintain and develop a core in-house
team and implement the efficiency savings as suggested, combined with one
or more framework partnerships.

A key element is to increase the client base and generate additional income
which will in itself contribute to the savings required. The main challenges to
be met within the section in order to achieve this are:-

Continuous improvement

Maximising and demonstrating value formoney to our customers

Maintaining a positive client and Member awareness of our services

Business retention and growth

Making a positive and measurable contribution to the Council’s priorities,

which will in turn reflect those of the community and partner

organisations

e Asustainable increase in external income

e Effective and efficient access to external skills and resources to
supplement the in house provision.

e Toreactand adapt to changing customer demands

e Providing services users with projects that meet best practice in
sustainability, equality, design and procurement.

e Maximising project resources from all available sources of funding.

e Improving performance management through the use of national and

local performance indicators.

Regional/sub-regional collaboration strategies are currently being
considered. There is a Regional Improvement and Efficiency Partnership
project looking at the potential of a regional framework of consultants, and
this option may be a way forward in the medium tem.

Depending on what the shape of the Authority might be in the longer tem,
there may be a drive in the future for a more commissioning role (with a client
base) and with the service provision externalised or via a public/public or
public/private partnership. In particular there may be an opportunity to
develop collaborative arrangements with Tees Valley Authorities.

COMMENTS FROM BT PROGRAMME BOARD

The BT Programme Board considered the Options Report on 18™ October.

Members considered the report at length and noted that both consultancies
operated like external consultants, being fee-based and not centrally funded,
however Members felt it would be helpful to understand more fully the
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contribution the service makes across the authority in the delivery of projects.

Programme Board wished to emphasise and reinforce the essential
requirement for services in all depariments of the Council requiring services
provided by the Engineering and Building Consultancy to access the internal
consultancy and that this should be monitored; and where a department
chose not to access the internal consultancy and explanation should be
given.

Members were supportive of attempts to consider further the options for
income generation through other public sector providers in Hartlepool, across
the Tees-Valley and throughout the region.

Members of Programme Board indicated their agreement to endorse the
recommendations contained within the report which Cabinet would be asked
to approve.

RECOMMENDATION

Cabinet are asked to note the altemative delivery models which are stated in
Section 8 of the main report.

Cabinet are asked to approve the preferred option as stated in Section 9 of
the main report and the intention to review this in the light of future capital
programmes and potential partnerships and collaborative arrangements.

Cabinet are asked to approve the strategy to achieve £120,000 of savings
which is stated in Section 10 of the main report.

5.2 Cabinet 08.11.10 Business Transformation service deliv ery review options analysis report for building and engineering consultancy 24
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CABINET REPORT
8 November 2010

HARTLEPOOL
BOROUGH COUNCIL

Report of: Director of Regeneration and Neighbourhoods

Subject: BUSINESS TRANSFORMATION - REGENERATION &
NEIGHBOURHOOD MANAGEMENT SERVICE
DELIVERY OPTIONS REVIEW

SUMMARY
1.0 PURPOSEOF REPORT

1.1 To seek Cabinet approval to recommended efficiencies relating to the
Regeneration & Neighbourhood Management (NM) SDO review. The
review has an efficiency target of 7.5% of baseline budgets, which
equates to circa £60,000.

2.0 SUMMARY OF CONTENTS

21 Services oovered in the review cut across the Community
Regeneration Team, the Major Projects and regional/sub-regional
engagement sections of the Urban and Planning Policy Team and the
Community Engagement & Empowement aspect of Neighbourhood
Management, reflecting strong joint working arrangements required to
deliver regeneration in the town.

2.2 Since the scope was agreed in May 2010, in year cuts have been
announced which together with the outcome of the Comprehensive
Spending Review (CSR) in Autumn may result in the reduction and / or
potential future loss of WNF funding which may hit local community
engagement and empowement mechanisms hard. As such the
Community Network function has been included within the scope of this
review.

2.3 Numerous options examining Community Development and
Empowement across the north east region have been explored
regarding the future shape of how the Authority continues to provide
these services in the future. The current structures for engagementin
Neighbourhood Management are the Neighbourhood Action Plan
(NAP) forums which feed into the Neighbourhood Consultative Forums
(NCFs) and from there into the Hartlepool Partnership and the Council.
This fommal structure is undermpinned by a number of resident
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2.4

2.5

2.6

2.7

3.0

3.1

associations and groups which operate at neighbourhood level and are
the lifeblood of the consultation structures.

Hartlepool Community Network leads the Strengthening Communities
theme of the Community Strategy and supports the capacity of people
to be involved. Hartlepool Voluntary Development Agency hosts the
Community Network, which is currently funded by Working
Neighbourhoods Funds. Options regarding the shape of the function
are referred to within the body of this report, and will be considered as
part of the overall WNF review currently underway.

The regeneration landscape, availability of funding and Government
focus and priorities towards regeneration are continually changing.
The report identifies and highlights some initiatives/projects which have
been undertaken over the years. An important role of the Major
Regeneration team is its engagement at the Tees Valley level.
Strategic inwlvement with TV partners has helped to secure
recognition of Hartlepool’s regeneration objectives in influential policy
documents which in turn has also ensured significant funding
investment has been secured.

The Government's Big Society seeks to make society stronger by
getting more people to work together to run their own affairs locally. It
aims to put more power and responsibility into the hands of families,
groups, networks, neighbourhoods and locally based communities and
to generate more community organisers, neighbourhood groups,
volunteers, social enterprises and small businesses. Such aspirations
cannot be achieved without support and although Hartlepool is fairly
well advanced in terms of community engagement, volunteering and
social enterprise development, the broad skills which exist within the
various teams involved in neighbourhood management and community
regeneration will be important in facilitating such activity. New Local
Government and Localism Bills are expected to be published later this
year, which will give further direction and indication of Government

policy.

As part of the SDO review the future shape of community development
and engagement has been considered at the same time as providing
efficiencies within the system to achieve the £60k efficiency target.
Options for which are referred to within the body of this report. However
with the impending cuts in public monies to be announced as part of
the upcoming CSR, it makes sense to wait until we receive more
details regarding the Big Society, Area Based Grants and WNF before
detemining the final outcome.

RELEVANCE TO CABINET

The report details options for one of the reviews which form part of the
Service Delivery Options Programme, is part of the Business
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Transformation Programme, and is therefore relevant for Cabinet
decision.

40 TYPEOFDECISION

Key Decision testii applies.
Forward Plan reference Number RN 35/10.

5.0 DECISIONMAKING ROUTE
Cabinet - 8 November 2010
6.0 DECISION(S) REQUIRED

() That the SDO savings are approved as follows:-

o Neighbourhood Services Management Structure £20,000 as
identified in 4.13 of the main report.

o Specialist and technical support to strategic partners £40,000,
as referred to in the main report paragraph 6.8.

(i)  Cabinet are requested to authorise officers to detemmine appropriate
arrangements (including structures) to deliver an agreed future shape
of Community Engagement and Empowement which reflects the
integration of relevant services to be reported back to Cabinet. This
should include consideration of the potential cessation of current
functions and activities.
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Report of: Director of Regeneration and Neighbourhoods

Subject: BUSINESS TRANSFORMATION - REGENERATION &
NEIGHBOURHOOD MANAGEMENT SERVICE
DELIVERY OPTIONS REVIEW

1. PURPOSE OF REPORT

1.1. To seek Cabinet approval to recommended efficiencies relating to the
Regeneration & Neighbourhood Management (NM) SDO review. The
review has an efficiency target of 7.5% of baseline budgets, which
equates to circa £60,000.

2. BACKGROUND

2.1. Services covered in the review cut across the Community
Regeneration Team, the Major Projects and regionallsub-regional
engagement sections of the Urban and Planning Policy Team and the
Community Engagement & Empowement aspect of Neighbourhood
Management, reflecting strong joint working arrangements required to
deliver regeneration in the town.

2.2. Since the scope was agreed in May 2010, in year cuts have been
announced which together with the outcome of the CSR in Autumn
may result in the reduction and / or potential future loss of WNF
funding which may hit local community engagement and
empowemMmentmechanisms hard.

2.3. The Coalition Government’s recent announcements on the Big Society
approach to neighbourhood regeneration, whilst still to be articulated
in full, nevertheless gave an indication that local communities will
continue to play a pivotal role in detetmining and delivering local
regeneration priorities. Announcements so far suggest a commitment
to more flexible and localised service delivery, and more involvement
of citizens and communities in decision making.

24. To achieve this it is likely that individuals and communities will have to
do more of what is currently done for and to them. Communities will
need the skills to do more and professions will need the skills to
transfer responsibility. The ability to really engage people in the work
of the Council is a skill which will be in much demand.

3. BENCHMARKING/OPTIONS

3.1.  Evaluations commissioned during 2010 have been considered as part
of the SDO review to assist with the options analysis, and help shape
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3.2.

3.3.

3.4.

3.5.

41.

4.2.

the future direction of community development and neighbourhood
regeneration. Theyinclude:

o Hartlepool Community Network review (Declan Baharani)
o Neighbourhood Element evaluation (ERS)
o NDC Community engagement & Empowement (SRC)

Numerous options examining community development and
empowement across the north east region have been explored for the
future provision of NCFs and NAPs following extensive research and
benchmarking across the region.

The NE REIP commissioned a piece of research in 2010 to provide a
snapshot of area and neighbourhood working in the North East by
local authorities the purpose to provide a reference tool for those
interested in networking and sharing practice. The prime focus of the
research is on area and neighbourhood working as a mechanism for
service improvement through partnership working and community
engagement.

Due to the nature of the work there is no prescriptive methodology or
nationally identified model to follow, however the evaluations which
have concluded this financial year demonstrate we are one of the few
Councils which have mainstreamed Neighbourhood Management and
Community Development. The Community Regeneration Team has
demonstrated it punches above its weight when it comes to attracting
external funding and also has a wider remit than similar teams in
neighbouring Authorities.

The evaluations demonstrate the excellent work being carried out in
Hartlepool with respect to community development. The
Neighbourhood Action Plan model has been recommended by GONE
to DEFRA as a Big Society pilot.

COMMUNITY DEVELOPMENT & ENGAGEMENT

Neighbourhood Management in Hartlepool has a strong community
input, the resources applied to it are modest and the outcomes
significant. It has wide spread resident and elected member support
and is judged nationally and locally as a success.

The current structures for engagement in  Neighbourhood
Management are the Neighbourhood Action Plan (NAP) forums which
feed into the Neighbourhood Consultative Forums (NCFs) and from
there into the Hartlepool Partnership and the Council. This formal
structure is underpinned by a number of resident associations and
groups which operate at neighbourhood level and are the lifeblood of
the consultation structures.
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4.3.

4.4.

4.5.

4.6.

4.7.

4.8.

The NCFs sit above the NAP forums and act as the local authority’s
main consultative mechanism for the Council. They were set up in
2000, are public meetings, serviced by the three Neighbourhood
Managers, chaired by Councillors with Resident Representatives
acting as Vice-Chairs. Both Chair and Vice Chair sit on the LSP.
There are good links and relationships between the NAP forums and
the NCFs which continue to be strengthened. Participatory Budgeting
has been used to allocate minor works and WNF budgets to the local
NAP forums.

A review looking at NCFs concluded in March 2010 and Cabinet
choose to continue the Forums in their current format and frequency.
The review identified some issues regarding attendance and format,
an action plan was adopted and is currently being implemented. The
cost of operating the NCF forums is circa £2,000 p.a., covering room
hire, printing and transport costs; this does not indude costs
associated with Officers, Resident Representative or Councillors.

The Neighbourhood Action Plan (NAP) Forums were introduced in
2002, covering the eight Neighbourhood Renewal areas. They focus
on the more extreme levels of deprivation in the town, tackling the
Community Strategy key theme areas, jobs and economy, lifelong
learning and skills, health, community safety, environment, housing,
culture and leisure and strengthening communities.

Neighbourhood Managers lead on implementing the NAPs and
supporting 10 NAP forums. Day to day they are supported by the
Neighbourhood Development Officers (NDOs), Community
Regeneration Officers and the Community Network. Underpinning
this, the NDOs provide support to individual resident groups,
strengthening their capacity to achieve change in their
neighbourhoods.

The current NAP structure was set up in response to the 2001
Government White Paper, ‘Communities in Control’ by the Council and
the Local Strategic Partnership. The main objective of the plans was to
use them to infoom and improve service delivery in priority
neighbourhoods, and to help direct the budgets of each of the NAP
Forums. NAP development is currently funded through the Working
Neighbourhoods Fund (WNF) at £40,000 per annum, this year’s
budget was used to raise match funding for the Dyke House/Stranton/
Grange area tackling community cohesion, (£42k from the Connecting
Communities Programme) and enhancing the consultation undertaken
to review the plan itself.

The format and content of the NAPs have been streamlined over the
years. Similary the consultation process, designed to ensure the
views of residents and service providers are reflected in the plans, has
become more developed and diverse. This includes data collection
and analysis, the co-ordination of acquiring theme assessments from
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4.9.

4.10.

4.11.

the Theme Partnerships, the production and analysis of surveys, and
organising community consultation events, e.g. Community fun days,
conferences and drop-ins. This is in addition to the drafting of the
plans themselves and further consultation with service providers,
Coundillors, Resident Associations, local schools and local community
and voluntary groups; all of which are co-ordinated by the Community
Regeneration Team. This is in addition to managing the monitoring
and verification of all NAP funded projects annually, completing
between fifty and seventy monitoring visits, distributing approximately
seventy self assessment foorms and producing all subsequent
paperwork.

Primarily the role of the Community Regeneration Team has been to
manage the WNF Residents’ Priority (RPB) and Neighbourhood
Element (NE) Budgets for the NAP Forums, including leading on the
preparation of Offer Letters, processing payments and applying for
match funding. The team are also responsible for the NAP Forum
related administration in the North, the booking of meeting venues,
production of the monthly agendas, action plans and interim project
monitoring reports, and ensuring that paperwork is circulated in
advance of the Forums. CR officers assist with these duties in the
South, on a much smaller scale. In the centre this work is carried out
with NDC employees operating out of 173 York Road, whose funding
expires in March 2011.

The role of Community Regeneration has expanded to include the
preparation and analysis of data for the prioritisation exercises that are
undertaken annually, assisting with survey and project development
work, and, in the majority of cases, leading on the completion of
commissioning templates. In one North NAP area (Throston), a
Regeneration Officer also co-ordinates the business of the quarterly
Forum meetings. In the case of larger NAP funded projects, for
example the North NAPs Employment Project and Burbank / Town
Centre Communities Health Audit, Community Regeneration is
charged with the administraton and ongoing monitoring of the
associated project Steering Groups (classified as Sub Groups of the
Forum), and where appropriate work in conjunction with the
Neighbourhood Development Officers to build capacity of community
and wvoluntary groups. (For example assisting with accounting
systems and match funding applications).

To ensure we capture the wvoice of young people Neighbourhood
Managers set up Youth Forums in each of the North, Central and
South areas, involving young people in the Council’s decision-making
process. The forums address the lack of representation of young
people at the NCFs and NAP forums. A grant of £20k from a National
Crime and Community Safety pilot by the Home Office matched with
£10k from Hartlepool Police BCU in 2009/10 enabled these long
awaited forums to be set up. Action plans were developed based
around the priorities and actions agreed by young people. This has
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4.13.

4.14.

5.1.

5.2.

5.3.

resulted in the development of specific projects and actions to address
some of their concerns, e.g. a youth club, lighting on a multi-use sports
area, summer holiday arts and craft sessions and intergenerational
bingo sessions. Young people have also been involved in other
projects developed by the NM team. The NAP forums have allocated
some of the WNF Resident Priority budgets to the Youth Forums
which is used for general munning costs, transport, refreshments,
venue hire and stationery. Due to the success of the Youth Forums,
the same level of funding (£24,000) has been allocated by Hartlepool
Police BCU for this financial year.

The Assistant Director (Neighbourhood Services) chairs a NAP
officers group which brings together officers from a across the Council,
Housing Hartlepool, and the community and wvoluntary sector, to
consider Community engagement and empowement across the town,
and reports to the Hartlepool Partnership Performance Group and is a
member of the Hartlepool Partnership.

Structural changes within the Neighbourhood Services Division have
enabled savings of £20k to be achieved.

Options regarding the shape of Community Engagement are referred
to below:-

¢ Neighbourhood Consultative Forums : Reduce NCFs to one
Townwide Forum with North, Centre & South breakoutsessions

e Retain 3 NCFs; combine with the Police and Community Liaison
Forums and Parish Liaison Meetings.

e Retain 3 NCFs and reduce / remove minor works funding

e Moderate Neighbourhood Action Plans to 5 year N/C/S NAPS and
retain forums with light touch process

HARTLEPOOL COMMUNITY NETWORK (HCN)

Hartlepool Community Network was formed in 2001 to achieve
effective  community and woluntary sector involvement in Local
Strategic Partnerships. Initially funded directly by Government Office
North East, the Network quickly established itself as a valued
component of partnership working in the borough.

Hartlepool Community Network (HCN) leads the Strengthening
Communities theme of the Community Strategy and Local Area
Agreement (LAA), which has a significant impact on the focus of
activities relating to empowering and engaging communities. The
HCN supports the capacity of people to be involved and to take the
step from being involved in a group to being a representative.

Hartlepool’s Community Network has been supported by partners and
subsequently received funding from a range of grant programmes
including Neighbourhood Renewal Fund and more recently Working
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Neighbourhoods Fund. With the current funding arrangements due to
end in March 2011, decisions need to be made on the future of
Hartlepool's Community Network. It makes sense to consider it within
this review.

5.4. Hosted by Hartlepool Voluntary Development Agency, the Community
Network has a Steering Group that oversees its performance. In
2010-11 the network was allocated a WNF grant of £143,541 prior to
in-year cuts. The network has three staff: a coordinator, an officer and
a support officer. In addition, HVDA uses the funding to employ two
part time grant officers.

55. HCN s seen by some as an HVDA project rather than an independent
Network and has not asserted any real autonomy or independence.
Governance is confused as the HVDA Chief Executive Chairs the
Network and also manages and controls the budget. HCN is entirely
dependent on Working Neighbourhoods Fund (WNF) grant, and is in a
wulnerable position.

5.6. There is an opportunity to retain the key principles and activities of
HCN but re-focus and add new elements to bring about greater impact
on Hartlepool communities. Financial pressures will necessitate some
form of change, which will immpact on governance, focus and activities.
Working Neighbourhoods Fund, may cease post March 2011.

5.7. The HCN has not been able to effectively link the key Partnership
themes to the neighbourhood level through HCN representatives,
LSP and HBC. Increasing the links between key delivery themes and
neighbourhoods is a priority but is also a tension as it requires greater
capacity and support than is available. There is a very strong need to
demonstrate the voice of the voluntary sector as well as an impactata
neighbourhood level.

5.8. HCN provides value for money but with increasing pressure on public
finances it needs to reflect on how it could operate differently and
where it can secure funding to continue. A report outlining options for
the future of the HCN based upon an independent evaluation of the
network reviewing progress to date and identifying key achievements
was considered by the Public Sector Performance Group in October,
and will be considered at the October Partnership meeting.

5.9. The Public Sector Performance Group and CMT recognised the
Community Network Function, however with the impending
Comprehensive Spending Review (CSR) announcement scheduled in
the autumn they recognised altemative options should be explored.

5.10. The three options for consideration, with grant required are:

e Retain core functions and an independent network.
Discontinue funding for grant officers (£100,000)
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6.

6.2.

6.3.

6.4.

e Reduce core functions, retain an independent network to
support elected representatives (£70,000)

e Discontinue network, seek to accommodate small number of
functions within existing capacity of public sector bodies. (£0).

MAJOR REGENERATION & REGIONAL ENGAGEMENT

The regeneration landscape, availability of funding and Government
focus and priorities towards regeneration are continually changing, as
is evident from the sample of initiatives highlighted below:

o the ability to pull together cohesive strategies which articulate
Hartlepool's priorities against a national and regional context
and using these to secure inward investment from private and
public sources (e.g. Coastal Arc, Hartlepool Regeneration
Strategy, Neighbourhood Action Plans);

o working across teams, particularly with Planning Policy, Housing
Regeneration, Major Projects, Economic Development,
Community Regeneration and Neighbourhood Management to
ensure that the Regeneration agenda reflects Council wide
priorites and supports the preparation of funding bids (e.g.
SRB, NDC, Sea Change, Coastal Towns, Lottery grants etc);

o programme and project delivery ranging from Single
Programme to building improvement grants

At the current point in time the Coalition Government is focussing on
reducing the public funding deficit and recent announcements on key
regeneration and investment programmes including the Working
Neighbourhoods Fund, Building Schools for the Future, the proposed
hospital development at Wynyard and cuts in public sector budgets
indicate a difficult period for the delivery of regeneration programmes.
It is essential, however, if all the good work of the past 30 years is not
to be undone, that regeneration continues to be delivered, and
possibly more so than ever.

The likelihood is that some funding will be available to support
regeneration albeit at a reduced level in the short to medium tem.
New methods of delivery will need to be, and are being, investigated,
including the development of joint ventures, making better use of
Council and other public assets, use of planning agreements and
partnering in the delivery of services.

Specific work areas are highlighted below:

o The Major Regeneration Programmes and Projects area of
activity provides the strategic framework for the development
and delivery of regeneration programmes across the Borough,
providing rationale and justification for major project proposals
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and funding bids and involving the delivery and management of
key schemes.

o Work also involves provision of a lead role in preparing and
managing programmes for priority areas incduding the
commissioning of master plan frameworks for the central area,
Seaton Carew, and the Southern Business Zone and
coordination of proposals for Victoria Harbour and Hartlepool
marina. Within the priority zones, officers are responsible for
implementing key recommendations and in the central area for
example, work includes co-ordinating the preparation of the
Innovation and Skills Quarter gateway scheme; securing
acquisition of sites such as Crown House for redevelopment;
preparation of funding bids for a new Innovation Centre on the
cleared site of the aforementioned building linking in with the
objectives of the Cleveland College of Art and Design (CCAD)
and Hartlepool College of Further Education (HCFE); facilitating
the relocation plans of these colleges; developing options and
facilitating the relocation and redevelopment of the Lynn Street
Depot. Within the broader central area, activities also include
working with land and building owners to secure regeneration
schemes for Trincomalee Wharf, Jackson’s Landing, the Mill
House area and key derelict buildings.

J Other areas of responsibility include the management of
Hartlepool's element of the Single Programme including bidding
for funds, project management and delivery and financial
control. It also incorporates the lead role in preparing bids and
managing other economic and environmental led regeneration
programmes including Growth Point, Sea Change, Coastal
Towns Grant, Interreg and other European match funding bids.
The team also provides input as required into housing
regeneration and community regeneration funding bids and
programmes. Depending on their nature the Major Projects
Team together with the Community Regeneration Team also
have responsibilities for managing regeneration grants
programmes e.g. Longhill, York Road, Church Street and key
buildings.

J The Coastal Arc is a collaborative programme between HBC
and Redcar and Cleveland BC reflecting the importance of the
coastal towns as one of three strategic priorities within the Tees
Valley. The Coastal Arc has been effective in raising the profile
of these areas and secured inclusion of schemes within the
Tees Valley Business Case and Investment Programme. A
Coastal Arc Coordinator was employed jointly by HBC and R&C
up until March 2010 with a remit to engage with key partners at
regional/sub-regional level, develop a cross boundary Coastal
Arc Strategy including a project implementation plan and to
pursue opportunities for cross border collaborative working
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6.6.

6.7.

6.8.

7.1.

which would support regeneration activities and develop the
coastal tourism and regeneration offer. Following the deletion of
this post, the remit of the Coastal Arc Coordinator has been
incorporated within the Major Regeneration Team remit.

An important role of the Major Regeneration Team is its engagement
at the Tees Valley level. Strategic involvement with Tees Valley
partners has helped to secure recognition of Hartlepool’s
regeneration objectives in influential policy documents including the
Regional  Economic Strategy, Regional Spatial Strategy, Tees
Valley Business Case, TV Local Investment Plan, and the Coastal Arc
Strategy among others.

In terms of funding programmes significant funding investment has
been secured through the Single Programme for key developments
including the Queens Meadow Innovation Centre, Tall Ships and the
Hartlepool Maritime Experience and proposals are being developed to
support the development of the towns Innovation and Skills Quarter,
further investment at Queen’s Meadow, the Town Centre and Marina
and other areas such as Seaton Carew. Continued participation in
Tees Valley Unlimited is critical if Hartlepool is to continue to realise its
major regeneration and housing regeneration objectives. The
submission by TVU of a proposal for the Tees Valley to become a
Local Economic Partnership (LEP) and sub-regional bidding for
Regional Growth Fund, housing investment and other future funding
opportunities reinforce the importance of this engagement.

The way that the local authorities within the Tees Valley engage has,
however, recently been reviewed and new structures have been putin
place. This has resulted in efficiency savings in certain areas including
around the methods of engagement and support provided through the
TVU Delivery Team. The Delivery Team will continue to provide
specialist support on key regeneration projects including some of the
major regeneration investment schemes, but ata reduced overall cost.
Areas of expertise will include private sector commercial knowledge,
development appraisal skills, an understanding of development
funding and innovative funding approaches, urban design, project
management skills. Support of the Delivery Team will reduce the need
for use of external consultants and so save money.

Efficiency savings of £40K which is provided from regeneration
budgets can therefore be attributed to this SDO review.

COMPACT/VOLUNTARY SECTOR

The Regeneration Service has an established history of working in
partnership with the Voluntary and Community Sector in Hartlepool, in
developing bids and programmes, and in developing and delivering
projects. It also helps to build the capacity of this sector, valuing the
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7.2.

7.3.

7.4.

8.1.

8.2.

services provided, particularly where those inmost need and the most
wilnerable are assisted.

Since 2007 the Community Regeneration Team has been involved in
work on the Hartlepool Compact, following a recommendation in the
2006 Best Value Report that the Compact required updating in line
with the Regional Compact. An updated Compact was produced by
the Regeneration Service in October 2008, and was developed with
Voluntary and Public Sector representatives, with the published
document being signed by 16 partner organisations and over 100
community / voluntary groups. The Hartlepool Compact was
recognised regionally as an example of good practice by winning
Compact of the Year at the North East Voluntary and Community
sector awards.

To ensure that the Hartlepool Compact is kept on the agenda with
external organisations signed up to the document, Community
Regeneration Officers manage the Action Plan and coordinate the
updates from partners to ensure that steps are made towards working
to the principles of the Compact. This is reported to the LSP and
Hartlepool Community Network. Internally the Community
Regeneration Manager and a Community Regeneration Officer work
with teams across the Council to raise awareness of the Compact and
ensure that principles are being adhered to.

Regeneration Officers also assist with the dewvelopment of the
Voluntary Sector Strategy, which was prepared by an external
consultant in 2009, and funded by the then HBC Adult Services and
the Primary Care Trust.

FINANCIAL IMPLICATIONS

The Service Delivery Options (SDO) programme has been designed to
review all council activity over a three year programme and is planned
to contribute over £3.5m in savings to the Business Transformation
(BT) savings of £6m over this period. Each review has a target for
savings set at the outset as part of this overall programme and these
are assigned to specific financial years in the Medium Term Financial
Strategy. For 2011/12 the MTFS forecasts are based on the
achievement of £1.3m of Business Transformation SDO savings from
1% April 2011,

The Business Transformation programme was planned, as part of the
MTFS, to support the budgetary position of the council through a
managed programme of change. The economic climate of the
country, and the likely impact of expected grant cuts post general
election, mean that the anticipated budget deficits, after all BT and
other savings are taken is still expected to be around £4m per annum
for each of the next three years. These additional cuts equate to 4%
of the annual budget and a cumulative cut of over 12% over three
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8.3.

8.4.

9.1.

10.

10.1.

10.2.

10.3.

years. In practice there will be some areas Members wish to protect
and this will simply mean higher cuts in other areas and/or the
cessation ofsome services.

It has been identified in previous reports to Cabinet that a failure to
take savings identified as part of the BT programme (and more
specifically the SDO programme) will only mean the need to make
unplanned cuts and redundancies elsewhere in the authority. This
position has been exacerbated through the economic circumstances
and likely grant settlements and failure to implement SDO savings will
in all likelihood make the 2011/12 budget position unmanageable
owing to anticipated grant cuts commencing this year. In addition, as
reported in the MTFS the Council faces a range of budget risks which
exceed the available strategic risk reserve and this funding shortfall
will need to be addressed in 2010/11 and 2011/12, which further
reduces financial flexibility.

The SDO reviews are attempting to ensure that a service base can be
maintained, costs can be minimised and the payback on any
investment is maximised. In simplistic terms each £25,000 of savings
identified which are not implemented will require one unplanned
redundancy with likely associated termination costs. No funding is
available for these temination costs as existing balance sheet
flexibility is committed to supporting the SDO programme on a loan
basis, so higher saving will be needed to fund these temination costs
outright.

DIVERSITY IMPACT ASSESSMENT

The proposed recommendations have been reviewed against the
existing service Impact Needs Requirement Assessment’'s and the
actions proposed will not result in any adverse impacts on any of the
diversity strands for the Regeneration and Neighbourhood
management SDO reviews.

COMMENTS FROM BT PROGRAMME BOARD

The BT Programme Board considered the Options Report on 18"
October.

Programme Board considered the report at length and Members felt
overall that the Council did engage well with residents of the town.

Members recognised that a future review of this area would be
required and that this would be dependant on the outcome of the CSR,
the coalition’s localism bill (due to be published in November) and a
more in depth assessment of the effectiveness of current
arrangements.
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10.4.

10.5.

11.

11.1.

11.2.

11.3.

12.

12.1.

However, they also recognised the importance of this SDO in realising
ongoing savings as part of the BT programme and supported it
recommendations.

Members of Programme Board indicated their agreement to endorse
the recommendations contained in the report which Cabinet would be
asked to approve and welcomed a future discussion regarding the
future shape of Community Engagement and Empowemment.

CONCLUSION

The Government's Big Society seeks to make society stronger by
getting more people to work together to run their own affairs locally. It
aims to put more power and responsibility into the hands of families,
groups, networks, neighbourhoods and locally based communities and
to generate more community organisers, neighbourhood groups,
volunteers, social enterprises and small businesses. Such aspirations
cannot be achieved without support and although Hartlepool is fairly
well advanced in terms of community engagement, volunteering and
social enterprise development, the broad skills which exist within the
various teams inwolved in neighbourhood management and
community regeneration will be important in facilitating such activity.
New Local Government and Localism Bills are expected to be
published later this year, which will give further direction and indication
of Government policy.

As part of the SDO review the future shape of community development
and engagement has been considered at the same time as providing
efficiencies within the system to achieve the £60k efficiency target.
These options are referred to within the body of this report. However
with the impending cuts in public monies to be announced as part of
the upcoming CSR, it makes sense to wait until we receive more
details regarding the Big Society, Area Based Grants and WNF before
detemining the final outcome.

The review has clarifed the work being carried out across the
Department with respect to community development, empowement
and regeneration by Neighbourhood Management, Community
Regeneration, and the Community Network. With impending
management changes within the Regeneration & Neighbourhoods
Department the whole structure will be revisited and a further report
together with a new structure presented to Cabinet later in the year.

CMT VIEWS

CMT supported the efficiencies as laid out in the body of the report
and noted that there were strong links across service areas within
Regeneration and Neighbourhoods Department which may benefit
from further integration as to how they are delivered. CMT also
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recognised the impact a reduction or loss of WNF funding would have
on Communities.

13. RECOMMENDATIONS
13.1. Thatthe SDO savings are approved as follows:-

(@) Neighbourhood Services Management Structure £20,000 as
identified in 4.13 in the main report.

(b) Specialist and technical support to strategic partners £40,000,
as referred to in 6.8 in the main report.

14. Cabinet are requested to authorise officers to determine appropriate
arrangements (including structures) to deliver an agreed future shape
of Community Engagement and Empowement which reflects the
integration of relevant services to be reported back to Cabinet. This
should include consideration of the potential cessation of current
functions and activities.

15. BACKGROUND PAPERS

o NE IEP Area & Neighbourhood working in the North East (June
2010)

o Neighbourhood Management. community Engagement and
Empowemment (SRC evaluation for Hartlepool NC, June 2010)

o Home  Office Exemplar status for  Neighbourhood
Management/Neighbourhood Policing (2009/10)

o National evaluation of participatory budgeting, Hartlepool
recognition as a PB authority (2007)

o Neighbourhood Consultative Forum Review report to Cabinet
(March 2010)

° Hartlepool Community Network Evaluation, Declan Baharani,
(July2010)

o Neighbourhood Element evaluation, ERS (July 2010)

16. CONTACT OFFICERS

Denise Ogden

Assistant Director (Neighbourhood Services)
Hartlepool Borough Council

Civic Centre

Hartlepool TS24 8AY

Tel: 01429 523201

Email: denise.ogden@hartlepool.gov.uk

Damien Wilson

Assistant Director (Regeneration & Planning)
Hartlepool Borough Council

Civic Centre
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Hartlepool TS24 8AY
Tel: 01429 523401
Email: damien.wilson@hartlepool.gov.uk
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CABINET REPORT
8 November 2010

HARTLEPOOL
BOROUGH COUNCIL

Report of: Director of Child and Adult Services

Subject: BUSINESS TRANSFORMATION - OVERVIEW

REPORT FOR ADULT SOCIAL CARE PROVIDER
SERVICES - SERVICE DELIVERY OPTIONS (SDOs)

SUMMARY

1.

1.1.

2,

2.1.

2.2.

PURPOSE OF REPORT

To seek Cabinet approval for both the recommended efficiencies within adult
social care services commencing from April 2011 and the potential direction
of travel in respect of service re-design. This SDO has an efficiency target of
£169,000 which is 5% of a total budget of £3.3m.

SUMMARY OF CONTENTS

This report contains an overview report for Adult Social Care Provider
Services’ (SDOs) together with appendices setting out the detailed efficiency
savings within the Disability Day Opportunities, Direct Care and Support and
the Mental Health (MH) and Leaming Disability (LD) Services, commencing,
subject to approval, in April 2011. The overview report also sets out a
potential direction of travel over the next eighteen months: to re-model
services in line with the government agenda to modernise adult social care
services through self-directed support, personalisation and actively explore
the potential of making greater use of trading opportunities and social
enterprises as these relatively recent developments are now being more
actively considered by some Local Authority’'s in preference to ‘outsourcing’.

In relation to the identified efficiency of £169,000 this will be realised by:

o Re-modeling the currently separate LD and MH employment and

community support services into a single, integrated progressive
service for all people with disabilities or mental health issue. This will
maximise capacity, reduce waste and duplicaton and release
vacancies, generating an efficiency of £59,229.
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2.3.

24.

2.5.

2.6.

2.7.

2.8.

o Re-modeling the Disability Day Opportunities Service and the deletion

of a part-time vacancy will generate asaving of £10,072.

o Re-modeling the Direct Care and Support Service and in doing so

deleting a supervisor post to create a flatter management structure;
transfering some staff into the new LD and MH employment and
community support service; re-negotiating contracts of employment for
some staff to ensure there is one universal contract for all direct care
staff; refreshing the training of staff in relation to re-ablement; releasing
‘managed vacancies. This will generate an efficiency saving of
£99,699.

This early remodeling work will ensure the services are fit for purpose and
are efficiently managed. One of the longer term options for service
transformation could be the development of a Local Authority Trading
Company (LATC) or staff cooperative/social enterprise (SE) who could run
these services in 2011/12. Appendices 2, 3, and 4 refer to the three SDOs
relating to the efficiency target of £169,000.

The option of developing a LATC or SE will include the following service
areas:

J Mental Health & Learning Disability Employment and Community

Support
Disability Day Opportunities
Direct Care and Support Services; incduding Re-ablement and Telecare

The creation of a LATC or SE represents a significant shift in the way the
Council operates and delivers its social care services. The benefit of both
these models is that they would be able to trade on the open market, develop
innovative services in response to people’s choices and offer their services to
other LAs.

Specifically in relation to LATCs, Councils have the power to create a LATC
under the Local Government Act 2003. Within this specific model of service
delivery the LA owns 100% of the shares and company profits can be either
put back into the LA's budgets or be re-invested in the development services
provided by the LATC.

Consideration will be given to developing a LATC or SE on a sub-regional or
regional basis to maximise economies of scale, reduce risk and potentially
develop a broader range of initiatives.

This aspect of the SDO will also consider the optimum model of service
delivery to address the eary intervention / preventative agenda for people
with low or moderate needs within the Fair Access to Care Services (FACS)
eligibility criteria. One further option, amongst all the other competing
options, is to use a Local Area Co-ordination model, and this could involve
considering the potential transfer of some staff / funding to a Connected Care
Community type of community Interest Company (CIC) which would enable
the roll out of this based model across the borough. Preventative models are
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2.9.

2.10.

2.11.

3.1.

41.

5.1.

6.1.

6.2.

recognised as being important as they are proven to reduce or delay the
number of people needing more expensive services further downstream.

The proposals in this report deliver £169,000 of savings which is in line with
the Business Transformation target. If Cabinet decides to refrain from
endorsing these proposals then the savings will have to be found from other,
unplanned cuts across adult social care services.

The direction of travel set outin this report achieves the required efficiencies,
re-models services in line with the personalisation agenda and establishes an
infrastructure that can be potentially ‘driven’ in any direction of the Council’s
choosing. Importantly this SDO provides a framework to think more radically
about the future of adult social care in Hartlepool and lays out the intention to
actively explore the potential of transferring some services to a LATC or, if
desired, potentially support some staff to develop some foom of SE or even
make better use of the Local Area Co-ordination model CIC in 2011/2012.

It is anticipated that those services retained within the LA will focus on other
social care statutory responsibilities and the core business of safeguarding
wulnerable adults and the assessment and care management functions of
adult socdial care, thereby managing the most complex cases and supporting
the most wulnerable people in Hartlepool. However even within this model
there is still the option of joining up some services on a sub-egional basis.

Appendix 1 sets out one potential model for this direction of travel.
RELEVANCE TO CABINET

This report concerns one of the work streams of the Business Transformation
Programme: Service Delivery Options (SDOs).

TYPE OF DECISION

Key decision Test (i) applies. Forward Plan Ref: CAS 79/10.

DECISION MAKING ROUTE

Cabinet— 8 November 2010

DECISION(S) REQUIRED

Cabinet is asked to approve the recommended options of achieving the
£169,000 of efficiencies through implementing the SDOs set out in section
4.2 of this report and at appendices 2, 3 and 4 and

Cabinet is asked to endorse the recommended direction of travel over the
next eighteen months as laid out in this report; that is to undertake further
research, analysis and debate to determine the potential scope of and

business case for the re-design of adult social care services to include the
option of developing a LATC or SE, if staff and Council are so inclined, or
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even make better use of Local Area Co-ordination in 2011/2012 subject to a
further report to Cabinet.
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Report of: Director of Child and Adult Services

Subject: BUSINESS TRANSFORMATION - OVERVIEW

REPORT FOR ADULT SOCIAL CARE PROVIDER
SERVICES - SERVICE DELIVERY OPTIONS (SDOs)

1.1.

2.1.

2.2.

2.3.

PURPOSE OF REPORT

To seek Cabinet approval for both the recommended efficiencies within adult
social care services commencing from April 2011 and the potential direction
of travel in respect of service re-design. This SDO has an efficiency target of
£169,000 which is 5% of a total budget of £3.3m.

BACKGROUND AND CONTEXT

Hartlepool Borough Council (HBC) has embarked on a Business
Transfommation process to find more effective and efficient ways to deliver its
public services. Itis imperative to deliver this agenda as quickly as possible
due to the current economic climate and the need to identify efficiency
savings of £169,000.

Currently HBC Adult Social Care provision incdudes the following “in-house”
services:

o Occupational Therapy (OT) and social work / care locality teams co-
located with North Tees and Hartlepool NHS Foundation Trust
Community Nursing and Health Services (3) in north, central and south
Hartlepool

o Learning Disability (LD) team co-located with Tees, Esk and Wear
Valleys NHS Foundation Trust Health Services at Warren Road

o Adult Safeguarding Unit located at the Civic Centre

o Mental Health (MH) Team integrated with Tees Esk and Wear Valleys
NHS Foundation Trust Health Services based across Hartlepool

o Intermediate Care (Multi Link) Team comprising a range of co-located
health and social care services based at Hartfields

o Direct Care and Support Team based at Hartfields providing both
intensive domiciliary support and community integration

o Disabilites Day Opportunities Teams located at Havelock and Warren
Road.

The impact of the coalition government has been to trigger a debate around
how things can “be done differently’. The impact of the recent economic
downtum means that all public services must deliver better value for money
along with improved local services that are more tailored to people’s
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2.4.

2.5.

2.6.

2.7.

individual needs. Councils’ incomes are likely to fall 20-30% over the next
several years.

HBC adult social care is committed to delivering the personalisation agenda
which offers all people who use its services more choice and control over the
services theyreceive. All people eligible to receive a service will be offered a
Personal Budget (PB) by 2011. They will then be able to plan the services
they require within their indicative allocated cost envelope. Within this model
the money follows people who themselves become micro-commissioners.
This helps to shape the market of available provision through their consumer
choices. This development requires Local Authority (LA) commissioners to
be sensitive to those choices and, where traditional services are no longer
chosen, consider closing those services and reallocating the funding to
services that people want to use. A core requirement is that commissioners
are pro-active in shaping community services and stimulate a range of
provision to meet consumer choice. Transformation in the way social care
services are delivered is already impacting on both traditional services and
the shape of the workforce. LAs are increasingly becoming commissioners
rather than direct providers of services.

The shift underlying personalisation is from a needs-based response to one
that promotes citizenship and engages the capacity of people to make
positive choices for themselves. The new coalition government has
committed itself to the delivery of personalisation and the PB / Personal
Health Budgets agenda within a framework of rights, choice and
responsibilities.

Within the personalisation model a high emphasis is placed on early
intervention and prevention. Recent Department of Health (DH) guidance
stresses the importance of re-ablement and cites it as one of the four major
‘investments for a return” along with telecare, employment support and
supported housing. Re-ablement aims to restore and maximise peoples’
independent living skills and helps them develop confidence and community
reintegration. Support is offered on a time limited basis and has the overall
aim of reducing the need for admission, facilitating eary discharge or slowing
the need for entry to a long-term care home. Recent research into re-
ablement (CSED 2009) evidenced that 62% of people require no service
following a period of re-ablement. This equates to 45% reduction in overall
home care hours for everyone referred. About two-thirds of people who had
no services following re-ablement stil did not need a service after two years.
This represents a potential significantsaving in the longer tem.

Re-ablement is central to giving people choice, control and an improved
quality of life. It is a cornerstone of both personalisaton and early
intervention/prevention strategies. Recent Fair Access to Care Services
(FACS) guidance has confimed that where a person may deteriorate without
a service then it is pemissible to offer that service irrespective of the LAs
eligibility criteria. In Hartlepool re-ablement services are offered on this basis
and have achieved a high degree of success over the last ten years.
However it is necessary now to review the service and consider how it might
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2.8.

2.9.

2.10.

be re-shaped to encourage further innovation and achieve further
efficiencies.

Connected Care has been deweloped in Owton Ward as part of the DH
Pathfinder Pilot. This is a community model, similar to Local Area Co-
ordination, with Navigators working with local people to support them to
achieve a better quality of life and acting as a one-stop-shop for access to
more specialist services where these are required. A social enterprise in the
form of a Community Interest Company (CIC) has been developed to grow
the business and there are plans in place to roll this model out across
Hartlepool over the next two years. Connected Care has achieved national
recognition and is developing innovative services that are making a real
difference to the people of Owton.

LA’s across England are beginning to look at “in-house” services within the
context of personalisation and PBs. The risk is that these traditional high
cost services, left unchanged, may become unable to trade and be priced out
of business. One relatively recent option introduced to address this
challenge is the formation of a Local Authority Trading Company (LATC).
The LATC model (Local Government Act 2003) reflects a half way house
between services either remaining “in-house” or going through a traditional
tendering process to the open market. The LA remains the shareholder of
the trading company which is run as a fully independent business, freed from
the restrictions of LA control and able to compete in the market place to
develop value for money outcomes within responsive service delivery. A
tapering block contract of possibly three — five years duration supports the
LATC, after which time the LATC must bid against private companies for the
business. Any surplus created is returned to the shareholder (LA) and then
to the tax payer as a reduction in council tax. Alternatively the LATC can
make a business case for how to make good use of the surplus by
reinvesting it in the company. During the life of the contract some of the
transferring services may be re-modeled or closed to release funding for self-
directed support.

LATCs allow services to develop greater commercial opportunities and offer
potentially more control for staff in shaping their own future services and
longer termm job security as part of a successful business. Essex Council
reports the following advantages from their LATC.

o Preferred solution by all stakeholder groups, including Unions and staff
o Maintains a link to LAinfluence and branding
o Tapering contract forces the services to become financially competitive

in the market place and responsive to personalisation and PBs

Opportunities for back office and corporate savings
A potential dividend is retumed to the LA for further investment of

services

o Services are free from LA constraints to become more adaptable and
responsive to the personalisation direction of travel

o Provides an opportunity to test the value of services whilst improving

their competitiveness
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2.13.

o Allows LAs to become largely commissioning organisations

o LATC does not prevent any other options (social enterprise, trade sale,
tender) being implemented at a later stage. It does provide the
opportunity to test the value of the services in a post-transferred,
potentially more efficient and competitive state. It allows the LA to
remain the shareholder of the business and the LATC to develop,
innovate and compete for new work

o For existing staff transferred into the LATC, Transfer of Undertakings
(Protection of Employment) Regulations currently still applies but new
staff could potentially be appointed on quite different tetms and
conditions of employment, if it could be evidenced that they were
undertaking ‘different roles and responsibilities’.

The recently published white paper, Equity and Excellence: Liberating the
NHS (2010), gives LAs statutory responsibility for bringing together health
and social care. Primary Care Trusts (PCTs) and Strategic Health Authorities
(SHAs) will be scrapped by 2013 and instead consortia of GP practices will
assume responsibility for commissioning most health services. LAs will be
allocated resources to support their new public health function. The LA
responsibility to promote wellbeing is re-affirmed and “health and wellbeing
boards” will be established by 2012 which will “take on the function of joining
up commissioning of local NHS services, social care and health
improvements”.

LAs will jointly appoint Directors of Public Health who will have control of ring-
fenced public health budgets weighted according to the wealth of the local
area. GP consortia will commission most health services and they will have a
duty to work in partnership with LAs.

Two other white papers on public health and social care will be published in
the autumn of 2010 and 2011 respectively. The current health and social care
environment is therefore extremely turbulent and challenging but it also
provides an opportunity to radically transform social care services and build
the prevention and eary intervention services in line with both modernisation
and personalisation.

The Adult Social Care Provider Service Delivery Options (SDOs) are
attached at appendices 2, 3 and 4. These 3 SDOs will together release the
required £169,000 of efficiency savings. The HBC Business Transfomation
process also provides a real opportunity to re-model and modernise provider
services to meet the new and emerging uncertain financial and political
climate we currently operate within; including the necessary drive to promote
rights, choice and responsibilities and the world of personalisation.

This Overview Report for Adult Social Care Provider SDOs proposes that
initial key changes should be made incrementally but quickly to specific
service areas to achieve the efficiencies required. At the same time further
debate, research and decision-making will subsequently be required in
respect off a LATC or indeed some form of social enterprise model. As an
integral part of this work a detailed cost / benefit analysis will be necessary
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2.15.

3.

3.1.

3.2.

3.3.

4.1.

concerning the likely impact upon the role and responsibilities of the Local
Authority and its’ partner organisations.

There is scope to consider the possible development of a LATC or SE model
within a sub regional or regional model. Consideration should also be given
to shared management arrangements / shared services across both
Hartlepool and Stockton or on a wider Tees Valley basis for services that
remain within HBC. This could extend the current North of Tees
arrangements already in place for the delivery of forensic, early onset
dementia and the emergency duty services.

The new model of personalisation and PBs has challenged social workers to
give the time necessary to develop this model within the constraints of ever
increasing referral rates and the need to process the work in a timely way to
keep up with demand. There is a risk that the professionalism of the social
workers is being eroded by a technical response that ticks boxes to get the
job done as quickly as possible. The option of outsourcing the “support plan”
function to the LATC, SE or CIC should also be considered, this would create
capacity for the social workers to deliver the core assessment function on
which effective PBs depend.

NATIONAL AND LOCAL DRIVERS

Putting People First (2007): personalised services with the option for people
to shop for their social care using a PB. This concordat, signed up to by a
raft of statutory and third sector organisations, commits to the delivery of
personalised adult social care provision. The policy of commissioning for
individual choices is being carried forward by the new coalition government.

HBC is a “Total Transformation” site for personalisation and PBs with a
commitment that all people eligible for social care services will be offered a
PB by2011.

The new coalition government which, through its concept of The Big Society
and the new white paper, Equity and Excellence, has signalled its intention to
radically overhaul the way health and social care services are commissioned
and delivered in England. Emphasis is placed on “any willing provider” in
health services and social enterprises, employee—led co-operatives and
community volunteer initiatives in social care services.

CURRENT SITUATION

Business Transfomation requires an efficiency saving of £169,000 to be
delivered. It also provides an opportunity for adult social care provider
services to adapt to a fast changing market place and emerging new policy
environment. Although this is somewhat challenging given that we are
supporting some of the most wlnerable people in Hartlepool there is no
alternative but to make significant changes. The key deliverables for this
SDO are concerned with achieving the efficiency targets, providing safe,
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4.2.

4.3.

4.4.

5.

5.1.

person-centred services and preparing for the radical re-design of adult social
care services in the coming years.

Each of the specific SDOs for Provider Services include information and
analysis about modemisation and redesign to give services the best
opportunity to contribute towards efficiency targets and continue to provide
safe and effective services. The re-configured services will be arranged in
such a way that potentially they could be transferred to a LATC, SE, or work
with a CIC at any time yet to be detemined. The specific Year 1 SDOs for
Provider Services affect the following service areas:

o Learning Disability (LD) and Mental Health (MH) Services by
integrating employment and housing/community support to create a
progression service based on community inclusion and employment.
Efficiency saving: £59,229.

o Disability Day Services by creating a flatter management structure and
increasing opportunities for more personalised and community focused
responses. Including introducing a Trusted Assessor post within the
Centre for Independent Living (CIL) to create easy access to support
with independent living that reflects the early intervention/prevention
agenda and speeds up access to services. Efficiency saving: £10,072.

o Direct Care and Support Service with a remodeling of services to
reflect a flatter management structure and a discrete re-ablement
approach including intensive home care support services. Efficiency
saving: £99,699.

These three SDOs are found at appendices 2, 3 and 4.

The Year 2 SDO for the remaining Provider Services requires further
extensive work to be undertaken to pull together the management information
on all services, to better understand the financial framework, whole time
equivalent staffing structures, volumes and intensity of service provision and
the potential impact for wulnerable people. This is critical to developing the
business plan concerning what service areas should and should not be
included as a potential LATC / SE and whether there is scope to develop
models ofservice on a regional orsub-regional / North of Tees basis.

This additional work will also explore the potential of a number of further
options including; the cost / benefit analysis and impact of potentially
changing our formal and informal partnership arrangements with
organisations such as North Tees and Hartlepool NHS Foundation Trust,
Tees, Esk and Wear Valleys NHS Foundation Trust, Connected Care and
other independent service providers; also the impact of withdrawing some in-
house direct provision completely and instead supporting people to use their
personal budgets to access other resources within the town.

DIVERSITY IMPACT ASSESSMENT

Following completion of the three SDO’s noted above, appropriate Diversity
Impact Assessments were completed for the Adult Social Care Learning
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6.

6.1.

6.2.

6.3.

Disability and Mental Health Employment SDO (detailed at Appendix 2a)
and the Direct Care and Support Services SDO (detailed at Appendix 4a).

FUTURE DIRECTION OF TRAVEL

Adult social care faces a number of challenges:

o Demographics: an ongoing increase in the number of people with
disabilities and older people

o Economic down turn: cuts to public sector funding with an expected
loss of 20-30% income

o Personalisation: the need to radically re-shape future services within

the new commercial environment, re-shaping the model rather than
salami slicing to deliver short term efficiencies

o An emerging health and social care policy environment over the next 2
years with currently a lack of real clarity about the national picture but
seemingly some expectation that both health and social care services
will promote choice, contestability and a thriving market place with a
much greater role for employee owned co-operatives, social
enterprises together with volunteers and community initiatives.

This SDO delivers the required level of efficiencies (£169,000) requested by
Business Transfomation. The focus is on modernisation and reconfiguring
services to give them the best opportunity to develop and thrive in the open
market. Over the next few months decisions, based on detailed analysis of
the options within a cost/benefits/risk options analysis, will have to be taken
in respect of:

e a markettransfer ofsome services to a LATC or SE

e potentially a significant reduction and re-modeling of current provision to a
new model of core business and what should be kept "in-house” or be
delivered on a wider sub-regional / North of Tees basis

e an optmum model of service with which to deliver the low-level,
preventative agenda which may be via a LATC or SE or CIC.

Further work is undoubtedly required to identify the best model of service
delivery to address the eary intervention/preventative agenda for people with
low or moderate needs within the Fair Access to Care Services (FACS)
eligibility criteria. There are various options, one of the competing options,
among many other relevant options, could be to transfer some staff / funding
to the Connected Care Community Interest Company (CIC). This would
potentially enable the roll out of Connected Care across Hartlepool and
strengthen the early intervention and prevention agenda which lies at the
heart of personalisation. Work is currently underway to map the work being
done by Connected Care which meets the targets of other organisations (e.g.
housing, crime reduction, benefits maximisation, employment support) and a
business case will be made, if approprate, for contributory funding from
these organisations. There may be some potential here to maximise
efficiencies, address duplication and reduce the number of people needing
more expensive services further downstream.
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6.4.

6.5.

6.6.

71.

7.2.

7.3.

Further work is also required to consider the option of out-sourcing the social
work “support plan” function to another organisation to increase the social
workers’ capacity to undertake their core business of safeguarding,
assessment and care management of complex cases and Personal Budget
assessments in line with their professional skills and expertise. This option
will be considered as part of the Year 2 SDO taking into account the current
workforce, skill-mix requirements, potential secondments or TUPE
arrangements within the service delivery options analysis.

It is anticipated that the transfer of services to an LATC, SE or CIC, if
implemented, will require one-off implementation costs in respect of
consultancy support to provide the technical expertise required. Also
potentially achieving the roll out of any agreed model and the potential out-
sourcing of the “support plan” function may require some ‘“invest to save”
resources being made available.

Appendix 1 sets out one potential direction of travel over the next 18
months.

FINANCIAL IMPLICATIONS

The Service Delivery Options (SDO) programme has been designed to
review all council activity over a three year programme and is planned fo
contribute over £3.5m in savings to the Business Transformation (BT)
savings of £6m over this period. Each review has a target for savings set at
the outset as part of this overall programme and these are assigned fto
specific financial years in the Medium Tem Financial Strategy. For 2011/12
the MTFS forecasts are based on the achievement of £1.3m of Business
Transformation SDOsavings from 1% April 2011.

The Business Transformation programme was planned, as part of the MTFS,
to support the budgetary position of the council through a managed
programme of change. The economic climate of the country, and the likely
impact of expected grant cuts post general election, mean that the
anticipated budget deficits, after all BT and other savings are taken is still
expected to be around £4m per annum for each of the next three years.
These additional cuts equate to 4% of the annual budget and a cumulative
cut of over 12% over three years. In practice there will be some areas
Members wish to protect and this will simply mean higher cuts in other areas
and/or the cessation of some services.

It has been identified in previous reports to Cabinet that a failure to take
savings identified as part of the BT programme (and more specifically the
SDO programme) will only mean the need to make unplanned cuts and
redundancies elsewhere in the authority. This position has been exacerbated
through the economic circumstances and likely grant settlements and failure
to implement SDO savings will in all likelihood make the 2011/12 budget
position unmanageable owing to anticipated grant cuts commencing this
year. In addition, as reported in the MTFS the Council faces a range of
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7.4.

8.

8.1.

8.2.

8.3.

8.4.

8.5.

9.1.

9.2.

budget risks which exceed the available strategic risk reserve and this
funding shortfall will need to be addressed in 2010/11 and 2011/12, which
further reduces financial flexibility.

The SDO reviews are attempting to ensure that a service base can be
maintained, costs can be minimised and the payback on any investment i
maximised. In simplistic terms each £25,000 of savings identified which are
not implemented will require one unplanned redundancy with likely
associated termination costs. No funding is available for these temination
costs as existing balance sheet flexibility is committed to supporting the SDO
programme on a loan basis, so higher saving will be needed to fund these
termination costs outright.

COMMENTS FROM BT PROGRAMME BOARD

The Business Transformation Programme Board considered the Options
Report on 21st October.

Members considered the report at length and were supportive of the
proposed direction of travel over the next eighteen months to undertake
further research, analysis and debate to detemine the potential scope of and
business case for the re-design of adult social care services to include the
option of developing a Local Authority Trading Company (LATC) and or a
Social Enterprise.

Members noted the key deliverables for this SDO review were concemed
with achieving the efficiency targets, providing safe person centred services
and preparing for the radical re-design of adult social care services in the
coming years. The re-configured services will be arranged in such a way that
potentially they could be transferred to a LATC or Social Enterprise.

Members requested that discussions and consultation with staff and Trade
Unions continued as the scope and business case for redesigning adult
social care services was detemined.

Members of Programme Board indicated their agreement to endorse the
recommendations contained within the report which Cabinet would be asked
to approve.

RECOMMENDATIONS

Delivering the SDOs set out at Appendices 2, 3 and 4 will achieve £169,000
in efficiencies. It will also position adult social care services to be able o
respond to any preferred opportunity for transfer to an agreed outsourcing of
the business in Year 2.

This overview report does not provide detailed options and analysis. Each
specific SDO will achieve that. Rather it sets out information about the
background and context to the service delivery options for Adult Social Care
Provider Services, including the key national and local drivers. Importantly it
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9.3.

94.

9.5.

begins the process of exploring a possible new direction of travel for Provider
Services and it advises that, whilst further research, analysis and debate s
required, short-term efficiencies can still be achieved whilst providing safe
services.

This report also confims that, if recommendations are accepted, efficiencies
can be made plus a sound infrastructure can be developed to explore the
potential move towards the transfer of all or some services from “in-house” to
an ‘external’ providerin response to personalisation and consumer choice. It
is proposed that particular energy should be focused upon exploring the
introduction of a LATC. This seems to be a useful mechanism to achieve
change as it enables the LA to retain some control, as the shareholder, while
also enabling the provider services to be free of constraint to develop new
services in response to PBs and consumer choice in the market place.
Consideration should be given to developing a LATC on a North of Tees /
sub- regional basis and out-sourcing the “support plan” function of PBs to
increase the social workers’ capacity to maximise their skills and professional
expertise. The Year 2 SDO will also detemine the best option for delivering
the preventative agenda based on further research and analysis.

The option of developing a LATC should not be seen merely as a way of out-
sourcing services to create financial savings for the LA. The power to trade
provides opportunities for the LAto improve services by providing an element
of competition and enables risk pooling when this is done on a sub-regional
or regional model for delivery.

The Local Government Association (LGA 2005) sets out the benefits to LAs
when they utilise their powers to trade:

o helping to deliver better outcomes for communities

o improving the reputation of LAs as they will be seen as innovative in
providing new services

o encouraging innovative delivery of services in order to get added value

o providing a way of making efficiency gains.

HBC adult social care services have frequently been at the forefront of
innovation: reablement services were first introduced some ten years ago
and currently we lead the pack across the English LAs in respect of PBs and
personalisation. However given the current economic circumstances there s
now a further challenge. Therefore we will need to innovate and grasp the
opportunity to remodel our services to meet both the personalisation agenda
and the expectation that LAs will increasingly become, in the next few years,
commissioning bodies rather than large provider organisations. Given the
current national economic situation, there is also a need to consider what we
currently provide and what we should no longer provide within a shrinking
financial envelope. How our core business is delivered will be a key part of
the SDOs and will require a frank debate as well as the ability to think outside
the box and give serous consideration to completely new and innovative
ways of delivering services in the future.
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10. DECISION(S) REQUIRED
10.1. Cabinetis asked to:

10.2. Approve the recommended options of achieving the £169,000 of efficiencies
through implementing the SDOs set out in section 4.2 of this report and at
appendices 2,3 and 4.

10.3. Endorse the recommended direction of travel over the next eighteen months
as laid out in this report; that is to undertake further research, analysis and
debate to determine the potential scope of and business case for the re-
design of adult social care services to indude the option of developing a
LATC or SE, if staff and Council are so inclined, or even make better use of
Local Area Co-ordination in 2011/2012 subject to a further report to Cabinet.

References:

Department of Health: Putting People First (2007)
Department of Health: Equity and Excellence: Liberating the NHS (2010)
Local Government Association: Using the New Powers to Trade and Charge (2005)
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Potential Direction of Travel for Adult Social Care Provider Services

HARTLEPOOL BOROUGH COUNCIL

Adult Safeguarding Services

MH Services (in partnership with NHS)

Assessment and Care Management (co-located with NHS)
Public Health

Residential (in partnership with private sector)

LOCAL AUTHORITY TRADING COMPANY (LATC)
(sub regional or regional model)

Domiciliary Care

Re-ablement and Telecare (in partnership with NHS)
Disability Day Opportunities

MH and LD Employment and Community Support

l

EARLY INTERVENTION / PREVENTION
(Social Enterprise)

e Could be partof LATC

e Could be Social Enterprise, developed by staff currently employed
within HBC

e Could be Connected Care orsimilarmodel based on Local Area Co-
ordination working from local community bases

e Could be combination of these

Focus will be on the provision of low level services before needs escalate
into high cost, complex service requirements.
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5.4 Appendix 2

SERVICE DELIVERY OPTION (SDO):

EMPLOYMENT, VOCATIONAL TRAINING, VOLUNTEERING AND FLOATING

SUPPORT SERVICES FORPEOPLEWITH AMENTAL HEALTH NEED AND /OR

1.1

1.2

1.3

14

15

LEARNING DISABILITY

Background and Context

Over the last five years both Learning Disability (LD) and Mental Health (MH)
employment and floating support services in Hartlepool have been
redesigning and improving their support models as a vital part of the drive
towards more socially inclusive services. There is an increasing focus on
vocational and employment outcomes to promote social inclusion and
integrate people with disabilities into mainstream services and the wider
community.

At the same time services have moved to supporting people with disabilities to
live independently in the community, have their own front door and more
control and choice about how, when and where they are supported to live
their lives.

In 2007 Health, Social Care and a variety of organisations signed up to
“‘Putting People First”. This concordat makes a commitment to
‘personalisation” which means thinking about care and support services in an
entirely different way. It starts with the person as an individual who has
strengths, preferences and aspirations and puts them at the centre of the
process of indentifying their needs and making choices about how they are
supported to live their lives. Personal budgets help people to gain control and
choice but we also need to ensure that people have access to the right
infoomation, advice, advocacy as well as the services such as housing,
education and employment regardless of disability.

MH and LD services are currently separate services, however both services
have responded to the personalisation and social inclusion agenda by
reconfiguring traditional, building based services to include promoting people
to access vocational and employment opportunities as well as supporting
them to remain living as independently as possible in their own homes with
access to ordinary community resources wherever possible.

A key aspect of creating sustainable communities is to challenge stigma and
discrimination that excludes particular groups and divides communities. Less
than 10% of people with MH or LD are in paid employment. Work has an
important role in promoting wellbeing, self esteem and identity and can
provide a sense of fulflment and opportunities for social interaction.
Unemployment increases the risk of illness and a range of social problems
such as debt and social isolation. Where people are initially supported into
work, and as necessary supported to continue working, the positive impact on
their health and recovery can be significant.
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1.6

2.1

211

212

213

214

21.5

2.1.6

217

2.2

2.2.1

There is a national consensus that people with disabilities must be given more
support to enable them to access employment and the same opportunities as
other citizens — driving up the numbers in paid employment. At the same time
Total Place initiatives are starting to look at a “whole area” approach to public
services that can lead to better services at lower costs. The focus is on
avoiding overlaps and duplication between services and organisations and
looks at new ways of working which will deliver increasing efficiencies.

Summary of National and Local Drivers

National Drivers

Putting People First (2007): building resilience and community wellbeing,
expanding choice, control, building social capital, strong communities and
moving towards prevention and early intervention.

Care Programme Approach (2001): people supported to be independent, in
control of their long temm conditons and able to access settled
accommodation and employment.

New Horizons (2009): promoting resilience, wellbeing and flourishing,
connected communities. A more hopeful future in which services are
accessible and there is opportunity for jobs, education and decent housing.

Valuing People Now (2009): improved access to housing, employment,
learning and training opportunities.

Total Place (2009): avoids duplication of services, overlaps and looks at new
ways of working that rationalise funding streams, remove blockages and
increase quality, productivity and value for money.

Public Service Agreement (PSA) 16: this target is no longer being measured
by the new coalition government but remains an important part of social care
outcomes. PSA 16 aims to ensure that the most socially excluded adults are
offered the chance to get back on a path to a more successful life by
increasing the proportion of at-risk individuals in settled accommodation and
employment, training and education. Adults with severe and enduring mental
illness and adults with learning disabilities are a focus for this PSA.

National Indicators (NIs) linked to this are NI 145 (adults with LD in settled
accommodation), NI 146 (adults with LD in employment), NI 149 (adults in
seoondary mental health services in settled accommodation) and NI 150
(adults in secondary mental health services in employment).

Local Drivers

The National Indicators above are reflected in the Hartlepool Local Area
Agreement which is signed off by the Hartlepool Strategic Partnership.
Outcomes are monitored through the Child and Adult Services’ performance
managementsystems and external inspection.
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222

223

3.1

3.1.1

3.1.2

3.1.3

3.1.4

The Child and Adult Services deparimental plan, the service plan and the
team plans contain targets to achieve the NI outcomes. Performance against
targets is monitored through the year by the covalent performance
managementsystem.

Fair Access to Care Services (FACS) provides national guidance on the
assessment of needs and the impact of peoples’ disabilities on their ability to
remain independent. In Hartlepool the FACS criteria is set at substantial and
critical levels of need. The customer base for the LD and MH services reflects
these eligibility criteria.

Current Situation

Mental Health Services

As an integral part of previous work undertaken to redesign and improve
service provision in MH services, a Day Services element was introduced and
staff were realigned within the specialist mental health teams. Much of their
work was refocused to provide a range of supporting interventions and
activities, focussing upon promoting social inclusion, mental and physical well
being, recovery and independence. The revised services introduced day time
activities, induding walking groups, hearing voices groups, computer courses
etc, to prepare and enable people to progress to meaningful employment ata
pace suitable to each individual.

Staffing arrangements to support this aspect of service provision includes 4
employment link workers (Band 8-10) with two current ‘managed’ vacancies.
A further link worker (Band 8) is on secondment to the psychosis team until
2011 and may then revert to the employment service. Location: Brookiyn.
Funding: £125,000.

Also ‘hosted’ within the specialist mental health teams is the Support Time
and Recovery team (STR). This service aims to provide support to enable
people with mental health needs to live ‘ordinary lives by promoting choice,
control and providing individualized services. The STR service is vey much
linked into the Care Co-ordination process and they promote independence
and integration whilst providing companionship / friendship within transparent
boundaries. The service provides regular practical support with all aspects of
daily living and helps with access to resources and services which help to
promote vocational training and meaningful employment.

Staffing arrangements to support this aspect of service provision comprises
one Band 12 wte Co-ordinator, two Band 8 wte senior STR workers and five
Band 6 wte STR workers. Location: Brooklyn. Funding: £220,000 of which
£126,000 flows from the Supporting People Grant.
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3.2

3.2.1

3.2.2

3.2.3

3.24

3.2.5

3.2.6

4.1

Learning Disabilities Services

In terms of supporting people with a learning disability into employment and to
access ‘floating’ support to maintain people in the community these roles are
currently undertaken by staff operating from within the Direct Care and
Support Service and the Disability Day Opportunities Service.

The Direct Care and Support Service include four floating support workers
who primarily focus upon supporting people with a leaming disability to remain
in the community. It should be noted that there is also 1 wte supervisor (Band
9) and an additional 5 wte support workers within the Direct Care and Support
Team who focus on older people and people of a working age with a physical
disability. The supervisor post is currently ‘vacant’ as the post-holder is on
secondment and supervisory arrangements for the team have been
temporarily ‘housed with the home care aspect of the Direct Care and
Support Service.

Funding via the Supporting People Grant: £90,000. Location: Hartfields.

Within the Disability Day Opportunities Service there includes one team Co-
ordinator (Band 10) and four community development workers (Band 8)
whose primary though certainly not exclusive role is to support people with
disabilities to source vocational, volunteering and employment opportunities.
One of these development workers has recently retired and the intention is to
use this funding to create a Trusted Assessor post within the Centre for
Independent Living (CIL). This re-design is covered in the SDO for Hartlepool
Day Services. Location: Havelock. Funding: £130,000.

The floating support workers who support people with a learning disability and
the MH STR workers support people in their own homes to develop
independent living skills and access ordinary community resources. The STR
workers also support people to access vocational opportunities and
employment as part of their role.

Both MH and LD employment link workers ensure that people who want to
work receive support, guidance and the opportunity to access sustainable
jobs for real wages. They work closely with colleges and the education sector
to develop appropriate training courses as well as with the third sector to
access people to volunteering opportunities. An employers’ forum has been
developed to encourage local employers to recruit people with disabilities.

Gap Analysis

The current service configurations which focus upon employment, vocational
training, volunteering and support have evidenced significant success in
helping people to live in their own homes and access training and
employment. However, there is potential to further develop and make
improvements in a more cost effective way.
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4.2

4.3

4.4

4.5

5.1

Previously the MH and LD Services operated as separate distinct services
and as a result current MH and LD floating support and employment teams
reflect a “silo” model, whereas there is considerable overlap in the needs of
both customer groups. In addition, separate services run the risk of
duplication and a degree of waste as a result. Therefore there is a need and
an opportunity to bring these teams together to rationalise funding, increase
productivity and flexible new ways of working that deliver better value for
money.

There are other third sector organisations (e.g. MIND) and statutory
organisations (Job Centre Plus) who also offer employment services. The
current fragmentation of the local authority employment and support teams
works against a Total Place ethos. There is a need to bring these services
together so they can pool their resources, expertise and begin to work with
other employment services in Hartlepool to rationalise productivity and
funding.

Bringing the MH and LD employment and support teams operating from one
building (Brooklyn) will release space in the Havelock for the Centre for
Independent Living (CIL). It will also bring the teams within one line
management structure, encourage joint working and make the best use of
resources.

It would appear from research undertaken when developing this service
delivery option that the current teams do not yet have the confidence or skills
to consider setting up their own service outside of their current HBC
employment arrangements. Bringing the teams together, sharing expertise
and developing their business skills will put them in a stronger position to
tender for any future business opportunities that may arise i.e. through
possibly a Local Authority Trading Company (LATC) as outlined in the
Provider SDO Overview Report. Alternatively the revised team could decide to
pursue a separate social enterprise or indeed become part of some form of
arrangement linked to Local Area Co-ordination.

Future Direction of Travel

Personalisation within adult social care means that people who use services
have more choice, control and are at the heart of their own care and support.
The values underpinning this framework are that everyone has a contribution
to make to the community, everyone has the right to control their lives and
that services and society should respect and be responsive to peoples’
individual and diverse needs. People with disabilites have consistently said
that they want to live their own lives in their own homes and be able to work
and enjoy the same opportunities as other citizens. Personal budgets are
starting to make a real difference, empowering people to take control of the
outcomes that matter to them.
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5.2

5.3

54

5.5

6.1

6.2

7.1

The new Government's “Big Society “ vision aims to empower local people
and communities by facilitating access to ‘social enterprises’ and therefore it
is evident that these arrangements will have a major role to play in the future
delivery of social care and public services.

The future support and employment services should continue to offer people
personalised assistance to live in their own homes, be part of their local
community and have the same opportunities as everyone else to work and
contribute to society to the fullest possible extent.

This SDO makes a significant contribution to the required efficiency for
provider services and importantly also provides a sound infrastructure to
shape the MH and LD support and employment teams in line with any future
direction of travel within adult social care.

There is potential for this amalgamated service to become part ofa LATC or a
SE owned and run by staff themselves with the profits ploughed back into the
business for the benefit of the local community. Alternatively there is the
potential of this area of work becoming part of a broader Local Area Co-
ordination model.

Options

Business Transformation and the challenging economic downtum have
focused the department on exploring all the options for the future delivery of
services.

In terms of the MH and LD support and employment services the current
options considered are:

e Qutsource the service

o Staff develop andown a
social enterprise

e Work with Local Area
Co-ordination model

e Staff move toa LATC

¢ Do nothing

Risks and Impacts

Outsourcing the service in the short term would risk people with disabilities
receiving an inferior service due to the nature of the business, the specialist
expertise required and there are no other similar external providers in the area
at this time.
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Inviting staff to form a social enterprise, at this point in time, would risk failure
due to the fragmented nature of the current teams, the need to build a strong
business base and grow the necessary business acumen. Thus far staff have
not shown any interest in developing a social enterprise and require further
infoomation and support about this potential option.

Further work is required in the short termm to better understand the potential of
linking the work of staff in this area to local area co-ordination.

Further work is required in the short term to explore the benefits of a LATC,
however provisional work indicates that this is an exciting opportunity as it
enables the LA to continue to have some control over the situation, yet
enables staff to develop new initiatives and ‘trade’ on the open market.

Continuing the current service delivery model would perpetuate the tendency
to duplicate effort, overlaps and silo delivery as well as fail to rationalise
funding, expertise and value for money. People with LD at times experience
MH difficulties as well and should have access to one, coherent service and
set of staff.

Recommendations

Amalgamating the current Mental Health STR team, the staff from the Direct
Care and Support Service who primarily work with people with a Leaming
Disability and the staff from Mental Health and Learning Disability Day
Opportunities who focus upon employment is the preferred and recommended
option. Appendix 1 of this SDO sets out a Person Centred Employment
Pathway which could be used as an operational framework for the revised
arrangement to work within and Appendix 2 and 3 set out the two possible
configurations to achieve this merger.

It is ecommended that Option B (Appendix 3) is taken forward. This structure
reflects a single Service Co-ordinator taking overall responsibility for the
amalgamated teams with 2 supervisors to lead on the day-to-day practice and
activities of the teams. The new floating support supervisor role would also
commit time to developing links with local community resources. The
employment link supervisor would commit a significant amount of time to work
with  employers and potential employers to create new employment
opportunities and with colleges and the third sector to maximise training and
volunteering opportunities. The Service Co-ordinator would give dedicated
time to bench-marking this service against other regional and national models,
drive forward best practice and start to research and build the skills needed to
create a viable social enterprise within the next two years. Part of the Co-
ordinator’s remit, with support from both Supervisors, would also be to work
with other organisations in Hartlepool who offer specialist and non-specialist
employment services with a view to rationalising funding streams together
with overall efficiency and value for money along a continuum of needs.

Amalgamating the current services would see one coherentservice, operating
from one building at “Brooklyn” but working into the wider community, with
staff working together to deliver support, vocational opportunities and
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employment services to people with disabilities. This model would build a
strong business base, encourage flexibility and new ways of working and
release space atthe “Havelock” building for the new, developing CIL.

Revised job descriptions and person specifications would be required and
new posts would need to be matched through job evaluation. Further work is
also required with Human Resources regarding specific advice about the ring-
fencing process for selection.

Within this SDO it is recommended that the current ‘managed’ vacancies
within the MH services are deleted, releasing a saving of £59,229.

Conclusion

Amalgamating the teams into one coherent service for people with disabilities
will improve the capacity and flexibility of our current provision to support
people to remain in the community and into vocational training and
sustainable employment. A strong, coherent, single team will maximise the
opportunity to target programmes on the individual needs of people and
employers as well as improving their ability to help people with disabilities live
fulfilling lives in the community.

This service will support and complement non-specialist services such as the
Department of Health (DH) work schemes and support people with more
severe and complex disabilities into sustainable employment.

It is anticipated that creating a single service, pooling expertise and sharing
one building base will support real opportunities for staff to consider the
development of a LATC or SE within the next two years.
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HARTLEPOOL
PERSON CENTRED
EMPLOYMENT PATHWAY
This process :> Service User/Carer Service
starts with a users/Carer’s
referral to an can access
Employ ment the pathw ay
Coach 1 atany time
and at any
.. stage
Individual :> Supported Activity depending
Support on their
needs and
1 aspirations
Individual
Action Plans —
|:> Unsupported Activity
Signposting
to other
relevant
Agencies .. .
depending |:> Supported Training/Education
on need of
client 1
Skills for Life |:> Unsupported Training/Education
Disability 1
Employ ment
Advisers
|:> Supported Volunteer Placement
Benefits 1
Information |:> Unsupported Volunteer Placement
|:> Supported Employment
|:> Unsupported Employment
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OPTION A

Service Co-ordinator

Band 12/13

Supervisor

Band 10/11

5.4 Appendix 2/2

e LD Floating Support
Workers

e MH STR workers

Supporting people in their homes,
in the community and at work
where needed.

Bands 6-8

e LDemploymentlink workers

e MHemployment link
workers

Supporting people to source training,
volunteering and paid work. Working
with employers to source
employment opportunities.

Bands 6-10
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OPTION B
Service Co-ordinator
Band 12/13
Supervisor Floating Supervisor Employment
Support based in Team. Link based in Team
Band 10 Band 10
I I
e LD Floating Support e LD employment link workers
Workers
e MHemployment link
e MH STR workers workers
Supporting people in their homes, Supporting people to source
in the community and at work training, volunteering and paid
where needed. work. Working with employers to
source employment opportunities.
Bands 6-8.
Bands 6-8
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HARTLEPOOL BOROUGH COUNCIL

Diversity Impact Assessment <=
- HARTLEPOOL
(Predicted Assessments)
Lead Officer: John Lovatt Published Date: 28" Sept 2010

Who has undertaken the assessment: J. Lovatt, K. Millican, M. Rushforth, S. Lennon

Date forwarded to Departmental Diversity Rep: 1 October 2010

Is the subject to be assessed a: (Please tick)
Strategy [1 Policy O0 Service

System [1 Project [1 Other

Name of the assessed and brief description:

Employment, Vocational Training and Floating Support Services for People with a
Mental Health Need and / or Learning Disability:

Currently the department have two distinct teams — one in mental health services and one
in leaming disability services who promote people’s access to employment, vocational
training and offer support to ensure people live in the community safely. These were set
up in order to respond to challenges across both service areas and to address issues
relating to both client groups. This aspect of the Service Delivery Option proposes that
both teams are amalgamated to make a financial saving. As a result a new service will be
established, requiring revised job descriptions and working practices.

What is being assessed is(p/ease tick)

Existing O New

Is a copy of the new policy/strategy attached (p/lease tick)

Yes O No

If No, where can it be viewed?
Please see Cabinet Report 1 1™ October 2010 regarding SDO for Provider Services in

Adult Social Care.
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Links into Community Strategy and Council Themes (p/ease tick box(es))

Jobs and the Economy Environment O
Lifelong Learning and Skills Housing VO
Health and Care Culture and Leisure [0
Community Safety [1 Strengthening Communities [

Organisational Development 1
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HARTLEPOOL BOROUGH COUNCIL
Stage 1 - Overview

1. Please give a brief description of the aims, objectives or purpose.
(Note: Wherever possible please quote from the document)

e Provide improved opportunities for access to housing, employment, learning
and training for people with a mental health need and / or learning disability.

e Help people live independently at home

e Work with people to promote independence, maximise functioning and
physical / emotional well-being

2. Who is responsible for implementation?

M. Rushforth
Kath Millican
J. Lovatt

[ ]
[ ]
[ ]
e S.Lennon

3. Who are the main stakeholders? (please tick)

The General Public Public Sector Service Providers
Employees The Community & Voluntary Sector [1

Elected Members 1

Stage 2 — Research and Findings

4. What evidence do we presently have and what does it tell us?
(Include any numerical data, public consultation or involvement, anecdotal evidence
and other organisations’ experiences, outcome of any previous service related INRA,
entry into the Risk register)

HBC adult social care is committed to delivering the personalisation agenda which offers
all people who use its services more choice and control over the services they receive.
All people eligible to receive a service will be offered a Personal Budget (PB) by 2011.
They will then be able to plan the services they require within their indicative allocated
costenvelope.

The shift underlying personalisation is from a needs-based response to one that
promotes citizenship and engages the capacity of people to make positive choices for
themselves. The new coalition government has committed itself to the delivery of
personalisation and the PB / Personal Health Budgets agenda within a framework of
rights, choice and responsibilities.

Mental Health (MH) and Leaming Disability (LD) services have responded to the
personalisation agenda by reconfiguring traditional, building based services to include

5.4 Cabinet 08.11.10 Business Transformation overview report for adult social care provider services
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promoting people to access vocational and employment opportunities as well as
supporting them to remain living as independently as possible.

The current service configurations which focus upon employment, vocational training,
volunteering and support have evidenced significant success in helping people to live in
their own homes and access training and employment. However, there is potential to
further develop and make improvements in a more cost effective way.

Previouslythe MH and LD Services operated as separate distinct services and as a result
current MH and LD floating support and employment teams reflect a “silo” model, whereas
there is considerable overlap in the needs of both customer groups. In addition, separate
services run the risk of duplication and a degree of waste as a result. Therefore there is a
need and an opportunity to bring these teams together to rationalise funding, increase
productivity and introduce flexible new ways of working that deliver better value for
money.

There are other third sector organisations (e.g. MIND) and statutory organisations (Job
Centre Plus) who also offer employment services. The current fragmentation of the local
authority employment and support teams works against a Total Place ethos. There is a
need to bring these services together so they can pool their resources, expertise and
begin to work with other employment services in Hartlepool to rationalise productivity and
funding.

Bringing the MH and LD employment and support teams operating from one building
(Brooklyn) will release space in the Havelock for the Centre for Independent Living (CIL).
It will also bring the teams within one line management structure, encourage joint working
and make the best use of resources.

It would appear from research undertaken when developing this service delivery option
that the current teams do not yet have the confidence or skills to consider setting up their
own service outside of their curent HBC employment arrangements. Bringing the teams
together, sharing expertise and developing their business skills will put them in a stronger
position to tender for any future business opportunities that may arise i.e. through
possibly a Local Authority Trading Company (LATC) as outlined in the Provider SDO
Overview Report. Alternatively the revised team could decide to pursue a separate sodcial
enterprise or indeed become part of some form of arrangement linked to Local Area Co-
ordination.

5.4 Cabinet 08.11.10 Business Transformation overview report for adult social care provider services
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5. Identify the gaps in the evidence that we presently have?

No specific gaps have been identified the change proposed is primarily about efficiency
linked to Business Transformation. The change will mean however that potentially there
will be a more co-ordinated service as there will be only one approach to potential
employers rather than the current two for the distinct service areas.

6. Record what needs to be done to gather further evidence to undertake the
impact assessment?

o All reasonable steps have been taken.

Please note: You will need to have viewed your data or insufficient data before
answering the following questions. If no data is available, you will need to make
a record of this within your answers below and indicate how this data will be
gathered in the future. (Please refer to glossary for the terms- unmet needs,
differential impact, positive impact, negative impact and adverse impact
provided in the guidance)

7. Are there any unmet needs/requirements that can be identified from your
research that impact specific equality groups? Which equality groups does it
impact?

No

8. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of gender? Gender refers to male, female and
transgender. Please explain your answer.

No

5.4 Cabinet 08.11.10 Business Transformation overview report for adult social care provider services
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9. Are there any concerns that there could be a differential/positive/negative/

adverse impact on the grounds of racial or ethnic origin? Please explain your
answer.

No

10. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of religion or belief? Please explain your
answer.

No

11. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of disability? Please explain your answer.

Itis possible that the service delivery option might have a positive impact on people with
disabilities accessing the proposed service as a more joined-up approach to potential
employers and vocational training opportunities will be in place. However, itis not
anticipated that the numbers of people accessing the service will reduce. In fact, with the
national consensus that people with disabilities must be given more support to enable
them to access employment and the same opportunities as other citizens, itis possible
that the demand on the service will increase. As such, with reduced staff who might not
have the experience or qualifications to work with both customer groups, the capacity to
deliver the service might be compromised.

12. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of age? Please explain your answer.

No

13. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of sexual orientation? Please explain your
answer.

No

14. Summary of adverse impacts (please tick)
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Gender O Disability
Race/Ethnic Origin 1 Age OO
Religion/Belief O1 Sexual Orientation [

Stage 3 — Consultation

15. Who have you consulted with?

All staffin the service areas potentially have been informally consulted to work up the
various options to generate the efficiency.

16. Summary of findings/recommendations from the consultation

Itis recommended that an efficiency of £59,229 is generated from recommendations

outlined within the cabinet report. Staffing implications include:
Some staff will need to be transferred into the revised service from the Direct Care and

supportservice and thereafter provided with additional training.

Stage 4 — Adverse Impacts

17. Please give details of what the predicted adverse impact is expected and which
groups or individuals it affects.
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Potential adverse impact on service users due to the capacity of staff to deliver the
service either in respect of levels of demand on reduced staffing numbers or initially, lack
of qualifications, experience and training in both customer groups.
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18. Record what immediate actions are taken prior to implementation to address
the adverse impact?

* Ensure training is in place for staff joining the new service.
* Monitor access to service to manage staff workload.

19. Can the adverse impact be justified for any reason? Please explain.
(Legislation, promoting equality of opportunity for one group (positive action) etc.)

No .

Stage 5 — Action Planning and Publishing

20. What actions are needed to be taken after the implementation

Action Responsible officer Completion
Date
Decision required by Cabinet Cabinet 11"
October
2010
Processes then will be agreed for further Assistant Director March 31°
consultation with HR 2010

21. What are the main conclusions from the assessment?

Impact on staff in relation to changed workload is inevitable.
Efficiency required is essential in current economic climate.
Risks to service users can be managed within identified resource
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22. How is the impact assessment published/publicised?

The assessmentis part of the report presented to the Cormporate Management Team and
Cabinet.

23. How is the impact further assessed after its implementation?

Numbers associated with access to employment, vocational training and helped to live at
home will increase. .

Signed: Date:

Ny, Goo
({“3‘\} Do 29 September 2010

Director/Head of the Service
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SERVICE DELIVERY OPTION (SDO):

HARTLEPOOL DISABILITY DAY SERVICES

Background/Context

In order to improve sernices and ‘drive’ change for people with Leaming

Disabilities, in 2001 the Government launched a white paper entitted ‘Valuing
People’. This provided the first Learning Disabilities Strategy for Day Services,

an area of public service provision that was described as ‘frequently failing to
provide sufficiently flexible and individual support’. The white paper seta new
objective for day services to enable people with leaming disabilities to lead full
and purposeful lives within their community and to develop a range of
friendship activities and relationships.

Whilst recognising the role that day centres had traditionally played in providing
respite care to families, the white paper set out a five year programme for

localies to improve sodally inclusive day opportunities. They called this
process ‘dayservice modernisation’.

In essence ‘day service modemisation’” meant introducing processes and / or
activites that focussed upon whatever ‘makes a good day for each person with
a leaming dsabilityand thinking carefully about how days could be better'.

In response to this challenge all local authorities including Hartlepool Borough
Council (HBC) produced a ‘Day Services Modernisation Plan’, to set out what
they would be doing to meet the identified challenges. Since this plan was
introduced, over the last several years the day senvces’ direction of travel for
people with disabilities, both learning disability and adults with a physical
disability, has moved away from building based services to become
increasingly personalised, community focused and based on person-centred
planning.

National and Local Drivers

In response to the changing national and local ‘climate’ most local authorities,
including HBC hawe, since 2001, tried to change and dewlop their disability
day services by focussing upon areas such as:

. employmentservices

o sheltered employment

. further education opportunities
. leisure services

. theatre, arts and culture.

This move involved taking the decision to re-provide some resources from large
day centres into community-based settings. The thinking behind this model
was that through taking a “stepped” approach, people with disabilties, families

5.4 Cabinet 08.11.10 Business Transf omation ov erview report f or adult social care provider serv ices service
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and carers would adapt more easily to change, achiewe the same rights,
choices and independence as eweryone else and hawe genuine opportunities to
be part of their locd community.

The following policies and strategy documents inform us of the priorities in
relation to disabled and vulnerable people in Hartlepool:

» Valuing Pegple Now (2007): this built on the vision set out in ‘Valuing

People’ - A New Strategy for Leaming Disability for the 21st Century
(2001) and outlined a policy intended to improve the lives and chances
for people with learning disabilities. This new paper set out what the
then Government thought should happen for the next three years.

Valuing People Now focuses on personalisation, health, education /
employmentand housing for the next three years.

Putting People First (PPF): set out the direction of travel for adult social
care. Itis ashared commitment by the Government, local councils and

service providers to ensure that people who need care and support have
choice, flexibility and control to live their lives the way they wish. Every

council is expected by April 2010 to have started to offer personal
budgets to anyone receiving council-funded adult social care services.
By April 2011 personal budgets should be in place for all people digible
for a social care service.

Improving the Life Chances of Disabled People' (2005): set out the
Govemments keyaims on how to improve equality for disabled people
in Britain. The report considers what could be done to advance
opportunities for Britain's 10 million-plus disabled people and set out a
20-year vision: "By 2025, disabled people in Britain shoud have full
opportunities and choices to improve their quality of life, and will be
respected and induded as equal members of society”. One of the
specific reconmendations_outlined in the 2005 report is: “Each locality
shoul have a user-led organisation modelled on existing CL’s by 2010”.

‘Fulfilling and Rewarding Lives’(2010): is the Government’s strategy for
adults with autism in England. The Autism Act (2009) underlines the
Govemments commitment to achieving this vision. It is the first ever
piece of legilation designed to address the needs of this specific group
of people.

Current Situation

Hartlepool Day Services incomporate two day services and a supported
employmentservice. The combined services are provided through a number of
buildings across Hartlepool, but the management and administration of the
overarching services are via Warren Road Day Services located in the Brus
ward of Harlepool and also Havelock Day Centre located on the Burbank ward.
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As a result of earlier day servicess management and staff restructures
(2008/09), the day senices and employment service is managed and
supported as one service instead of two distinct day services. This means that
staff are able to support clients across both day services in a much more
flexible way.

As of 30" March 2010: 207 people are supported across the three services
which are currentlydelivered over five days a week, Mondayto Friday.

Within this number there are currently 162 people with leaming disabilities
supported bya social care team (day services and employment) of40 staff.

The employment service is cumently supporting 94 people into employment
(paid and unpaid) with the remaining 68 people accessing only dayservices.

The budget for LD day senices s £1,268,719.

The budget for Hawelock day senvices is £ 502,557.

The total budget for both day senices (incorporating the employment team is)
£1,771.376

The currentunit (daily) costs for the dayservices amounts to £41.60

Over a period of tme following the move towards an increased emphasis on
community-based activity rather than traditiond building-based services and as
a result of the Government’s commitment to the ‘Putting People First' and
‘personalisation’ agenda, more people with a disability are receiving their own
personal budget and many are choosing alternative ways of meeting their
social care needs.

The number of people with a learning disability atending day services has
reduced from an average of 120 people attending on a daily basis to an
average attendance of 25 people. Regarding people of a working age with a
physical disability the number attending day services on a regular basis has
also significantly reduced.

One of the buildings used by the day services (Havelock) s located within the
Burbank ward and was opened in September1972. The building is 1181 (m2)
and primarily supports people with physical disabilities and sensory loss and
has an industrial design to reflect the types of activity that was originally
undertaken which included therapeutic activities, arts, sport and craft
programmes. Over that time a number of maintenance programmes have been
implemented but the building now needs investmentin areas suc as heating,
lighting, décor and work to be carried out to ensure the building 5 fully
watertight.
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The Havelock Day Centre building has been identified by external consutants
commissioned by HBC as the most suitable location for a ‘Centre for
IndependentLiving (CIL).

Local Authorities are required to provide CILs by 2010, these are required to be
user-led and provide people with a disability more choices, opportunities and a
stronger voice to get the services they want.

The CIL will provide a range of health and social care related services,
including a health facility an informaton advice and resource centre and a
community hub for disability-related third sector organisations.

Many people with disabilities and their families in Hartlepool benefit from the
support provded in day centres and feel a sense of comfort and security about

their continued availability. Theyare a valued resource which has helped and
supported many people to access employment education and leisure
opportunities in the community. The intenton is that the day senice at
Havelock will continue to be provided alongside the CIL.

Gap Analysis

The current employment service has had considerable success in supporting

people to find paid and wluntary work. There are currently two employment
focused teams, one in LD day services and the other within the Mental Health

(MH) services.

However there is currently a degree of overlap between these two ‘in house’
employment teams and some duplication of activity especially around
engagement with potential employers and acaess to strategc partners (ie. Job
Centre Plus).

Amalgamating the two employment teams would overcome some of the current

issues, generate an efficiency and release space within the Havelock Centre for
the CIL.

The ‘Service Delivery Option (SDO) Report for Employment, Vocational
Training, Volunteering and Floating Support Services for People with a Mental
Health Need and / or Leaming Disability details the proposal to merge these
two teams into ore integrated service and outlines the associated efficiency
savings.

Although work has started on the refurbishment of the Havelock Centre and the
provision of a CIL there is no independent demonstration facility within
Hartlepool to allow people, who may be starting to experience difficulty in their
activies of daily living, to try out and get advice on equipment that would help
them maintain theirindependence.
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Having a room within the CIL fitted with a standad bath, toilet, bed, ceiling
track hoist and kitchen unit area wil enable a range of equipment to be
demonstrated by a ‘Trusted Assessor’. This facility will enable the person to
make an informed choice either to privately purchase equipment or to access

loan store equipment if they meet the Coundl’s Fair Access to Care Services
(FACS) eligibility criteria.

Plans are now in place to incomporate a demonstration area into the new CIL
and it is proposed that a new ‘Trusted Assessor’ role should be created from

within existing day service resources and this role should commence once the
CIL is opened at the end of 2010. This resource will take forward the
commitment to deliver eary intervention and prevention services on a universal
basis as well as promoting peoples’ right to autonomyand choice.

The Future Direction of Travel

The future development of day senices in Hartlepool is set against a

background of both increasing financial pressures and the increase in the take-
up ofpersonal budgets.

Many local authorities including Hartlepool are moving away from building-
based day services and have developed a range of altermative individualised

day opportunities which are foaused on ordinary community resources rather
than day services’ buildings. The emphasis on future day services should be

on providing more flexible services that support people based on what they
need and want rather than a service-led appmach. An ongoing review of the
resources and buildings that currently support day service activity is currently
taking place as part of the counci’s overall Business Transformation
programme.

The Business Transformation programme to streamline, modernise and ensure
we are achieving value-for-money serice provision is a high priority for the
council. There is now an additional sense of urgency due to the recent
economic down tum and the lewls of anticipated cuts to public sector funding.
This presents an opportunity to look at the kinds of services that will be
required, in what fooms they should be delivered and how we can ensure that
they reflect personalisation and choice.

The previous staff restructures addressed the need for additonal flexible
working by staff to enable the people they support to access community places
at times thatsuit them, including evening and weekends. This was particulary

important when providing support around employment to ensure that what was
offered was not too limiting in terms of paid work opportunities.

There is an opportunity now to consider the future of day senices and the
alternatives available for people, ensuring we do not withdraw support and

leave little in the way of accessible and affordable community activities in its
place. For some people (nationally), the modernisation of day services has
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resulted in their services being closed without altemative provision in place.
However there are a number of challenges that face day senices. These
include:

e Potential remodelling of service provision to supportindividuals rather
than groups of people

e The impact of self-directed support / personal budgets and how this
impacts on the dayservices as people exercise their choice and
become, in effect, micro-commissioners

e Customers choosing to go elsewhere includingseeking better value for
money

o Staff retention in an expanding social care market

e Reduction instaffing levels through recent restructures, pladng a
pressure on service delivery

e Supporting people to find paid work (16hours ormore) in a challenging
financial climate

e The provision of a CIL that brings together the statutory, independent
and third sector organisations to provide a range of health and sodal
care related supports andservices.

Previous ewents and consultations in Hartlepool have reflected the strong
desire by local families and carers to keep and sustain some form of ‘day care
provision’ for people with a disability in the town. More recently during the
refurbishment of Warren Road, a number of carers made contact with both the
Child and Adult Services Department and with their local councillors seeking re-
assurances that the building and its daycare provision would remain.

Since 2005 staff within the day service have promoted choice and control and
tried to support people to maximise their opportunities for living independently.
The majority of people who attend Warren Road or Havelock Day Services use
their personal budgets to access these services.

Options and Appraisal
Option 1- Maintain Current Service

Maintaining current senices that support people to access a range of
opportunities in their communities will mean that the focus will remain on:

Employment

Arts/Leisure and Culture

Education/Lifelong learning Opportunities
Appropriateservices for people with high support needs

Advantages: This option would not require any significant reduction in staff or
resources and people attending current day services would continue to access
the same community buildings and staff supports. People who use services,
their families and carers may prefer the concept of some stahility provided
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within the exsting service after the changes o the day serices more recently
highlighted eardier n this report.

Disadvantages: This fais to fuly take into account the requirements of the
Govemmentconcordat ‘Putting People First’as well as the white paper ‘Valuing
People’ (2001) and ‘Valuing Peogple Now’ (2009). The council would continue
to see a ‘financial pressure’ placed upon its day senices as the numbers using

them for five days a week reduce and people increasingly choose to use their
personal budgets in a different way. Some of the staff/service user ratio

“‘economies of scale” in large day centres will be lost. The retention of staff
may prove problematic as they see ‘business’ decline and the risks to viability
of senvices. The services will have to meet the increasing costs ofmaintenance

and/or leasing agreement associated with two day service buildngs and the
additional conmunity bases.

Option 2 — Decommission: Outsource and / or De velop Social
Enterprise/Cooperatives

A decision could be taken to promote the decommissioning of the service via
outsourcing and / or developing social enterprises and / or user led
organisations/Co-operatives. This will require disinvestment in the current
model and reinvestment in promotng the wvoluntary and private sector
organisations to develop social enterprises / co-operatives.

Advantages: There are a number of specialist activities provided by the
voluntary and community sector that are funded by other sources, for example
National Lottery or grant giving charities. Hartlepool Borough Council (HBC)
could work in partnership with the voluntary and community sector to support
them in levering additiona funds and in identifying creative alternatives to the
current range of day time activities.

HBC could also support the development of employees’ co-opermatives.
Typically where co-operatives are successful, this is because the employees
have a stake in the business and are therefore more entrepreneurid and
committed to the company’s success. One of the advantages in Hartlepool of
establishing employees co-operatives are the opportunities for people with
disabilites and their families to maintain exsting ‘professional relationships’
with day senvices’ staff who maywish to take this option.

Disadvantages: Existing staff are cumently undoubtedly reluctant to give up
their perceived ‘secure’ employment with HBC and committo being part of an
employee m-operative. It will also take tme to explore the options for
outsourcing day services prowsion; including the financial impact on the
Council. The Oveniew Report for Adult Social Care Provider Services details
the option for establishing a Loca Authority Trading Company (LATC). ALATC
creates an independent company but the LA is the stakehdder and so retains

influence ower an agreed period before the company becomes completely
independent
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Option 3 (preferred option): Reconfigure Current Day Services;
Amalgamate Supported Employment Services; Establish a Demonstration
Site within the CIL; Introduce the Post of Trusted Assessor; Undertake
Further Consultation Regarding LATC/ Social Enterprise

Day services will continue to provide current supports and activities but will no

longer support and have direct management for the LD employment service.
Establishing the Trusted Assessor role and demonstration site within the CIL

will allow people beginning to experience difficulty in their activities of daily
living to try out and get advice on equipment that would help them maintain
their independence. The same is true for people who experience sensory loss

and are seeking options to compensate for this and maintain their well-being
and independence.

Advantages — This is an interim position which ensures we realise efficencies
and oontributes to the target for adult social care providerservices pending a

broader Council decision about the future of adult social care in Hartlepool. In
this proposa the aurrentday services provision is sustained, the employment

teams are amalgamated making better use of current resources and a current
Community Development Worker (CDW) post can be converted to the rde of a
Trusted Assessor. The Trusted Assessor, under the professiona guidance of

an Occupational Therapist, will give advice on suitable equipment that can
enable people experiencing difficulties (include sensory loss) to maintain their

independence. The day services, loated within the CIL building, wil give
people who attend them a wide array of other services under one roof.

Disadvantages- The council may continue to see a ‘financial pressure’ placed
uponits dayservices if the numbers using them for five days a week continues
to reduce and people choose to use their personal budgets in a dfferent way.
Some of the staff/service user ratio economies of scale in large day centres
would be reduced or lost if there was a delayin the broader Council decision-
making conceming the future of adult social care provider services. The
retention of staff may prowe problematic as they see the risks associated with a
reduction of services due to the impact of personal budgets and people who
may chose to spend their money on different community resources and
services.

Risks and Impact

By April 2011 almost all individuals eligible for social care in Hartlepool will

have a personal budget. It is anticipated that demand for the current service
will continue to slowly reduce. The new coaliion government supports

increasing reliance on the third and emerging fourth sector to meet future
demands within adult social care.

The direction of travel for day opportunities must therefore become both more
demand-responsive and ensure itis clear about what it can and should offer in

terms of direct provision. It is considered that increased flexibility and choice
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will emerge through the developing fourth sector: through partnerships with
UserLed Organisations (ULOs) and through the development of CILs.

Developments in the market hawe recently seen an increase in the number of
independent direct competitors to the service. The development of Roaring
Mouse, SYMO, Pathways to Independence and more recently the ‘Life Skills
Cooperative’ have seen a number of people exercise their choiaes to attend
these services rather than their HBC day services resource. An associated risk
around the development of new services, given the current economic down-tum
however, is one of sustainability. Focus would need to be given to promote
new services and dso the posshbility of financial support to ‘kick start’ any new
initiatves. A LATC / SE could provide an answer to this risk by creating a
completely independent organisation, capable of delivering new and innovative
services, supported by a tapering block contract with the LA as the shareholder
during this period.

If the Council took the decision to maintain is service at the present level of
staffing, it would run the risk of providing a service that may see a reduction in
the numbers attending but would not see a decrease in is core costs, which
would still need to be included, such as management, staff, buildings, transport.

Access to employment is a key driver from the Government and resources
shoud be made available to encourage all dsabled peope into paid
employment, vocational training and wlunteering. Anyone who wants a job
and needs supportto access employment should hawe the supportthey need to
do so. The impact of this is not only on what resources (staffing) are made
available but also the role of the ‘day services' and employment support teams
changng to offer more flexible support on evenings and weekends. Previous
restructures have addressed the requirement for more flexible working and the
amalgamation of the LD and MH employment and community support services
will prevent wastefu overdaps and make the best use of limited resources.

Risks also remain that the wishes and needs of some of the loal population

(and in particular some of the current people with disabilities and their families)
may not be about accessing paid/voluntary work or education butinstead they

may have a strong preference for accessing traditional day services.

Recommendation

The preferred option (Option 3) is to maintain reconfigured day services in the
short term. Employment services for people with a learning disability should
amalgamate with the mental hedth employment team, the LD floating support
service and the MH Support Time Recowry (STR) ttam fo create an

integrated, progressive service supporting people with disabilites in the
community and into employment, vocational training and volunteering. The day

services located within the new CIL will indude a demonstrator site with a
Trusted Assessor who will offer assessment and advice in respect of aids and
equipment to support people to maintain their independence. This service will
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be awailable to all people with disabilities and not just those people digible
under the FACS criteria. It reflects our commitment to reach people while they
have “low level” needs in the hope of preventing or delaying the need formore
costly, complexinterventions further downstream.

The Overview Report for Adult Social Care Provider Services sets out the
potential direction of travel over the coming months / years. Disability Day

Opportunity Services will be one of the services considered for transfer to a
LATC / SE or to work in a CIC. In the next few months further exploration will

be required about the feasibility of implementing all of these potential models.
This will require work to be undertaken to pull together the management
information on all services to better understand the financial framework, whole

time equivalent staffing structures, volumes and intensity of senice provision
across a range of services to be considered for transfer.

If all of the recommendations are progressed the efficiency saving to be
realised in the short term from re-modelling disability day servces will be

£10,072 pa. Appendix 1 provides visud information about the current structure
and Appendix 2 provides visual information about the re-modelled structure.

Conclusion.

Day services have moved from building-based provision to amore personalised
response to peoples’ needs. The focus is on integrating people into odinary

community resources in line with social inclusion.

Personal budgets have resulted in people increasingly choosing to use their
resource allocation to purchase services other than the LA day services. New
providers have emerged in response to this development and there has been a
steady decline in demand for the LA day services — but no associated reduction
in the core costs of running this facility. Newertheless a significant number of
people with disabilties and their families continue to wish to see the LA day
services remain available to them.

Amalgamating the MH and LD employment and support teams will tackle
duplication and maximise efficiency and capacity. The remaining day services
will operate from within the new CIL and the Trusted Assessor service will
promote independence and support for all people with a disability. Over the
next year work will continue to explore the feasibility of developing a LATC / SE
/ CIC with day services being one of the services included.

Business Transformation, the national economic downtum and pressure on
public services together with the personalisation model of social care gives us
the opportunity to do things differently, think outside the box and re-design the
way we provide services to maximise choice, efficiency and value for money
across all our services.
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5.4 Appendix 4

SERVICE DELIVERY OPTION (SDO):

DIRECT CARE & SUPPORT SERVICE

Background/Context

The Direct Care and Support Service (DCSS) was established two
years ago in response to previous challenges experienced across adult
sodial care to find more effective and efficient ways to deliver its public
services.

The DCSS is an integral part of ‘Multi-link which operates from
Hartfields Extra Care Village. ‘Multi-link’ is a key part of our integrated
health and social care eary intervention and intermediate care
arrangements and provides nursing, therapy and personal care
interventions to people at times of crisis or who are recuperating /
recovering from iliness or accident.

There are currently two distinct aspects to the DCSS. One aspect, the
‘Direct Care’ element, is concemed with the provision of home care /
reablement and telecare services and as this aspect of the service
provides personal care it is registered with the Care Quality
Commission in accordance with statutory legislation.

The personal care provided is flexible and responds quickly to requests
for assistance to ensure people are provided with personal care at
times of crisis or following illness or accident. The purpose is, wherever
possible, to assist people to remain in their own home. This service
primarily, though not exclusively, provides short-term interventions
often alongside nursing and therapy services for up to a maximum of
six weeks using a reablement approach and in doing so promoting
independence.

This element of the overarching service also continues to provide
services to a small number of longer-tetm complex cases linked to
operational care management processes, usually within the adult
safeguarding arena. A recent significant and complex piece of work
undertaken by this team was supporting the closure of a registered
facility who were providing an inadequate service to people with a
mental health need. DCSS provided trained staff who attended at short
notice to assist the department to make people safe pending a move to
alternative care arrangements.

Regarding the telecare provision, this service is delivered 24/7 in
partnership with Housing Hartlepool. Housing Hartlepool provides the
‘technological’ support but the physical care response is undertaken by
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DCSS. There are in the region of 480 wulnerable people supported to
live in the community who use this very valued service.

The second aspect of the DCSS is the ‘Support element, formery
known as the Intensive Social Support Team (ISST). This aspect
focuses upon non-building based or ‘floating’ support to people over
the age of 18 and it is delivered across a range of service user groups,
including older people, people with learning disabilities and people with
physical disabilities.

This second element provides housing related support to people with
wulnerabilities that render them in need of support services in order to
increase or maintain their independence in their own accommodation
and in a community setting. Staffing within this element of the service
was increased a couple of years ago in response to changes in the
Local Authority's eligibility criteria and in order to expand the provision
of low level services, including introducing things like more luncheon
clubs. Also to provide a broader level of support to people with a
learning disability who wish to remain in a community setting rather
than be placed in a residential care home.

This element is not registered by the Care Quality Commission and
therefore does not provide personal care; the focus is exclusively upon
enabling people to sustain a degree of independence.

A significant amount of the work undertaken by this element is
commissioned via Supporting People and they monitor its’ perfomance
in accordance with the Supporting People Performance Assessment
Framework. Work undertaken that is not Supporting People related is
monitored via Deparimental performance procedures.

As agreed with Supporting People, the primary aim of the support
element is to provide housing related support that builds upon or
develops an individual’s own networks, reflects their needs, offers
value and promotes self worth; all this is achieved by developing, co-
ordinating and delivering a range of activities and services focused
upon supporting vulnerable people to: -

Live independently in accommodation or maintain their capacity to do
SO

Remain in accommodation by awvoiding inappropriate admission to
residential care or hospital

Relocate to more appropriate accommodation
Sustain people in their community and alleviate crisis

Re-establish community presence following discharge from hospital or
residential care

Promote independence and social inclusion of people with
wulnerabilities to ensure they are enabled to have an informed choice
and therefore able to make decisions affecting their lives
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The agreed service objectives are as follows:

Work with people to maximise functioning and independence, physical
and emotional wellbeing, autonomy and social inclusion

Establish or re-establish self-confidence so that living in
accommodation is a practical and achievable option

Work alongside a person, carers, and professionals to establish the
most appropriate support arrangements to meet assessed needs and
support people with wulnerabilities in accommodation in the longer term

Work with people to help them make sense of the variety of services
that may be involved or available, to support them to live independently
in their chosen accommodation

Summary of National and Local Drivers

Summary of Relevant National Drivers

The Health White Paper ‘Our Health, Our Care, Our Say: a New
Direction for Community Services’. This sets out the key elements of
reform for adult social care in England. It responds to demographic
challenges presented by an ageing population and the increased
expectations of those who depend on social care for their quality of life
and capacity to have full and purposeful lives.

Putting People First: a shared vision and commitment to the
transformation of adult social care. This is a major programme
establishing a commitment to the delivery of personalised adult social
care services; incduding promoting access to self directed support and
personal budgets.

Transforming social care LAC (DH) (2008)1. This introduces a
framework intended to transform the social care agenda by increasing
the focus on prevention, promoting well-being and early intervention.

Valuing People Now — From Progress to Transformation. This sefs
out the priorities for the provision of services to people with Leaming
Disabilities. It focuses upon personalisation, what people do during the
day, better health, improving access to housing and making sure
change happens.

Essential standards of quality and safety (March 2010). This
guidance about compliance from the Care Quality Commission sets out
what provider organisations must do to comply with the section 20
regulations of the Health and Social Care Act 2008.
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Community Care (Delayed Discharges etc) Act 2003. This
legislation was introduced to reduce delays in discharge or transfers of
care from hospital.

Summary of Relevant Local Drivers

As one would expect, the national drivers identified herein significantly
influence the work of the team however the following are some local
challenges which are also relevant.

Fair Access to Care Services (FACS). Provides statutory guidance
regarding the assessment of need and how this relates to the risk to an
individual’s independence. The risk thresholds are: critical, substantial,
moderate and low. Local Authority's can set their own threshold and in
Hartlepool we directly provide support and make services or Direct
Payments available for those people at a substantial or critical risk. To
meet the needs of those at less risk we provide advice, information or

signposting.

With regard to this work and the link to the ISST, in response to the
change we made in the FACS threshold in 2007 they were charged
with the responsibility for establishing community networks such as
luncheons clubs so local people could regulady meet to keep in touch
and develop interests and hobbies. This development is really valued
by those people attend these clubs and associations.

Housing, Care & Support Strategy for People with Learning
Disabilities 2009 — 2012. This strategy has been developed in the
context of policies that are relevant to developing and improving
housing and support services for people with leaming disabilities and
their carers. It emphasises that housing is a key priority for action in
relation to improving lives of people with learning disabilities .

The DCSS currently provide some direct support to people so they are
able to live independently in the community with increased
independence.

Housing, Care & Support Strategy for Older People 2008 — 2012.
This strategy has been developed in the context of policies that are
relevant to developing and improving housing and support services for
older people. The ISST currently provide direct support to older people
and their carers so they are able to live independently in the community
with increased independence.

Transition into Adult Life. The Special Educational Needs Code of
Practice (SEN) requires that all young people who are subject to a
statement of special educational need be offered formal support
through transition from Year 9 to, where appropriate, age 25. In
response to this Code of Practice, Hartlepool has developed a multi-
agency ‘Transition Pathway'.
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Current Situation

Following previous work undertaken to make managerial efficiencies
across the Council, as of April 11 2010 there is now one Manager who
has overall responsibility for both aspects of the Direct Care and
Support Service.

Direct Care Element

As an integral part of work undertaken to redesign and improve
provision as well as maximise efficiencies this element has as its core
business been successfully strategically aligned to intermediate care
arrangements and early intervention for many years. This is important
because it enables the Council to work more effectively to meet our
responsibilities to undertake an assessment of need and urgently
provide services to respond to crisis situations. Also by strategically
positioning the team alongside our health colleagues it helps the
Council to respond to a number of the challenges outlined within the
national and local drivers.

A recent analysis of this service indicated that at the end of the
intervention 70% of people require no further support, 8% retum to
hospital or pass away, with the remaining people 22% being supported
to access a personal budget via the Locality Care Management Teams.
Presently people are not enabled to use their personal budget to
purchase direct care from this service.

Akey consideration in relation to the current performance of the DCSS,
is by working so closely within intermediate care and early / crisis
intervention, this supports the ‘block’ contractual arrangements for
independent providers. This is because they ‘take over support in a
more structured and planned way, giving them time to re-arrange their
staffing whilst the DCSS ‘hold’ the situation in partnership with our NHS
colleagues.

For a number of years now there has been a carefully managed
reduction in staffing numbers at all levels within this service area, with
the few new staff being recruited on casual contracts. This has reduced
operational staffing capacity but the service has continued to be
successful due to positive working within the integrated health and
sodial care operational framework and the introduction of more flexible
working practices for some, but not all staff, together with electronic
scheduling for direct care staff.

The service operates 24 /7, 365 days per annum and currently there
are seven Supervisors who have responsibility for the direct
professional support to 50 - 55 workers who provide over 1,000
‘contracted’ care hours per week. These Direct Care Workers have
‘flexible’, ‘stable’ and ‘casual’ status and most of these have 20 hour
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contracts. However there is an opportunity for staff to work additional
hours, depending on the volume and intensity of the cases.

3.2.6 In relation to the activity the intermediate care volume of referrals has
increased by 5 — 10% year on year, with the majority but not all
interventions being focused upon providing short term and intensive
support to older people following hos pital admission.

3.2.7 There is a real issue currently about ‘capacity planning’ within the
operational system because of the reduced size of work-force in recent
years and the increasing number of referrals due to the demographics
relating to older people. This has successfully been managed to date
by reducing the length of the intervention and transferring cases in a
timely way to other Providers.

3.3  Support Element

3.3.1 This aspect of the overarching service has positive links with others
and receives referrals from a range of intemal and external service
areas as well as ‘self referrals’ from people within the town. The current
system in situ works well and ensures the support needed by the
service-users is quickly arranged and planned.

3.3.2 This service operates currently with one supervisory role, six support
workers for older people and people with a physical disability and four
support workers for people with a learning disability.

3.3.3 The activity of the support element aspectis as follows: -

+ Older People 73
+ People of working age with a physical disability 5
+ People of working age with a leaming dis ability 33

3.4  Currently the contractual and funding arrangements in place for the
overarching DCSS is as follows: -

+ EXPENDITURE - Monthly Pay Base; Weekly Pay Base; Transport;
Non-Pay is £1,773,714
+ INCOME - From Supporting People contracts is £275,660

3.5 Sernvice users receiving support are consulted with and encouraged to
identify ‘what works well’ and ‘what needs to change/improve’. These
consultations are undertaken using a range of methods appropriate to
the needs of the individual; induding a ‘satisfaction survey at the end
of the support, documents from the review (minutes, notes) should
indicate what has been successful and what needs to change to secure
more meaningful involvement.
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Gap Analysis

The current DCSS configuration only became operational in April 2010
following the departmental management re-structure of 2009 — 10 and
therefore some systems and revised processes are still inevitably
‘bedding in’. However it is already evident that there are some further
opportunities and challenges emerging for this service area. These
include: -

Direct Care Element

It is evident that there continues to be pressures across health and
social care regarding out of hours working area. Telecare operates 24 /
7 as does the Out of Hours District Nursing Service provided by North
Tees and Hartlepool NHS Foundation Trust. Currently both operate
from the same base but are separate and distinct functions. There is
considerable potential here for making improvements across health
and social care by operationally aligning both services, if this could be
achieved a more efficient use of resources is certain as many more
wulnerable people could be supported without increasing expenditure.
Furthermore it is likely that fewer people would require hospital
admissions and out of hours GP contact which would help to reduce
operational pressures.

The age profile of the service shows that in relation to those Direct
Care Workers with ‘stable contracts’ 5 are + 60 years of age and the
other 2 members of staff on these contracts are 58 years old.
Regarding those staff on ‘flexible contracts®, 9 staff are + 60 years of
age, with a further 13 of these staff being +55 years. This confims that
even allowing for the change in retirement rules enabling people to
potentially work for longer, without further consideration being given to
workforce planning, there is a grave concern about future
arrangements as over 50% of the workforce are + 55 years.

The age profile of Supervisors confirms that 50% of these experienced
staff are + 55 years.

Sometime ago this service area introduced a very successful Social
Care Traineeship scheme, this offered people the opportunity to learn
about working in care but it was linked to a career pathway. Once a
‘trainee’ successfully completed their induction they were guaranteed a
20 hour flexible contract of employment. We have several staff
currently providing direct care who benefitted from this scheme and
they are all highly trained and competent; plus we have had a number
of staff who started here and moved into other work areas within the
Department, including Occupational Therapy and two staff are currently
undertaking social work degrees.

The reablement training previously undertaken was introduced some
ten years ago, this needs re-visiting in the light of changes in practice.
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Currently this service operates exclusively in Hartlepool however given
the positive reputation and success of this service area and the fact
that the staff often support people being discharged from North Tees
Hospital there could be some potential of working with Stockton
Borough Council in a similar capacity and perhaps ‘share’ supervisory
and managerial resources.

Those staff currently employed in ‘stable state’ contracts of
employment are from the ‘old’ Cleveland days. Unfortunately they are
frequently unavailable to work additional hours or those ‘unsocial
hours often required by people in a 24 / 7 service. This causes
considerable challenges for Supervisors when allocating work and puts
unnecessary pressure on those staff on ‘flexible’ contracts of
employment.

Support Element

As was outlined in one of the SDO for ‘Employment, Vocational
Training, Volunteering and Floating Support’, supporting people into
vocational training, learning and employment is currently a key issue in
adult social care and additional resources are required to address this
issue. As suggested within that SDO staff from this team are ideally
placed to ‘fill’ this gap.

There is currently a challenge for adult social care to introduce a
broader range of housing options for people with a leaming disability
and / or mental health need.

Currently unlike those staff within the Direct Care element of the
service, electronic rostering is not used. Expanding this arrangement
into this element would maximise staffing resources.

Future Direction of Travel (Year 1)

The future direction of travel of the DCSS is set in the context of
increasing financial pressures being experienced by the Local Authority
and society in general; the national and local drivers outlined within this
report; the continued drive towards promoting individual's choice and
control via increased access to personalised services and improved
housing opportunities.

Some form of operational alignment of the ‘Direct Care’ and ‘Support
Service’ under one ‘umbrella’ service entitled DCSS, is undoubtedly the
most efficient use of resources. This broader service must continue to
work closely, though not exclusively, with our preventative and early
intervention (‘Multi-link’) services as this strategic ‘fit with our health
colleagues promotes health and well-being and maximises
independence. This ‘linkage’ should be an integral part of the future
direction of travel.
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The future work of the DCSS also needs to promote access to self-
detemination and personalised care and support; including supporting
those people with lower risks to independence in order to reduce their
need or delay the timing for on-going direct support from the Council by
continuing to develop individual’s links with local community groups,
such as luncheon clubs and housing providers.

Moreover ‘Valuing People Now’ and ‘Valuing Employment Now’ inform
us that people with leaming disabilities who currently access day
services should be offered person centred planning to help them
decide what they want to do as an alternative to attending a day
service and these strategies also say that the priority has to be around
helping people find paid employment particularly employment of
sixteen hours or more. This area requires additional support and staff
from this service area should have a role in addressing this challenge.

In relation to the work-force for ‘Direct Care’ in order to continue to be
successful in this challenging ‘climate’ flexibility and responsiveness is
required and therefore all staff providing direct care should be on the
same contract of employment.

In order to have sufficient capacity in this area to manage demographic
increases and respond to urgent / crisis situations it is necessary to
have in the region of 1000 contracted hours of direct care staff
supported by 1 x Manager and 7 Supervisors. Additional capacity being
made available within the operating systems for staff, as and when
required, to access ‘overtime’ to respond to crisis situations.

Regarding the ‘Support Element’ staffing, these should be divided with
6 staff focussing upon older people and people of working age with a
physical disability. The ‘Direct Care’ Supervisors will support these and
allocate work via electronic rostering. Four staff should transfer to a
new service with their work being focused upon employment and
vocational training for people with a learning disability and / or mental
health need.

Options (Year 1)

Option 1 — Maintain Current Service

The DCSS in its present foom was only established in April 2010.
Systems, processes and procedures are beginning to ‘bed’ in as staff
become more familiar with revised managerial and supervisory
arrangements; including work allocation processes and recording.
Maintaining the currentservice is therefore an option.

Advantages: Maintains short term stability giving staff ime to adjust to
new managerial and supervisory arrangements and work allocation
processes.
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Disadvantages: Fails to address challenges already identified or take
advantage of potential opportunities for securing the future of the
service by strengthening strategic and operational links. There is no
financial saving without the changes identified herein.

Option 2 — Re-model - One universal and flexible contractual
arrangement for all Direct Care Staff, re-introduce Social Care
Traineeships, re-fresh training around reablement, introduce
electronic rostering for all, explore further the potential of
alignment with Out of Hours District Nursing, divide the staffing in
the support element and delete the Supervisor role.

Advantages: The service re-model strengthens the strategic relevance
as it helps to address the national and local drivers and challenges.
The re-model will ensure that this service area remains a key element
of adult health and social care going forward. The re-model will lead to
more effective provision with a much better use of resources.

Disadvantages: Some Direct Care staff will be required to change
their contractual situation. Some staff from the Support Element will be
re-aligned and spedcifically be required to work with people with a
learning disability and / or mental health need, additional training will be
required.

Options (Year 2)

Business Transformation and the economic downturn have focused the
Department on exploring all available options for the future delivery of
services. In terms of the DCSS the options considered beyond year 1
are as follow:

Outsource the service

Staff develop and own a social enterprise
Work with Local Area Co-ordination model
Staff move to a LATC

Do nothing

Risks and Impact

Outsourcing the service without the Council continuing to have some
element of control would present a significant risk in the short term due
to the nature of the business, the excellent strategic positioning and
tried and trusted operational practice that has been effective for many
years. A considerable amount of work would need to be undertaken
with Providers to enable them to re-shape their structures to respond
as quickly to crisis situations, which would inevitably increase their
costs and consequently costs to the Council.
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Inviting staff to foorm a social enterprise, at this point in time, would risk
failure, currently staff are ‘risk averse’ and much prefer the perceived
security of their present contractual situation. Thus far staff have not
shown any interest whatsoever in developing a social enterprise and
therefore at this time they would require further information and support
about this potential option. This process has commenced via informal
discussions with Sundedand Home Care Co-operative but much more
work is required to change ‘hearts and minds’.

Further work is required in the short term to better understand the
potential of linking the work of staff in this area to local area co-
ordination.

Further work is required in the short term to explore the benefits of a
LATC, however provisional work indicates that this is an exciting
opportunity as it enables the LA to continue to have some control over
the situation, yet enables staff to develop new initiatives and ‘trade’ on
the open market.

Continuing the current service delivery model will be problematical
beyond the short tem, given those key challenges outlined within the
‘gap analysis’; induding the age profile and contractual issues. If the

service is to maintain its strategic relevance further work is required in
both Year 1 and Year 2.

Recommendations

It is strongly recommended that for Year 1 - Option 2 is accepted. This
will require significant changes and negotiation but if achieved will
place this service in the best possible position to maintain its strategic
relevance. This will require a re-model of services with the key
elements being as follows: -

One universal and flexible contractual arrangement for all Direct Care
Staff

Re-introduce of Social Care Traineeships

Refreshed training around reablement

Introduction of electronic rostering for all

Explore further the potential of alignment with Out of Hours District
Nursing

Divide the staffing in the ‘Support Element’

Delete 1 xBand 9 Supervisor role for ‘Support Element’

Efficiencies achieved by implementing these recommendations are
£99,699.

In Year 2 further research, analysis and debate is required about the
broader direction of travel with a decision to be made by Council about
the potential transfer to a LATC, SE or to work in a CIC.
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10.0 Conclusion

10.1 The strength of the DCSS is its strategic positioning and operational
alignment within intermediate care and early / crisis interventions. For
many years the DCSS has had an excellent track record of working in
partnership with others to address significant challenges across health
and social care. However given the anticipated future challenges in
relation to demographics, personalisation and the requirement for on-
going efficiencies further significant changes are necessary in order to
ensure the DCSS remains of strategic relevance going forward.

10.2 It is anticipated that by making those identified changes in Year 1 this
will make considerable improvements to the service and place it in a
much better position to address the broader challenges of potentially
developing a LATC, SE or CIC.
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HARTLEPOOL BOROUGH COUNCIL

Diversity Impact Assessment <
= HARTLEPOOL
(Predicted Assessments)
Lead Officer: John Lovatt Published Date: 28" Sept 2010

Who has undertaken the assessment: J. Lovatt, K. Millican, M. Lowther,

Date forwarded to Departmental Diversity Rep: 1 October 2010

Is the subject to be assessed a: (Please tick)
Strategy [1 Policy O0 Service

System [1 Project [1 Other

Name of the assessed and brief description:

Direct Care and Support Service: There are two aspects to the service. One aspect
provides personal care in the form of home care and reablement and is registered with
the Care Quality Commission. The second aspect provides support only and is registered
with Supporting People.

What is being assessed is(p/ease tick)

Existing New

Is a copy of the new policy/strategy attached (p/ease tick)

Yes O No
If No, where can it be viewed?
Please see Cabinet Report 1 1™ October 2010 regarding SDO for Provider Services in
Adult Social Care.

Links into Community Strategy and Council Themes (p/ease tick box(es))

Jobs and the Economy [1 Environment O
Lifelong Learning and Skills [ Housing O
Health and Care Culture and Leisure OO

Community Safety [1 Strengthening Communities [

Organisational Development 1
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Stage 1 - Overview

1. Please give a brief description of the aims, objectives or purpose.
(Note: Wherever possible please quote from the document)

The aim of the service is to:

Provide personal care in accordance with National Minimum Standards

Help people live independently athome

Prevent inappropriate admission into residential care

Facilitate timely discharge from hospital

Work with people to promote independence, maximise functioning and physical /
emotional well-being

The aim of the Impact Assessment is to assess the impact of re-modelling the service to:

Introduce one universal and flexible contractual arrangement for all Direct Care Staff
Re-introduce Social Care Traineeships

Re-fresh training around reablement

Introduce electronic rostering for all

Explore further the potential of alignment with Out of Hours District Nursing

Divide the staffin the support element

Delete the supervisor role

2. Who is responsible for implementation?

e Registered Manager — M. Lowther
e Responsible Individual — Kath Millican
e Acting Assistant Director — Operations J. Lovatt

3. Who are the main stakeholders? (please tick)

The General Public Public Sector Service Providers O
Employees The Community & Voluntary Sector [1

Elected Members 1

Stage 2 — Research and Findings

4. What evidence do we presently have and what does it tell us?
(Include any numerical data, public consultation or involvement, anecdotal evidence
and other organisations’ experiences, outcome of any previous service related INRA,
entry into the Risk register)
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The Direct Care and Support Service (DCSS) was established two years ago.

There are currently two distinct aspects to the DCSS. One aspect, the ‘Direct Care’
elementis concerned with the provision of home care/reablement and telecare services.
As this aspect of the service provides personal care it is registered with the Care Quality
Commission in accordance with statutory legislation.

The purpose of the personal care provided is to assist people to, attimes of crisis, remain
in their own home. The service primarily, but not e xclusively, provides short-term
interventions often alongside nursing and therapy services for up to a maximum of six
weeks using a reablement approach and in doing so promoting independence.

Referrals to the service has increased from between 5 - 10% year on year with the
majority of interventions focused upon providing short term and intensive support to older
people following hospital admission.

Arecent analysis of this service indicated that at the end of the intervention 70% of
people require no further support.

The service operates 24/7, 365 days per annum. There are 7 supervisors responsible for
50-55 workers who provide over 1,000 contracted care hours per week. Staffing numbers
have been reduced over a number of years and any new staff recruited are done so on
casual contracts.

Analysis of the direct care workforce has shown that over 50% of the workers (and
supervisors) are over 55 years old. In addition, those staff who have been employed long
term in the service have fixed contracts which has led to less flexibility in their approach to
working hours which can cause problems for supervisors when allocating work.

Sometime ago this service area introduced a successful Social Care Traineeship scheme
that offered people the opportunity to learn about working in care and was linked to a
career pathway. Once a ‘trainee’ successfully completed their induction, they were
guaranteed a 20 hour flexible contract of employment. As a result of this scheme staff
went on to work in providing direct care as well as moving into other areas of the
department such as occupational therapy. Two staff from the scheme are currently
undertaking social work degrees.

The second aspect of the DCSS is the ‘support’ element. This aspect focuses upon non-
building based or floating support to people over the age of 18 and is delivered across a
range ofservice user groups, including older people, people with learning disabilities and
people with physical disabilities.

This element provides housing related support to people with wulnerabilities that render
them in need of supportservices in order to increase or maintain their independence in
their own accommodation and in a community setting. Staffing within this element of
service was increased in response to changes in the eligibility criteria for services to
ensure the expansion of the provision of low level services, induding introducing things
like luncheon clubs. Also to provide a broader level of support to people with a learning
disability who wish to remain in a community setting rather than be placed in a residential
care home.
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This service operates with one supervisory role, six support workers for older people and
people with a physical disability and four support workers for people with a leaming
disability. The majority of service users are older people.
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5. Identify the gaps in the evidence that we presently have?

¢ No identified gaps the change to the proposed change to the service is solely
about efficiency linked to Business Transformation.

6. Record what needs to be done to gather further evidence to undertake the
impact assessment?

e All reasonable steps have been taken.

Please note: You will need to have viewed your data or insufficient data before
answering the following questions. If no data is available, you will need to make
a record of this within your answers below and indicate how this data will be
gathered in the future. (Please refer to glossary for the terms- unmet needs,
differential impact, positive impact, negative impact and adverse impact
provided in the guidance)

7. Are there any unmet needs/requirements that can be identified from your
research that impact specific equality groups? Which equality groups does it
impact?

No

8. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of gender? Gender refers to male, female and
transgender. Please explain your answer.

No. Whilst the majority of the direct care workforce are women so subject to potential
contractual changes, any males in the workforce will be subject to the same changes and
any future male employees would be employed on the same contractual basis.
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9. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of racial or ethnic origin? Please explain your
answer.

No

10. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of religion or belief? Please explain your
answer.

No

11. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of disability? Please explain your answer.

No

12. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of age? Please explain your answer.

No

13. Are there any concerns that there could be a differential/positive/negative/
adverse impact on the grounds of sexual orientation? Please explain your
answer.

No

14. Summary of adverse impacts (please tick)

Gender O Disability [1
Race/Ethnic Origin 1 Age O
Religion/Belief (1 Sexual Orientation [
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Stage 3 — Consultation

15. Who have you consulted with?

All staff in the service areas have been informally consulted to work up the various
options to generate the efficiency.

16. Summary of findings/recommendations from the consultation

Itis recommended that an efficiency of £99,699 is generated from recommendations
outlined within the cabinet report. Staffing implications include:

Some staff transferred to Learning Disability and Mental Health employment and Support
services.

One universal contract for all Direct Care Workers rather than a current two tier system.
Refresh training for Direct Care Workers in reablement.

Deleting 1 x Supervisor post

Stage 4 — Adverse Impacts

17. Please give details of what the predicted adverse impact is expected and which
groups or individuals it affects.

No identified adverse impact on Service users.

18. Record what immediate actions are taken prior to implementation to address
the adverse impact?
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Decision required from Cabinet.

19. Can the adverse impact be justified for any reason? Please explain.
(Legislation, promoting equality of opportunity for one group (positive action) etc.)

No adverse impact on service users

Stage 5 — Action Planning and Publishing

20. What actions are needed to be taken after the implementation

Action Responsible officer Completion
Date
Decision required by Cabinet Cabinet 11"
October
2010
Processes then will be agreed for further Assistant Director March 31°
consultation with HR 2010

21. What are the main conclusions from the assessment?

Impact on staff in relation to increased workload is inevitable.
Efficiency required is essential in current economic climate.
Risks to service users can be managed within identified resource
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22. How is the impact assessment published/publicised?

The assessmentis part of the report presented to the Cormporate Management Team and
Cabinet.

23. How is the impact further assessed after its implementation?

Care Quality Commission will undertake regular inspection ofservices.

Signed: Date:

RN . _<l;<_7;_'j..~,
({?\3 P 29 September 2010

Director/Head of the Service
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