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Community and Social Services

Report to Budget Committee

1st October 2003
Subject: Budgetary Control – Home Care Projected Overspend 2003/04

1. Purpose of Report

This report has been prepared to inform members of the actions to mitigate the forecast overspend on the Home Care budget in 2003/04.

2. The Home Care Service

As members will be aware Home Care is provided to Salford people to help them to live safely at home, retaining their independence.

Home care is provided by a combination of the Authority’s in-house Home Care service and agencies commissioned by Social Work teams.

Home care is provided to those whose needs can be met by Home care services, after a Community care assessment is carried out.

Home care is a critical component of the Health/Social Care system, supporting people at home and preventing the need to admit people to Hospitals and Residential homes. It is recognised as an important area by the Department of Health and has, from the beginning, been included as part of the Performance Assessment Framework for Personal Social Services.

The relevant performance indicators and Salford’s current performance (as at March 2003) are shown below

	PI Ref
	Indicator
	2002/03

Performance Banding

( * = Poor, ***** = Excellent )

	C28
	Intensive Home Care
	*****

	C29
	Adults – Physical Disability - helped to live at Home
	***

	C30
	Adults – Learning Difficulty - helped to live at Home
	*****

	C31
	Adults – Mental Health - helped to live at Home
	*****

	C32
	Older People helped to live at Home
	****


The majority of the service is provided to older people, who are most vulnerable to crisis episodes, which can lead to the need for hospitalisation or residential care. Our performance in this area is good, as evidenced by the **** rating for indicator C32 above.

It should also be noted that the new “delayed discharges from hospital” legislation comes into operation from 1st October 2003, with the fines element starting 1st January 2004. This means that the Local Authority will be fined £100 per day for each individual classified as a delayed discharge.

3. Home Care Projected Expenditure 2003/04  

Budgetary control reports have highlighted a growing pressure in the Home care budget since the beginning of the year. 

The projected expenditure based on costed care plans extracted from the Directorate’s client information database is £11,336,000. This represents a potential overspend of £872,000 (8%) compared to the budget provision of £10,646,000.

The budget and expenditure forecast are analysed over client groups below 
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The above represents the latest projection based on costed care plans as at 31st July 2003. The analysis excludes Learning Difficulties, which is part of the pooled budget arrangements with Salford Primary Care Trust.

4. Observations

In-House Home Care

The budget for the In-house home care service represents 32% of the total budgeted expenditure on Home care. 

The service is showing a projected £156,000 underspend against a budget of £3.3m. The underspend in this area has been generated by the reduction in the size of the workforce, due to natural wastage. Part of the underspend has been earmarked to help set up the new “Intermediate Domicilliary Service” for people being discharged from Hospital.

Independent Sector Home Care

The major areas of overspend are on Older people on the West side of the City (£624,000) and people across the City with Physical Disabilities (£224,000).

5. Action Plan

A small working group of Senior managers has been monitoring this area closely and developing a range of actions to mitigate the potential overspend for 2003/04.

The working group identified the following key elements to improve forecasting, monitoring, managing demand and managing budgets.

5.1 Forecasting - Demand, Capacity and Models of Commissioning

· Establish demand and capacity model covering 3 year period

· Develop systems for calculating resource requirement

· Develop commissioning models, incorporating service and contract types

· Identify improvements in Care Management Commissioning methods

5.2 Monitoring Information – Finance and Activity

· Establish and develop appropriate budget / commitment reports

· Implement transfer of Mental Health over 65s service users to Adult East/West teams

5.3 Managing Demand - Eligibility, Intervention and Commissioning Practice

· Assessment of review system in operation at Contracts, Commissioning and Review team to establish good practice transferable to other parts of the Directorate.

· Review intervention levels through implementation of Fair Access to Care (FACs)

· Review all packages of Home Care between £100 - £150 for 2 months (commencing 11th August 2003)

· Implementation of new “Intermediate Domicilliary Service” 

5.4 Managing Budgets

· Develop scheme of delegation appropriate to the management of volatile, demand led services

Some of the actions above will establish systems and procedures to assist the Directorate with its programme of continuous improvement in the medium to long term. However, the specific actions around scrutiny of new care packages between £100-£150 per week and the development of the new Intermediate Domicilliary service provide the greatest scope for mitigating the potential overspend in 2003/04.

5.5 Scrutiny of New Care Packages between £100 - £150 per week 

Since 10th August new packages of care requiring a weekly budget commitment of more than £100 per week has not been authorised without the signature of 2 managers. This was because statistical information suggested the greatest increase in spend had been in packages of £100-£150 per week whilst care packages in the range £150-£250 had reduced as these had previously been subject to particular scrutiny over the preceding 12 months.

The enhanced level of scrutiny will be complete by mid October. The outcome of the exercise will then be evaluated before considering the next steps.

5.6 New Intermediate Domicilliary Service

Salford Community & Social Services is in the process of developing an intermediate domiciliary care service.   The service will initially be available to hospital patients who would benefit from an ‘enabling service’ – encouraging patients to regain their independence following a hospital episode.   This is likely to lead to a reduction in the care package that will be needed in the long term and ultimately a reduction in spend.

Although it is not possible to predict the exact level of savings associated with this new service, it is assumed that the initial saving will be equivalent to the level of grant being used to fund the service ie £300,000.

5.7 Fair Access to Care Services  (FACs)

In 2002 the Department of Health issued guidance on Fair Access to Care Services.   This guidance provides a framework for determining eligibility for all adult care services.    Councils are required to provide or commission services to meet these needs, subject to their resources.   FACS guidance confirms that councils can take their resources into account when setting their threshold for eligibility for services.   Work in Salford is currently under way to define ‘eligible needs’ and this will clearly impact on the budgetary spend.

The implementation of FACs, offers the opportunity to determine appropriate intervention levels and reinforce consistency in assessment of service users, but will not materially impact until 2004/05.

6. Risk Assessment 

The current forecast overspend for 2003/04 is £872,000. The forecast is an estimate based on current costed careplans within the Carefirst system. The estimate may go up or down depending on the level of demand and the number of service users exiting the service.

Home care is an integral part of the whole system for Health and Social care. Changes to the level of support offered, has a potential impact on the demand for hospital / residential care and needs to be managed sensitively and effectively, taking on board the wider picture.

The Intermediate Domicilliary service will reduce the level of ongoing home care required. The focus on rehabilitation will encourage service users to return to a state of independence more quickly. The initial level of saving is estimated to be £300,000, which will go part way to meeting the £872,000 projected overspend.

The scrutiny of new care plans between £100-£150 per week may result in a reduction of costs. The materiality of any saving will be assessed at the end of the two month trial in October.

7. Conclusions

There is some opportunity, through the actions highlighted above, to mitigate the size of the overspend on Home Care in 2003/04.

However, it will be difficult to manage and prioritise the demand for home care services without an impact on other parts of the budget.

In addition to the actions above the Directorate is reviewing other areas of the budget to identify underspends which may be vired to this area.

8. Recommendation

Members note the budget position and the actions proposed.
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