



REPORT OF THE DEPUTY DIRECTOR OF HOUSING AND PLANNING

TO THE LEAD MEMBER FOR  HOUSING
FOR BRIEFING ON 5th FEBRUARY 2008
FOR DECISION ON 19TH FEBRUARY 2008
TITLE: 
CHANGE OF PROPERTY USE FROM INDUCTION SERVICES TO     GATEWAY PROGRAMME FOR REFUGEES.
RECOMMENDATIONS:  

That Lead Member for Housing is recommended to:

1. Note the developments relating to the re-negotiation of the asylum induction contract entered into with the Borders and Immigration Agency (BIA) in 2004 and the subsequent development of an exit strategy from the contract following termination.
2. Approve the proposed change of customer base for the current 7 properties used for induction, for inclusion on the next phase of the Gateway programme for refugee families.

3. Notes that the progress of the new arrangements will form part of the Business Plan of HCP which will be routinely reported to lead member.
EXECUTIVE SUMMARY: 
In the summer of 2004 Salford, along with other Greater Manchester Authorities,  signed up to a contract with the then National Asylum and Support Service (NASS)  to provide 7 properties for the provision of accommodation for asylum seekers new into the country.

NASS subsequently gave notice to terminate this ‘Induction’ contract earlier than anticipated in 2007/2008, as costs for the North West Consortium model were felt to be disproportionately high in comparison to other contract models operating in the country. 
North West Consortium Authorities were invited to submit bids for a new contract model and were later informed that the bid was unsuccessful and that dispersal under the Induction model would cease on procurement of newly contracted properties through the successful bidder.
The North West Consortium Authorities, through the Consortium Office, were tasked to develop an exit strategy from the Induction contract exploring a range of options that best offer protection to the Local Authorities in terms of service delivery, income, and stock retention. It is recognised that the best option will be based on the circumstances of individual Local Authorities.
The options for alternative use of the properties include:
· Returning properties to normal letting
· Adding the properties to the main target dispersal contract

· Changing the use of properties to support the Gateway Protection Programme.
The Gateway Protection Programme is the name of the UK’s refugee resettlement programme where cases are assessed and decisions made on status before entry into the UK is granted by the Home Office.  For participating Local Authorities there is funding for the provision of properties and an intensive housing management service.
Refugees receive information, advice and support before and after arrival, in a cultural orientation programme which is provided by Refugee Action. 
An assessment of the options in Salford was carried out with Housing Connections Partnership (HCP) who provide the current operational induction service. The preferred option is to transfer use of 7 properties to the next tranche of arrivals to the Gateway Programme in February 2008 as this would support and enhance service delivery to refugees, stabilise the delivery of the main asylum contract and best secure income lost to HCP’s asylum team.
Exploratory meetings with the Home Office have taken place on this basis and it is considered that the most practical approach to participating in Gateway in Salford would be to work with Bolton and Bury MBCs as both Authorities have already completed successful Gateway Programmes.
BACKGROUND DOCUMENTS: N/A
ASSESSMENT OF RISK: Low to Medium.
The Gateway programme is a grant funded programme that carries none of the financial risk or penalties currently attached to the induction contract or the asylum dispersal contract.

Gateway minimises the loss of contractual income from termination of the induction contract and offers income potentially lost through the same.

Gateway participants arrive in the country with their status already determined as refugees and their rights regarding access to public services are therefore already established.
SOURCE OF FUNDING: 
There is no provision within the General Fund for this service; therefore, any costs associated with the delivery of the project must be met by the Gateway Project grant.

LEGAL IMPLICATIONS:
Contact Officer and Extension No: Colin Elliott Manchester City Council 0161-273 2016.


Comments: Manchester City Council as Lead signatory Authority on the Asylum Induction contract is leading on successful termination of the Induction contract  
FINANCIAL IMPLICATIONS:
Contact Officer and Extension No: Joanne Hardman 0161-922 8792
This report provides only high level estimated costs based upon Salford’s experience of delivering the asylum service and the experience of other Greater Manchester authorities in delivering the Gateway Project.  Based upon the advice of the other authorities currently delivering the project, all costs associated with the service should be covered by grant.  A more detailed breakdown of costs and clarification of the grant conditions will be obtained prior to making a final submission to deliver the service. 
COMMUNICATION IMPLICATIONS:
Positive human story of integration, moving from camps in war torn areas to settled lives in the UK.
Managing of the message similar to myth busting regarding entitlements in country and positive contribution.
VALUE FOR MONEY IMPLICATIONS: The Gateway programme provides additional value to associated services such as Health and Education in terms of individual grants per person for refugees on the programme. This enables those services to more effectively plan and manage their resources.
Further added value on this model comes from the work Refugee Action do within the Communities.  Refugees are placed and supported to contribute to the local Community Cohesion and Social Inclusion agendas.
CLIENT IMPLICATIONS: 
PROPERTY:  Properties currently used for asylum induction are located in the Salford 6 area, managed by Salix Homes, and in Little Hulton to be owned and managed by City West.  Arrangements for the use of properties in Little Hulton will need to be sought by agreement post April 2008.
HUMAN RESOURCES: Termination of the asylum induction contract may have implications for staff resources. Where posts are lost due to termination of the contract TUPE may apply.  Manchester City Council Human Resource Team are co-ordinating this assessment for the participating Local Authorities.  There are no TUPE implications for HCP however.

CONTACT OFFICER: 
 Janice Samuels                 Extension No: 8773
WARD(S) TO WHICH REPORT RELATE(S):  
KEY COUNCIL POLICIES:  Community Cohesion
                                              Diversity
DETAILS:

1. Background

1.1 In the Summer of 2004 Salford, along with other AGMA authorities, signed up to a contract with the then National Asylum and Support Service(NASS) to provide 7 properties for the provision of accommodation for asylum seekers new in country.

1.2 NASS gave notice to the North West Consortium of Greater Manchester Authorities that they were minded to terminate the Induction contract in 2007/2008 as costs for running the service were felt to be disproportionately high in comparison to other contract models for induction in the country.  Lead Officers for the Consortium entered into renegotiations to secure a new contract based on lower price structures and more closely aligning it with the wider dispersal contract for asylum seekers.
1.3 During renegotiations on the new model, NASS suspended dialogue on new contracts due to national changes in the way asylum applications were assessed on arrival in the country (the new asylum model or NAM). The Home Office undertook to conduct a full review of all initial accommodation services offered to asylum seekers including induction services.

1.4 New invitations to tender for initial accommodation services were issued based on very specific criteria around the location and type of accommodation required to fit the new way of assessing claims, in particular the requirement for that accommodation to be within walking distance of the NAM reporting centre in Liverpool.

1.5 There were three separate elements to the bid:
· Emergency overnight accommodation
· Initial accommodation ( for a period of 14 days)

· Term of claim cases where removal from country was likely.
1.6 The North West Consortium was informed that the bid submitted had not been successful and that induction dispersal into the current contracted properties would cease on procurement of new initial accommodation properties in Liverpool.
2
Exit Strategy and Options

2.1
Contracted Authorities within the North West Consortium were therefore tasked with developing an exit strategy from the induction contract to ensure the following:
· Minimising loss of contractual income
· Ensuring staff retention where possible

· Enabling Service continuity 
· Reducing the impact on the operation of the larger dispersal contract.
2.2 The Induction exit strategy has been co-ordinated by the North West Consortium on behalf of participating Local Authorities (Appendix 1). The Strategy has focused on:

· Timing of exit from the contract

· Protection of reimbursement of start up costs on the original contract

· Future use of induction properties to best ensure:
· Continuity of accommodation services

· Staffing and business continuity in Salford for HCP

· The ability to continue to deliver on the main dispersal contract.
2.3 Several options for alternative property use include:
· Returning properties to normal letting 

· Adding properties to the main target contract

· Changing the use of properties to the Gateway programme

(Appendix 2).
2.4
An assessment of these options was carried out with HCP as the operational     provider considered:
· The return of the 7 properties to normal let would have minimal impact on the overall letting stock. However, the impact of the financial loss would have a significant impact on the delivery of the main dispersal contract.  
· The addition of the 7 properties to the main dispersal contract would reduce the amount of income attracted as the target contract is a commercial price based contract (as opposed to Gateway which is a grant funded programme).
· Transferring use of the 7 properties to the next Gateway tranche of arrivals in February 2008 would support and enhance service delivery to refugees new in the country, secure income lost to the authority and stabilize HCP’s ability to deliver on the main asylum contract. 
2.5
The Gateway programme which currently operates in Bolton and Bury is seen as a positive, service led, programme that comes without many of the issues and challenges experienced in the original contracts:
· People arrive as refugees with their status already decided and their right to reside and work already determined

· Funding for services such as health and education is provided to Education and Health Trusts in addition to standard funding.

· Support packages provided initially by Refugee Action, (directly funded by the Home Office) and the supported tenancy move on service are linked to employment and integration as much as to effective tenancy management.
· On this programme there is added value from the work Refugee Action do in communities around integration that contributes to community cohesion and is endorsed through Salford’s multi-agency forum for asylum seekers and refugees.

· The programme offers a real opportunity to make a positive difference to people’s lives that is supported and sustained into the future.
3
Current Position
3.1
Several exploratory meetings have taken place in the Sub Region with BIA, involving managers and staff from HCP and Gateway has emerged as the most appropriate way forward for the service. 

3.2 The most practical approach to entering the Gateway programme in Salford is considered to be working with Bury and Bolton MBCs who already participate jointly in Gateway and have successfully completed several programmes. The programme delivered by Bolton and Bury uses Refugee Action to provide initial specialist support to refugees new in Country.  These costs are met separately by BIA. 
3.3 An outline financial position has been prepared by HCP, for submission to BIA, based on the practical experience of Bolton and Bury (Appendix 3).  There has been success in negotiating the reimbursement of the Induction Service start up costs, which will be returned to the Local Authority and can be used to support the changes to the new service.
3.4 Subject to approval and participation in Gateway, progress and performance of this service will be routinely reported to lead member as part of the Business Plan of HCP.
4 Conclusion 
4.1 The termination of the induction contract by BIA is inevitable and imminent and whilst Manchester, as Lead Authority on induction, is working to ensure the financial loss is minimal, participation in Gateway offers a direct replacement of contractual loss in the longer term as well as bringing benefit to existing services and those who use them and to the Local Authority. 

Bob Osborne
Deputy Director of Housing and Planning
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Appendix 2 to Lead Member Report ; CHANGE OF PROPERTY USE FROM INDUCTION SERVICES TO GATEWAY PROGRAMME FOR REFUGEES  

Gateway


The Gateway protection programme is the name of the U.K’s refugee resettlement programme.


Under this programme (advocated by the Office of the United Nations High Commissioner for Refugees or UNHCR) applications for resettlement are referred by the UNHCR to the Home Office direct.


Cases are assessed and decisions made on status before entry into the UK(often assessment is in the refugee camps) by the Home Office.


Individuals referred to the UK for resettlement are considered  by UNHCR to be  eligible for recognition as refugees according to the 1951 Refugee Convention. Their life ,liberty ,safety ,health or other fundamental human rights must also be at risk in the country where they have sought refuge.The UK imposes further restrictions including  health and security checks.

Refugees  receive information advice and support before arrival in a cultural orientation programme , on arrival information sessions  and regular home visits.


On this Gateway model support and advice in country are provided by Refugee Action. Resettled refugees within the first month will be receiving benefit payments , looking for work, taking English language courses and looking at other education and training opportunities, this support is funded for 12 months.  
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Title  LEAD MEMBER REPORT CHANGE OF PROPERTY USE FROM INDUCTION SERVICES TO GATEWAY PROGRAMME FOR REFUGEES  


Assumptive Costs for the Provision Of Gateway by Housing Connections Partnership 


Activity                                            Costs per year on a 3 year programme                      

Staffing                                                                  40,000

Preparation time and void loss                                1,666

Office costs                                                            10,000

Recharges                                                                2,000

Decoration                                                               5,200 

Furniture                                                                 10,000

Total costs                                                             68,866


Please note that costs are exclusive of translation and any adaptations that may be needed  . These services are billed for quarterly on  demand.
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NORTH WEST CONSORTIUM (EAST)


PROPOSAL TO EXIT THE INITIAL (INDUCTION) ACCOMMODATION 


SERVICE TO ASYLUM SEEKERS AND THEIR DEPENDANTS


Introduction


1. This document sets out proposals developed by the North West Consortium East (NWCE) local authorities to exit from the contract between Manchester City Council, its NWCE partner authorities and the Home Office for the provision of Induction accommodation and support to asylum seekers. 


2. Relevant political and Chief Officer approvals must be sought prior to formal agreement and implementation of the proposals, the content of this paper cannot therefore be regarded as binding NWCE local authorities to any agreement to proceed as proposed.


3. It is proposed that MCC will continue to contract with the Home Office (Border and Immigration Agency) to provide an induction service in the AGMA sub region until 31st March 2008. It is further proposed that local authorities will implement a phased reduction in the capacity of Induction Accommodation available to accommodate asylum seekers when agreement is reached and formal notice to terminate the Induction Contract is served by the Home Office.


Important Points to Note


4. The following points are highly significant and must be noted:


5. The Home Office (BIA) must terminate the current contractual arrangement to ensure that NWCE local authorities are reimbursed in full for start up costs incurred when the current Induction Service was established. 


6. NWCE authorities have developed the following proposals on the basis that referrals will cease to the Induction Service from 1st January. It will be necessary to revisit the proposals if there is any material change in the requirements of the Home Office.   


7. NWCE local authorities have developed the following proposals to ensure that both the reasonable needs of the Home Office can be accommodated and that staff engaged to deliver the current Induction Service can be re-deployed or made redundant (if this should be necessary). Local authorities have also considered the future potential to use Induction Accommodation to house asylum seekers or refugees under other schemes or contractual arrangements. The proposals may therefore be subject to change, depending upon the progress made to negotiate the use of Induction Accommodation for other asylum related projects with the Home Office. 


8. Whilst NWCE local authorities are confident that the proposals set out below are realistic and achievable there may be a need to provide accommodation to individual service users for longer than anticipated where exceptional circumstances exist. NWCE local authorities expect that any exceptions to an agreed timetable for reducing accommodation will be negotiated with the Home Office as they arise. 


9. The content of this proposal must not be publicised by the Home Office or the NWCE local authorities and their agents without the agreement of the other. This will ensure that information, publicity and responses to media interest are managed effectively and consistently by all concerned in line with the terms of the media strategy developed and agreed at the time the Induction Contract was established in 2004. 


Background Information


10. Following a review of Initial Accommodation required for asylum seekers in the North West Region the Home Office, in March 2006, implemented a competitive bidding process to secure short-term accommodation provision. At the time the Home Office stated a clear preference for the use of single site, hostel type accommodation in the Liverpool area. The reasoning behind this approach was to locate service users as close as possible to the Asylum Screening Unit, and their NAM Caseworkers, both of which are located close to the centre of Liverpool. 


11.
The Home Office announced that Liverpool City Council would deliver short-term accommodation for asylum seekers in May 2007. Therefore whilst the quality of the service provided by NWCE local authorities is not in question the Home Office does not require the current NWCE Induction Service in the longer-term as Initial Accommodation in Liverpool becomes operational.

The Proposal


Induction Accommodation:


12.
Manchester City Council (The Provider) and its agreed agents (participating Greater Manchester local authorities) propose in the future to utilise Induction Accommodation as follows:


· Provision of accommodation for asylum seekers supported under Section 95


· General Use (for local residents)


· Provision of accommodation for refugees under the auspices of the Gateway Protection Programme


13.
Due to the commencement of the Case Resolution Programme, some properties have already been removed from the Induction Contract with agreement from the Home Office. It is proposed that the Provider and its agents will continue to reduce the capacity of Induction Accommodation over a period of four months (1st December to March 31st 2008). The proposed programme for reducing accommodation capacity is attached as Appendix 1.


14. This approach is necessary to allow NWCE authorities to explore the potential (with the Home Office) to receive refugees under the terms of the Gateway Protection Programme. The large-scale increase in demand for social housing that has occurred across Greater Manchester in recent years means that local authorities are unable to reserve empty properties for use by asylum seekers for any length of time. Local authorities may have little alternative but to return empty properties to general use. If this occurs it will be very difficult to find replacements.  


15. It is therefore imperative that local authorities are able to retain Induction Properties in use until the outcome of discussions regarding the Gateway Scheme is known. NWCE are willing to accept induction referrals until the end of December, and will accept the referral of Induction Legacy Cases until the end of January to ensure enough time is available to ensure the dispersal of all service users from accommodation by the time the properties are to be removed from the contract. 


16.
In any cases where a property to be removed from the induction contract still has a service user in it, the provider will take responsibility for moving the service user to alternative accommodation. In some situations the provider may be willing to wait for the property to become empty. This will be negotiated on a case by case basis as payments will need to continue. However in exceptional circumstances it may not be possible to move the service user. If such issues arise NWCE authorities expect that BIA will negotiate alternative solutions. The provider will continue to charge BIA for use of individual properties until they are formally removed from the Induction Contract. 


17. It will be necessary for the Home Office to ensure that all service users are dispersed or otherwise moved from Induction Accommodation by the 24th March 2008 in order for the service to end on 31st March.


Staffing and Service Delivery


18.
Dependant upon progress in managing a phased reduction of the Induction Contract property portfolio, the Provider and its agreed agents will re-deploy, loose through natural wastage, or provide notice of redundancy to staff as may be needed. 

19.
Local authorities will make all reasonable efforts to reduce staffing during the phased reduction in Induction Accommodation capacity. It is anticipated that this approach will reduce operating costs and result in savings for the Home Office where staff are redeployed to other services or leave the Induction Service under other circumstances. NWCE local authorities require that the Home Office continues to meet the cost of employing those staff that remain in post, or cannot be redeployed, until the point that the Induction Contract ends (March 31st 2008).


20.
In addition certain key posts must be retained to close down the contract and to prepare for the final cost and review financial exercise. These are:


· Finance Officer


· Finance Manager


21.
NWCE local authorities propose to charge the Home Office for an appropriate proportion of the costs associated with the above posts for 2 months after the termination of the contract. 


Transport Service


22.
Manchester City Council’s Community Transport Service requires three months formal notice in order to re-deploy the staff employed to deliver the transport components of the Induction Service. In the interim period reasonable costs will be charged to The Home Office.


Information Management 


23.
The Induction Service placement officers will provide notification to the Home Office of the properties to be removed from the Induction Contract and when this will occur. 


24.
The Provider will work closely with the Home Office to ensure the appropriate and effective dispersal of service users from Induction Accommodation as accommodation capacity is reduced. 


Out of Hours Service


25.
NWCE proposes that the Out of Hours Service (provided by Bolton MBC) will continue to operate at full capacity until the 31st March 2008. The continuation of this service will also ensure that any late referrals can be accommodated and allow Bolton MBC to serve adequate notice of closure to sub contractors. Service users will cease to be referred to the service after the 24th March in order to ensure that move on has occurred and the properties have been adequately prepared to return to alternative use.


Health Service


26.
It is understood by the NWCE local authorities that the Department of Health will continue to provide funding to local Primary Care Trusts (PCT’s) to operate health screening services until 31st March 2008. We understand that this approach has been agreed to ensure that the PCTs have the opportunity to re-deploy staff and develop appropriate exit strategies. This will also ensure that any service users referred to the service before the termination of the contract will be able to access appropriate health care.


Consultation and Approval


27.
Officers of NWCE local authorities must seek necessary approvals prior to formal agreement and implementation of an exit strategy. This will be done when provisional agreement on the approach to be adopted is reached with the Home Office. 


28.   Local authority lead officers will inform other departments within their local authority that may be affected by the termination of the induction service (e.g. Children’s and Adult Social Care Departments). They will monitor the impact of the changes and call a meeting with the BIA contracts manager to address any issues that may arise. 


Sub Contractual Arrangements


29.
The Provider will take responsibility for terminating sub contracts with its agents as and when appropriate over the 4 month exit period proposed above. 


30.
All subcontracts for the provision of Induction Accommodation and associated services will be terminated by the 31st March 2008. 


Monitoring of the Exit Strategy


31.
NWCE authorities propose that the Provider’s nominated officer and the BIA Contract Manager will meet at least twice during the exit period in order to assess the operation and ensure it is progressing according to plan. They will also meet more frequently if and when needed to analyse and deal with any issues that may arise in order to ensure that the contract terminates on the 31st March 2008 as planned.

Appendices


1 Programme for the removal of induction properties
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