Update briefing note: Community Health and Social Care Scrutiny – Major Housing Adaptations sub group.

1.0  Background
Major adaptations promote independence for vulnerable people and enable them to remain comfortably in their own homes.  Adaptations delivery and improving timescales have been actively monitored by the Council since 2004.  
In July 2007 Housing Connections, the delivery arm of the Sustainable Regeneration Directorate, brought together the different funding streams and related teams into a co located unit with Community Health and Social Care based at Burrows House.  Since then Housing Connections has been working closely with Community Health and Social Care scrutiny sub committee to address historic concerns regarding the service.
The scrutiny sub group reported the findings in April 2008 and made seventeen recommendations.
Throughout the last three years the Council has been undertaking a stock options process which has culminated in the original housing stock  being transferred to two landlords, the Councils ALMO Salix Homes and a registered Social landlord City West Housing Trust.  Housing Connections has been retained by the Council and is now Housing Futures, Sustainable Regeneration directorate.
2.0 Current context.

Customer Satisfaction. - Customer satisfaction levels for the service for 2006 \ 2007 were 95%. Traditionally the survey was given to customers after completion of the work.  It was recognised that this is not an effective way of assessing customer satisfaction and as detailed in the 2008 \ 2009 action plan, the service  have implemented a survey which assesses satisfaction after the OT assessment and on completion of the work.
Communication. - The Client Liaison Officer role has been identified as being vital in ensuring the customer has a single point of contact throughout the process.  The service recruited two Customer Liaison Officer in 2008 who contact the customer when the referral has been received from the Occupational Therapists and remain with the customer throughout the process.

Payments to Contractors - As part of the ongoing work with scrutiny sub committee, 100% of post-completion inspections will be completed with customers on all work undertaken.  The contractor will not receive the final payment until the customer signs the work off as satisfactory.  This is also a published customer service standard.

Contractors Framework and schedule of rates. - The procurement process to introduce a contract and schedule of rates across both public and private funding streams has been completed and is now in operation.  Value for money is very important and ensuring that the adaptations budgets are fully maximised means that we will be able to undertake more work for the budget available.  Based on the new schedule the service is expecting to make up to a 15% saving on adaptation works.
There has also been a time saving efficiency in that previously the surveyors, who undertook the work on the private sector discharging the Disabled facilities grant, were required to obtain three quotations for work from various contractors.  The introduction of the new framework relieves them of this requirement and they are able to directly issue the work to contractors from the schedule.  

2.1 Improvement actions undertaken in the last twelve months……

The following actions have been undertaken to address the position at the end of 2008 \ 2009:-

· In November 2008 the service applied for and received an additional £100k for DFG’s.

· CHSC have recruited additional Occupational Therapists which has impacted positively on the assessment waiting time.  

· The specified capital grant element of the disabled facilities grant budget has increased by 20% from 2008 \9 to 2009 \10.

· Ensured that the 2008 \ 09 budgets were over committed which meant that schemes were ready to be issued as soon as the 2009 \ 10 budgets became available in April, e.g. DFG was £500k over committed.

·  Worked closely with Salix homes and City West to identify the projected levels of need and therefore budgets required which resulted in an increase, in September 2009, of £300 000 and in October 2009, of £500 000 respectively.

· SHS review of priorities and subsequent increased resources has resulted in the recruitment of a temporary surveyor who is concentrating on DFG and Salix homes work. 

· Implementing scrutiny committee’s recommendation highlighting the importance of customer liaison officers.  Liaison officers have been in post for some time and remain the first point of contact for customers in the major adaptations service.

· Regular monthly monitoring meetings between CHSC, Salix Homes and Sustainable Regeneration have been established to discuss performance, blockages and identify solutions. 

· Developed Decent Homes protocols with City West and Salix Homes.  The benefits of this for customers is that by issuing the OT referral to the landlord the customer only has one set of contractors going into their home to undertake all of the work. This minimises the risks of confusion and actual disturbance.  An additional benefit of this process is that those customers do not join the adaptations waiting list which should mean that customers are not waiting as long, budget dependant.  To date this financial year we have allocated 45 schemes back to the landlords for inclusion in their decent homes programmes.
· The service has applied for an 85% DFG increase in funding based on the current waiting list and projected need.

2.2 Value for Money – DFG’s.
Value for money has been a key driver for the service.

The table below shows the unit cost reduction of schemes over the last three years.

	Date
	Unit cost   £
	Comments

	December 2007
	11,381
	

	December 2008
	10,244
	

	December 2009
	9,769
	

	Unit cost reduction
	
	£1,612   14%


Based on the 221 schemes commissioned in 09\10, a VFM saving of £356k has been achieved.  This equates to 36 additional schemes commissioned to commit approximately the same value from 2007\2008 year.

3.0 Service standards.

A set of service standards were developed and implemented with customer input in 2008.  Included in these standards were targets for each of the stages identified below:

The process for a client accessing the service is in three distinct stages:  

· CHSC Occupational Therapist assessment  -   33 days
·  Sustainable Regeneration financial assessment, scheme              design   and   procurement of contractors – 152 days

· Completion of adaptation work in clients home – 90 days

Work has been ongoing, developing a whole-systems approach to assess the areas of  the process which require improvement for customers.  A performance framework has been developed which outlines target timescales against each aspect of the service. Monthly reporting against these targets has now been implemented. Data is used to identify blockages and make changes to ensure a smooth transition of work throughout the process and continuous improvement.

Dave Clemmett AD and Mike Wright AD hold a six weekly performance clinic and have developed an action plan which focuses on some of the larger key issues.  (Annex 1).  It was also agreed to invite internal audit to review the plan and the service which is underway.  
A review of how performance data is collated and recorded has been undertaken which ensures that the correct data is used.

4.0 Performance.

4.1 Public Sector Performance \ Salix
The public sector information below reflects the position post the stock options changes in 2008.  
In October of that year City West formed and became an RSL which removed them from the public sector and therefore access to that budget.

The information below is an accumulative indication in terms of performance.
	Public Sector \ Salix
	Target
Calendar days
	08 \ 09

Outturn \ benchmark
	09 \ 10. 2nd quarter accumulative
	3rd quarter. Accumulative
	January

2010

Monthly figure

	OT assessment
	33 days
	125
	100
	85
	75

	Test of financial resources, surveys and drawings, issue to contractor
	152 days
	230
	173
	142
	36

	Actual work
	90 days
	61
	58
	59
	81

	Total Time
	275 days
	416
	331
	286
	192

	
	
	
	
	
	

	Waiting List
	
	80
	29
	42
	10


Performance has significantly improved against all service standards.

4.2 DFG performance

The information below is an accumulative indication in terms of performance.

	
	Target
Calendar days
	08 \ 09 Outturn \ benchmark


	09 \ 10 2nd quarter.  Accumulative
	3rd quarter Accumulative
	End of Jan Accumulative

	OT assessment
	33 days
	115
	105
	104
	105

	Test of financial resources, surveys and drawings, issue to contractor
	152 days
	232
	245
	221
	217

	Actual work
	90 days
	105
	91
	84
	86

	Total Time
	275 days
	452
	441
	409
	408

	
	
	
	
	
	

	Waiting list
	
	153 (June 09)
	135
	130
	150


Applications for a DFG have traditionally far exceeded the amount of  money available.  This has resulted in cases that have been referred to Specialist Housing services waiting for funding to become available which can often add between six and twelve months to the waiting time.   
5.0 Annual Financial summary information.

In 2006/2007 the public sector budget was fully spent with work commitments for 2008
For the same period the DFG budget was showing an under spend of £395,000 with no work commitments for 2008. 

For 2007 \ 2008 the public sector budgets achieved both commitment and spend.
Including committed spend, the DFG budget for 2007 \ 2008 was also fully spent, with works commitment for 2008 \ 2009. 
For 2008 \ 2009 the service fully spent and over committed the both the Public and DFG budgets, this includes an additional £100k of funding received by the service for DFG’s.
6.0 Scrutiny Report Recommendations

6.1 Recommendation 2.0  Contractors.

The process to standardise the contractors lists and prices was begun shortly after the last scrutiny report.  Bob Turnbull, Senior Surveyor has worked closely with the Councils procurement team and developed a detailed framework.  This was advertised in Europe, the shortlist drawn up and tested and final approval was granted by Cabinet in June 2009. 
  
The framework was implemented in August 2009 for Salix Homes and City West tenants.  For DFG customers the framework is implemented when they have signed up to the agency agreement which gives the service permission to undertake the work on their behalf.  Early indications are that there will be cost savings for work such as level access showers which can now be procured at £1000 less than in 2008.

An assessment of the success and issues arising from the implementation of the framework will be undertaken in April \ May 2010.

6.2 Recommendation 3.0 Findings -  schedule of rates.

Following the re-engineering of the service since May 08 the requirement of sending files to another team for approval ceased with service managers able to sign documentation which has resulted in a reduction in administration time.
Where it is possible, through the schedule of rates, we try to ensure that one contractor works and remains with the customer \ scheme until completion.   However sometimes there is a requirement for additional surveys to be completed, such as drainage, before the surveyor can draw up the plans.
6.3 Recommendation 4.0 Administrative support.

The structure was amended to show 2 Customer Liaison Officers and 2.5 administrative support officers.  Permanent recruitment is underway.
6.4 Recommendation 5.0 Limit for major adaptations.
An exercise was undertaken to assess the impact of raising the low cost limit from £1000 to £2000.  a further review will be undertaken as part of the internal audit process.
Using the information based on schemes commissioned by the Specialist Housing Team up to £2000 in 2009\2010 it was found that in the vast majority of cases it was for the installation of straight track stair lifts.
Based on present commitment levels across the sectors the cost to CHSC (Salford City Council) of raising the limit to £2000k would be.


DFG

£29644.00 
17 schemes


CWHT

£14566.84
10 schemes


Salix

£9390.66
6 schemes

Total

£55020.84
33 schemes    5% of total number of schemes.

As the work is typically lift installations there are other considerations:

· Compliance with relevant legislation (LOLER and PURE) for the installation of all lifts installed across tenure.

· Technical assistance would be required from the Specialist Team to ensure CHSC are able to complete this work.

· If the proposal to increase the low cost limit is accepted, a service level agreement between Sustainable Regeneration and Community Health and Social Care would be needed and associated fees charged.

· An additional lift surveyor has recently been incorporated into the Specialist Housing Team to address the increasing number of lifts being installed in the city and to ensure legislative compliance.
· Salford City Council has a service level agreement with City West Housing Trust to delivery major adaptations.  City West have allocated a budget of £1.8m for adaptations which effectively is a saving to the authority because registered social landlords can use the disable facilities grant monies.  Specialist Housing Service has a service level agreement with City West Housing Trust that generates in excess of £200k of fee income per year. If the low cost limit is raised the cost for that work will fall on the Council, (Community Health low cost budget).
· Increasing low cost adaptations in the private sector, the authority, based on above commitment level would not attract 60% government grant subsidy (£18k loss).
6.5  Recommendation 6 - Interim measures for clients.

CHSC will provide a response at the meeting.
6.6 Recommendation 7 - Payments to contractors.
This finding has been adopted and included as a service standard and all service users are contacted to ensure that they are satisfied before the contractor is paid.  

6.7  Recommendation 8 - Payments to the surveyor.

Service users are made aware at the first visit from the Customer Liaison Officer that some costs may be payable by them prior to the work starting.  If during the visit and assessment it becomes apparent that the service user is unable to meet these costs due to financial hardship, the service will undertake the work on their behalf. 
We have also simplified this process now in that the in house surveyors have been trained to use the Computer Aided Design computer programme and now draw up the plans for the customer.  This has significantly reduced the number of schemes that require the services of an external surveyor.  
In tandem with the development of the framework, an agency agreement has been  developed.  The agency agreement formalises the relationship between the DFG customer and the service.   By signing the agreement the service user gives the service permission to commission and manage the works on their behalf.  The legal team have only recently agreed that we are able to use the agency agreement and we began to do so on the 01st October 2009.
The service user does not have to sign it and still has the option to use a contractor of their own choice.
6.8  Recommendation 9 - Team working.

Work has been undertaken by the Managers of the service which has resulted in much better working relationships between the staff.  
· Job descriptions of all staff within the service have now been harmonised.

· Procedures harmonised 

· Contractor Framework introduced 

· Customer Liaison Officers visit all customers regardless of tenure.

· Surveyors visit customers regardless of tenure
6.9  Recommendation 10.0 and 11.0 Charges on properties and loans and Means Test.

The service has continued to monitor the number of repeat applications for the same person as a result of them moving house.  Since the last scrutiny there have been none.
Since 2008 the service has been working with SML homes to provide repayment and equity loans for schemes that exceed the mandatory limit.  In 2009 the service introduced a financial assistance programme for DFG customers who may not be eligible to get all or part of the money needed to fund the adaptation. 
The means test and all financial applications are completed with a Customer Liaison Officer at the beginning of the process.  This is confirmed in the Building Independence Leaflet section 2.
6.10 Recommendation 12 - Complaints.
Clients are given information on how to complain or indeed compliment, in the Building Independence leaflet for DFG’s.

6.11 Recommendation 13 - Help during works.
Contractors where possible are reinstating WC pans only that will require slushing.
Chemical toilets are now provided instead of commodes.

Provisions are stated to the contractor in the works order – customer must not be left without accessible running water.
6.12 Recommendation 14 - Waiting times.

The waiting time for customers has been of concern to the service and Members for some time.  We have worked hard to raise and to try to address this issue by using the measures below:

Set clear service standards and improved performance monitoring.  
This has ensured that we have identified the key areas from both a customer and service perspective which then allows us to identify where the concerns \ issues are.

Ensured that the money to deliver adaptations is actually spent.  This has been achieved.  

Increasing financial budgets for adaptations.  The service has increased the annual total budget for adaptations in Salford by £1.2m @ October 2009.   {including - Oct 2008 an extra £100k for DFG work.  In September 2009 an extra £300k for Salix Homes and in October 2009 an extra £500k for City West customers}. 
Introduced a revised customer satisfaction survey which asks service users for their views at each stage of the process.

6.13 Recommendation 15 - Leaflets.

The service produced, in consultation with Scrutiny committee and customers a DFG leaflet which is now widely used and available.   We have assisted Salix Homes in developing their leaflet and are working with City West to do the same.

6.14 Recommendation 16 - Clients dropping out of the process.

The process of applicants particularly those who use the DFG route can be complicated.  The introduction of a Customer Liaison Officer and the leaflet has hopefully addressed, in the main, the issues raised.

Where it is possible we do give clients a choice either in the contractors they can have, (DFG), or in the finishes in adaptations although that can incur an additional cost for the customer.  The service however is guided by the Occupational Therapists recommendations and has to ensure that the scheme that is agreed meets those requirements.

6.15 Recommendation 17 - Pod Visits.  Modular build extensions.
The service has been unable to secure an area within Burrows House on which to site a modular build unit.  This is due to availability of funding and the ongoing programme by CHSC to have a more person centred service for customers with regards to equipment for disabilities and increasing choice for customers.  Physical changes to the building are due to begin shortly.   
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