



REPORT OF THE DEPUTY DIRECTOR OF HOUSING AND PLANNING

TO THE LEAD MEMBER FOR PLANNING / HOUSING
FOR BRIEFING ON 13th December 2007

FOR DECISION ON 20th December 2007
TITLE: 
Housing Connections Partnership (Reshaping Services for the Future Programme) Update on Specialist Housing Services (Disabled Facilities Grant and Adaptations)
RECOMMENDATIONS:  

That Lead Member for Housing is recommended to:

1. To support the concept of a fully integrated, cross tenure adaptations service across the City.

2. To approve the extended use and Council adoption of the existing SOR contract following full legal approval.
3. To approve the approach to a schedule of rates to be used across tenure.
4. Approve the approach to a cross tenure single specialist contractor list administered by HCP.
5. To approve the change to an agency based approach.
6. To approve a revised structure and working arrangements for the service.
7. To support measures needed to streamline and remove process duplication as identified in this report.

8. To support the production of service information for customers and to meet any additional costs (yet to be determined) subject to finance approval.
EXECUTIVE SUMMARY: 
In 2004 the findings of the Specialist Housing Services report were presented to Health and Social Care Scrutiny Committee highlighting areas of concern and issues with Major Adaptations.
A BPR process identified the need to appoint a single manager and the relocation of the private sector team.

The Adaptations Forum, made up of Senior Housing and Community Health and Social Care colleagues, receives a regular report on performance and on the service delivery barriers and solutions.
In July 2007 Housing Connections Partnership, the delivery arm of Salford Housing and Planning department, began managing the service on behalf of SCC. All Housing Connections Partnership services are undergoing comprehensive review under the HCP ‘Reshaping Services for the Future’ programme. This programme will identify options for development in all services and will guide the redesign of service delivery based on good practice and value for money principles. 
In August 2007 a recommendations update presentation was made to the Health and Social Care Scrutiny Committee.  It was agreed that a sub committee would be formed, made up of both Housing and Community Health and Social Care Members, to assess the service and make recommendations.  The review is ongoing with a report expected in January 2008. 
In November 2007 the Audit Commission presented the draft findings and highlighted areas of concerns in relation to disabled facilities grants, (DFG’s).
In summary this report addresses the areas of concern, outlines the progress to date and makes appropriate recommendations.  
BACKGROUND DOCUMENTS:
Original recommendations to Scrutiny 2004.
Lead Member report July 2006
Scrutiny presentation Aug 2007 and Service Improvement Action Plan
Audit Commission Preliminary Draft report 2007
http://www.hse.gov.uk/construction/cdm/responsibilities.htm
ASSESSMENT OF RISK: High
· Insufficient service improvement will have a negative impact on the Audit Commission re-inspection.

· Possible increased customer complaints / dissatisfaction in relation to service delivery and timescales.

SOURCE OF FUNDING: Government Grant specified Capital grant match Funded by contribution from the private sector capital programme. 
LEGAL IMPLICATIONS:
Contact Officer and Extension No: 
Colette Hilton                                                                                     Extension:   2603.


Comments: A schedule of rates, (SOR),  is currently used to procure contractors on the public adaptations.  There are many benefits associated with using an SOR as opposed to procuring a contractor for each DFG as is currently the case.  Further details are contained in the report, section 8.0.
The current contract administrators for public adaptations is New Prospect.  It is proposed to extend the contract and for it to be adopted by SCC.  
The present process within the private process assumes that the organisation is only processing a grant and therefore is not legally culpable should anything go wrong.  We therefore need to extend the role of SSC as contract administrator for both public and private adaptation processes.

A review of the existing schedule of rates including the legal terms and conditions is ongoing. 
It is important to have a single contractors list thus ensuring that contractors are CHAS registered and sufficiently insured. 

FINANCIAL IMPLICATIONS:
Contact Officer and Extension No: 
Nigel Dickens                                                                                Extension: 2585
Comments: Service restructure proposals are contained within the existing financial envelope for this service.
Contractors currently pay a fee of £129.50 to joint the listing contractors scheme.  Under the proposed single contractors list there will be no requirement to pay this fee which will result in a loss of income, of approximately £3k, to the Council.  
An amount of money, to be determined, will be required to produce leaflets and posters that will be distributed citywide.
COMMUNICATION IMPLICATIONS:
This is an important service and delivers a number of health and well being outcomes and addresses a number of council pledges. Poor service can result in negative publicity for the City Council which could in the long term minimise opportunities for new business.  

VALUE FOR MONEY IMPLICATIONS:
The introduction of the SOR is expected to produce cost savings of approximately 9% compared to fixed price tendering

There will be a specialist list of contractors all working to a pre determined rate for each item specified which allows for better control of the allocation of work and enables the service to provide a much higher level of customer focus outcome (contractor lead in time).

It will streamline the process decreasing waiting times for customers and also increasing the numbers of jobs that can be completed for the same amount of money. 
Process efficiency and reduced transactions will add value to the service.

Customer satisfaction is expected to increase due to increased efficiency and customer information.

CLIENT IMPLICATIONS:  
By adopting the agency approach the benefits for the client are a single point of access, joined up improved service, one process and improved case management. 
PROPERTY:
If all contractors were tied in via an SOR then through better quality control could ensure that work that is done on all properties maintains the value and physical integrity of that property.

HUMAN RESOURCES: 
The current team structure and establishment is not fit for purpose and will not deliver the improvements required to meet the needs of customers in relation to a modern, flexible adaptations service for the citizens of Salford. 

CONTACT OFFICER: 
  Angie Allan                                              0161 604 7735
                                      Carol Hall
                                                0161 608 4560
WARD(S) TO WHICH REPORT RELATE(S):
The service is delivered across tenure and on a City Wide basis.
KEY COUNCIL POLICIES: 
Think Customer

Housing Strategy

The Community Plan

Promoting Independent Living
Housing Investment Options 
DETAILS:

1. Financial and Commitment Position
1.1. From the 2206/7 programme, £392K of DFG monies were carried over into 2007/08.  The monies carried over are fully committed, of that, £311K has been paid to contractors (79%).
1.2. All prior commitments at 2006/07 year end were carried forward against the carry over monies resulting in no loss of funding for DFG’s.

1.3. The starting position for commitments against new starts for 2007/8 was zero. The team have effectively managed two work programmes to deliver against the carry over commitment and build sufficient commitment against new start funding to a more healthy position outlined below:-
1.4. Spend and Commitment positions on new starts 2006/07 and 2007/08.
	Date
	
	June
	July
	August
	Sept
	Oct
	Nov

	2006\7
	Committed
	559
	647
	756
	794
	853
	1026

	
	Spend
	259
	336
	456
	527
	634
	726

	
	
	
	
	
	
	
	

	2007\8
	Committed
	442
	712
	994
	1184
	1258
	1392

	
	Spend
	55
	198
	332
	459
	564
	725


1.5. Current position 
1.5.1 
The team is delivering against an improvement plan devised with the   support of Scrutiny and now modified to capture comments made by the recent Audit Commission inspection (appendix 1)

1.5.2 
A Business Manager was appointed in November 2006 to review the service and to develop a single team co-located at Burrows House, integrated with Salford Disability Services.
1.5.3
The team have achieved a higher commitment rate in 2007/08 than in 006/07 with spend being £1k less at the same point in time.  This does not include the carry forward spend and shows good progress on catch up with new starts for 2007/8.
1.5.4 
During this year, £1.412k needs to be committed / approved to maximise the 2007/08 specified capital grant resources, (SCG). The chart above shows that commitment is currently at £1.392k (99% committed) of which £725k, (51%), has been spent to date.
1.5.5 
The service is confident that the full commitment level required will be reached which means that the SCG will not be negatively affected.
1.5.6 
Actual spend lags commitments due to the timescales for delivering the adaptations. Due to the standing start position outlined above, this will affect the ability to achieve full spend this financial year. 
1.6.
Major adaptations performance October 2007. 
	% of major adaptations done within 12 months of referral
	Private
	50%

	
	Public
	37%

	Numbers of major adaptations currently ongoing and at various stages of the process
	Private
	151

	
	Public
	191


The performance figures above are skewed due to the age of cases and historical backlog on referrals. Having targeted and cleared the 3 year backlog recently, it is important to note that the SHS team are now working on private sector cases referred into the OT service in January 2007 and the oldest in the public side of March 07. This will significantly improve the future performance.
1.5.1. Crucially the waiting time for a major adaptation of completion within 52 weeks begins as soon as the referral is made to OT.  
1.5.2. The process involves a number of stages and involves a range of professional inputs from specialist OT assessment to grant approval, surveying and technical work and physical building / contractor work. The timescale is therefore very tight.

1.5.3. When the referral is made an assessment is undertaken by the Occupational Therapists.  In October 2007 the average waiting time for an assessment visit was 11 weeks (77 days).  This is against a target of 8 weeks (56 days).  Any delay in the beginning of the process impacts negatively on the time left available to achieve the actual spend. 
In some cases, timescales can be much longer and work is ongoing with the OT service to ‘fast –track’ cases and remove any blockages.  An extreme example of a more lengthy delay at the OT stage is outlined below (this does not reflect the complexity of the particular case but merely shows the impact on delivery timescales) :-


Referral into the service  


13th January 2007.


OT assessment



21st May 2007.


OT Report written



09th August 2007.


Received by SHS



10th August 2007.


Report reviewed by SHS joint panel
29th August 2007.


Panel recommendation received

03rd September 2007. 
Approx 33 weeks (231 days) or 63% of overall target time available to deliver the DFG.

1.5.4  
An investment into the service was made earlier in the year when a full time OT was brought into the team.  The OT prioritises private sector assessments to ensure a constant throughput of referrals to the team.  This continues to be monitored on a monthly basis.
1.5.5.
 The Audit Commission report makes reference to the under spend last year and has included a recommendation in the report.  
‘Effectively manage the adaptation service to ensure that need is identified and met and that budgets are spent’.
2.0. Although achieving the committed spend target will mean that no monies are lost it is important to recognise the need to over commit.  A large over commitment of the budget going into next year will meant that spend can begin immediately.   A priority for the team is to over commit the budget by 30% by the end of March 2007.

3.0. In order to achieve the actual spend a monthly average amount of £144K has to be spent between now and 31st March 2008.  Given current spend trends this is unlikely to be achieved although all resources are being targeted to increasing spend with immediate effect.  
4.0. There are several factors which are affecting the levels of spend.

4.1. Fragmented DFG processing methods are lengthy and complicated.

4.2. Customers have twelve months from grant approval in which to utilise the awarded grant.
5.0.
The support processes that existed prior to when the two teams were co-located in December 2006 have not changed significantly but have been under constant review.  The Specialist Housing Team are still engaged with the Business Support Unit at the Civic Centre in relation to the DFG element of the service for :-
· Proof of Title

· Test of Financial Resources

· Approvals

· Payments

5.1. To ensure efficient processes, the SHS team need to have responsibility for these processes in order to provide an end to end service and avoid duplication and time loss.  

5.2. When the service was co located, colleagues from the business support unit were not transferred with the service.  The impact of this on the service has been negative because a huge area of expertise was lost to the team and communication between two sites causes delays.  
5.3. The relationship between SHS and the Business Support Unit is inconsistent and the transfer of files between one location and another poses a risk, ultimately causing blockages in the process in terms of time delays for payments to contractors. 
5.4. Uniform is the computer recording and DFG monies approval system. There has been a processing delay of work which has meant a reduction in the amount of work that has been issued to Contractors.  

5.5. Urgent access is required for SHS members to be given training and access to the system.  Previously surveyors were required to input on to the system.  It is proposed to delegate this task to administrative staff as per a recent discussion with audit.  The benefits of this are that the surveyors are committing spend and monitoring schemes in progress, ensuring customer satisfaction.

5.6. It is important for there to be a sufficient administrative resource not only to process the DFG’s but also to liaise with customers and encourage them to allow the work to begin at the earliest possible time.
6.0.
Test of Financial Resources Assessments.

6.1. A review of the service in May 2006 identified that there was a high drop off rate from customers, one of the main reasons was because they would have a contribution to make.  Unfortunately at the point the test of financial resources was completed, the surveyor had already attended and provided scheme costs and drawings.  When a scheme goes ahead the charges for the surveyors work is included in the scheme costs.  When it doesn’t go ahead the abortive work the surveyor does is at a direct cost to the service.
6.2. This has an impact upon both numbers of actual schemes going ahead, surveyors time and therefore ability to assess other schemes and ultimately on the actual budget spend.  

6.3. To ensure effective use of the surveyors time and enable more visits to customers, members of the SHS team implemented a training programme which allowed them to complete the test of financial resources.  The benefits of this are :-
· Customers know much earlier in the process if they have any contribution to make.

· Increased budget commitment as a result of more effective use of surveyors time. 
· Only schemes which are likely to result in spend are put through the system.

6.4. Although the test is completed earlier on in the process and the benefits are evident, the test still has to be officially ratified by the BST, again this creates a duplication.

6.5. The SHS team have Renovate, which is the system on which the test of financial resources is input. 
7.0. Staffing levels.


7.1.1 Surveyors capacity.
7.1.2 The surveyors have historically worked on either public or private adaptations and have separate managers, different job descriptions and pay scales.
7.1.3 It is intended to equalise the job descriptions and pay scales to ensure that all surveyors can conduct their work on both public and private properties.

7.1.4 The staffing structure has been amended to show that one senior surveyor will be over the surveyors and will direct the work accordingly.  The surveyors began working under new arrangements from 03rd December 2007.
7.1.5 The benefits of this are that the service and spend can be managed in a more effective way with one line manager directing the priorities.
7.1.6  Administration capacity.
7.1.7 The team have diverted resources to support an improved and more efficient administrative system over the past six months, the costs have been met from existing vacancies within the team.
7.1.8 It is essential to permanently increase capacity for administration and free up technical resources and surveyors time to achieve:-
· Maximum benefits of completing the test of financial resources earlier in the process.
· To liaise with customers encouraging earlier on site starts.

· To ensure that customers can contact a staff member who can access their information immediately and answer any queries.


7.1.9
Additional administrative capacity and a Customer Liaison 



Officer 
are factored into the new structure for these reasons


(see appendices 3 and 3a)
8.0. Introduction of Schedule of Rates across all adaptations.
8.1.1 The present process assumes that the organisation is only processing a grant rather than project managing the DFG’s and therefore is not culpable should anything go wrong.  It is felt that because there is interim management of the scheme on site there is an implied contract liability and therefore corporate culpability.

8.1.2 Health and Safety is a key consideration for the team and therefore under the Construction (Design and Management) Regulations 2007 which came into force in April 2007 the Specialist Housing Service are duty holders as CDM co-ordinators and designers.  
8.1.3
The introduction of a schedule of rates, (SOR), will achieve 

· Value for money.

· Increased control of timescales

· increased accountability of contractors.

· Forms a legally binding contract between SCC\HCP and contractors.

· Allows for better contract management.
8.1.4 The current contract administrator for public adaptations is New Prospect.  The contract needs to be extended for private work and adopted by SCC.

8.1.5 A review of the existing schedule of rates including the legal terms and conditions is ongoing.

8.1.6 It is essential to have a single contractors list. Currently the contractors on the public list will not work on the private DFG’s because the payment for the work is paid to the customer and not directly to them.

8.1.7 It has been identified that in order to increase spend in this financial year the public sector contractors must be utilised.    Unifying the list of contractors not only brings consistency but will also ensure that contractors can be paid directly and receive interim payments as required.

8.1.8 A meeting has been held with the public contractors who expressed a keen interest to begin work but wouldn’t until the concerns about payments were addressed. 
8.1.9 Appendix 2 illustrates the present DFG process and outlines the merits of taking an agency approach in terms of improved customer care, service efficiency and officer authorisation and protection.  Appendix 3 is a draft form of contract between SCC\HCP and the customer.
9.0. Performance and Service Benchmarking Information.
9.1.1 A performance management framework is being introduced to reflect the integrated working arrangements and regular performance reports with appropriate benchmarking information will be available to Lead Member on a monthly basis from end January 2008.
10.0 Information.
10.1.0   The Audit commission identified that there was very little literature available for customers.  A set of service standard and information leaflets are being drafted and are undergoing consultation.  (Appendix 4,5,6). A budget will need to be identified for the production of the leaflets and service standards.
11.0 Conclusion
11.1 Much work has commenced between the time of the original Scrutiny recommendations (August 2007) and the Audit Commission inspection (November 07). Significant progress and a number of actions are underway. It is felt that these may not have been appropriately recognised in the inspection report but will be clearly evidenced at the point of re-inspection in 2008
11.2 The service is focused on delivering improvements for customers and making maximum use of available resources to support independent living, promote inclusion and assists in improving the health outcomes for the citizens of Salford.

11.3 The recommendations below support the ongoing delivery of the service improvement action plan which will bring equity across the service for users and enable the SHS team to project manage contractors and therefore spend.
12.0     RECOMMENDATIONS:  

That Lead Member for Housing is recommended to:
1. To support the concept of a fully integrated, cross tenure adaptations service across the City.

2. To approve the extended use and Council adoption of the existing SOR contract following full legal approval.
3. To approve the approach to a schedule of rates to be used across tenure.

4. Approve the approach to a cross tenure single specialist contractor list administered by HCP.

5. To approve the change to an agency based approach.

6. To approve a revised structure and working arrangements for the service.

7. To support measures needed to streamline and remove process duplication as identified in this report.

8. To support the production of service information for customers and to meet any additional costs (yet to be determined) subject to finance approval.

Bob Osborne
Deputy Director of Housing and Planning
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