
CHAPTER FIVE 

Delivering the Change 

The critical success factors for this Programme of work comprises of the following 

elements: 

 Strong leadership and influence 

 Effective resourcing 

 One Council, One Sefton approach 

 Delivering the priorities of the Vision 2030 

 Understanding and managing dependencies and risks 

 Quality assurance 

 Effective communications and stakeholder buy-in 

 Effective and meaningful engagement and consultation 

 Data quality, availability and effective modelling 

 Sustainability of change 

 Capable and flexible workforce 

 Embracing change and doing things differently  

 Working in partnership across the public, voluntary and private sector  

The complexity of the Framework for Change means that dependencies between projects, 

day to day Council activity and partners activity are unavoidable and are likely to increase 

as the programme progresses. The Council will need to understand and manage those 

dependencies very closely.   

The programme will regularly review strategic, operational and programme risks and put in 

place measures to manage those risks. However it must be stressed that reductions in the 

Council’s budget of the level required by Government cannot be achieved in a risk free 

environment.  It must be recognised that it is no longer possible to mitigate all aspects of 

risk.  In those circumstances steps will be taken to ensure they are identified and managed 

within the limited resources available. 

The costs of delivering this programme will be managed as described in para 3.0 of the 

report. 

Sequencing and Phasing 

The complexity of the Framework for Change means that the sequencing and phasing of 

activity and delivery is recognised as a critical part of planning for implementation.  The 

Programme will develop plans that ensure the effective delivery of change.  Where 

necessary issues will be escalated to the Programme Board.  

Programme Management 

As mentioned in para 5.4 of this report a number of key principles will underpin the risk 
management of the Framework for Change programme and the budget.  Appropriate 
governance arrangements will be put in place including the establishment of a Senior 
Officer Programme Board, led by the Chief Executive and including the Council’s s151 
officer, Director of Social Care and Health, Executive Directors and Programme Director.   



 
The Head of Strategic Support will operate as Programme Director assuming the strategic 
leadership of a Programme Management Office (PMO).  The PMO will manage, control 
and co-ordinate Framework for Change activity through standardised project management 
processes and methods. The PMO will be the source for guidance, documentation, and 
metrics related to the practices involved in managing and implementing the projects 
contained in the Framework for Change. Accountability for delivery of the individual 
projects and options will continue to rest with Heads of Service/Project Sponsors. 
 
The PMO will also get involved in some project-related tasks and follow up on project 
activities through to completion. The office will report on programme progress, risks and 
issues to the Senior Officer Programme Board and Cabinet keeping implementers and 
decision makers moving toward consistent, focused goals and objectives.  In addition they 
will support communication across projects at various appropriate stages and be expert in 
planning and control methods, the management of risk, change control and configuration 
management.  There will be a strong link to Corporate Resources and Commissioning, 
through named link officers. 
 
When developing the Framework for Change Programme to this point, appropriate 
resource has been seconded and consideration is now being given to future 
arrangements.  The Strategic Support Team, managed by the Manager of Strategic 
Support will be integrated within the PMO.   
 
Organisational Development 

The programme will be underpinned by an Organisational Development Plan and 

Workforce Development Strategy that will develop a workforce that enables the delivery of 

the Framework for Change.   The Strategic Leadership Board will help support employees 

to deal with the cultural changes that will be taking place over the life of the programme.  

When developing the Framework for Change appropriate resource has been sourced to 

support this area of work.     

 

  



Framework for Change - Public Sector Reform Projects – 

Summary 

The Table below summarises the estimated savings that will be delivered through the 

Public Sector Reform projects.   

Budget planning assumption/specific option 

  £'m Section 

    

1 Early Intervention and Prevention – Most Vulnerable 1.089 A 

2 Early Intervention and Prevention- Locality Teams 12.000 B 

3 Early Intervention and Prevention- A New Deal with 

Citizens 

0.000 C 

4 Special Educational Needs and Disability 1.617 D 

5 An Excellent Education for All 0.637 E 

6 Creating New and Improving Revenue Streams 2.337 F 

7 Environment and Pride in Place 1.145 G 

8 Asset and Property Maximisation 3.300 H 

9 ICT and Digital Inclusion 3.739 I 

10 Commissioning and Shared Services  3.258 J 

 Total 29.122  

 

Each of these projects is now considered in full detail.  The section reference is indicated 

in the table above 

The table in para 5.3 identifies the generic risks and mitigating actions that apply to many if 

not all of the projects in this chapter of the report and these should be considered 

alongside the following information. 



Early Intervention & Prevention (EIP) 

Budget Planning Assumptions & Savings Summary 

Project Workstream(s) Budget 
Planning 
Assumption 
£000 

Forecast 
Saving 

Total £000 

Most 
Vulnerable 

Looked After 
Children Reform 
Programme 

 539 539 

Acute wrap 
around services 

550  550 

Sub totals 550 539 1,089 

Locality teams Multiagency 
working 

9,000  9,000 

Personalisation - 
asset based 
approach 

 
 

 
3,000 

 
3,000 

Sub totals 9,000 3,000 12,000 

A New Deal 
with Citizens 

 0 0 0 

Sub totals 0 0 0 

 Totals 9,550 3,539 13,089 

 

  



Early Intervention  & Prevention Project Overview:  

The Council faces significant demographic and financial pressures.  The purpose of this 
project is to create an approach that will enable early resolution to problems faced by people 
thereby developing their resilience. This model will tackle the multiple needs of households in 
a joined-up way and at an earlier stage. There will be multidisciplinary teams that will work 
with the voluntary and community sector and other partners to deliver early intervention and 
preventative support. 

It is proposed to integrate at every appropriate level: service offers, activity, access channels, 

management, back office, accommodation, budgets, performance and more.   

 

Because of its size this project is broken down into three parts, but they are all part of a way 

of working and cannot be delivered separately.  The three individual parts are:- 

 

Project Work Package 

1  The Most Vulnerable 1a) Looked After Children Programme 

 1b) Acute wrap-around care model 

2  Locality Teams  2a) Multi Agency Working 

 2b) Personalisation  

3  A New Deal with Citizens 3a) Work and live well 

 3b) Alternative service offer 

 3c) Building capacity 

 

Combined these projects will improve outcomes for citizens, provide a better customer 
experience while reducing the reliance on the public sector through early and effective 
intervention. The proposed changes will sustain people based Council services, in a time 
when they could collapse through the rising demand faced.  

The intention is to move from separate services to coordinated and integrated approaches for 
residents who need help. Current services often work in functional silos, tackling single issues 
and not always addressing the underlying reasons why the person may be looking for help. In 
future, a single approach for those who seek help is proposed- whether their concerns are 
about housing, welfare, employment, early years, social care, or other issues. The new model 
will also take a new approach to community based activity. 

The proposed change: 

 Creating geographical based multiagency / multi-disciplinary teams that integrate services, 
management and back office functions. Providing a single service response to those that 
may need help and support, through an outreach, not building based, approach.   

 Further developing a consistent and co-ordinated community model that gives a universal 
self-service and voluntary and community provision (e.g. online directories, online 
assessment and sign posting, community champions and ambassadors  / friends of 
approaches to provide lower level support and signpost) 

 Developing an asset based approach to social care (known as ‘Personalisation’), working 
with clients to determine outcomes which draw positively on their strengths and capabilities. 

 Introduction of Acute Wrap Around services   
 

This will be achieved by:  

 Centralising teams and activities that need to be centralised and work together 



 Creating acute wrap around services - by re-contracting commissioned services to work 
together in new ways, rather than separately.   

 Investigating new fostering models for Looked After Children, including the development of a 

new system of intensive fostering utilising expert advice from fostering mentors providing 

expert support to other foster care 

 Dividing Sefton into three geographical patches and then bringing all the services, contracts 
and support together in those patches, based on an analysis of current and anticipated future 
demand and need.  The new model will have a single leadership and management structure 
and integrated back office.  The diversity of services offered through the integrated teams will 
include universal offers such as leisure centres and libraries, and specialist services such as 
the Anti-Social Behaviour team 

 Introducing an asset based/outcome focused Resource Allocation System for all new 

assessments, care plans and direct payments 

 Co-production based on the overall vision of a new way of working with our communities in 
future.  This will result in encouraging collaboration on the shared outcomes and build a joint 
understanding with all our citizens of how they can fully participate and shape action. 

 Jointly commissioning the voluntary sector in a different way so that an active approach to 
community capacity building is taken and using data to focus the resources in the right places 
at the right time.  

 Mobilising people in their communities to do more as decision makers on devolved services 
and in a range of committees and decision making forums. 

 Creating an infrastructure which encourages citizens to act as community ambassadors, 
taking a lead on local projects in co-operation with the Council and other partners. 

 Supporting our community groups to find investment opportunities to develop, grow and 
sustain themselves by securing further social investment from alternative sources 

 Creating an offer that is not reliant on buildings 

 Maximising the use of resources and reduce duplication of service offer and activity 
 

Community asset mapping will be undertaken primarily by Social Investigation, which 
encompasses different methods of gathering community knowledge through a community 
engaged approach.  This method differs from previous information gathering methods in that the 
focus is on gathering information directly from individuals and communities, instead of about 
people and communities (from secondary sources alone e.g. current general directories).   

 

Once developed this approach will enable the Council to make sure that the right people are 

supported at the right time in the right ways. The new approach will, where appropriate, help 

people move out of acute services and instead receive support from multi-agency teams in their 

community, with the ambition to help them become more independent and able to manage their 

own care with the support of those around them.  At the same time all new demand coming into 

the system will be diverted into the right level of support, rather than bringing demand into acute 

services. This will be proactive in addressing issues before they become problems.  

This all means that the Council will: 

 Start to reduce the number of children who are most vulnerable 

 Move children to in-house fostering or placing them for adoption in a timely fashion    

 Further reduce the number of children who are in specialist placements out of borough 

 Further reduce the number of adult requiring specialist support from the Council (current and 
new demand)  

 Reduce the number of children and young people transitioning into adults disability services  



 Further reduce the number of people relying on public services 

 Empower the community to develop independence 
 
In addition to the above the Council will be working to:  

 Optimise the use of buildings across the public estate, developing a hub, spoke and 
touchdown (a location where people can access support)  model that embraces agile working 
and avoids a ‘building based service mentality’ but optimises access for the most vulnerable 
and targeted groups  

 Embrace digital technology  
 

The Council will take the lead in developing the model for Early Intervention and Prevention and 

will reform Council services on this basis. However for the model to be at its best it requires all 

public sectors partners to participate – the Council will continue to influence an approach that is 

based on the wider public sector working together.  There is already a good commitment from 

core partners to move to this model and schools are keen to be involved.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Section A - The Most Vulnerable –  

Looked After Children Reform 

It is proposed to commence action/ implementation of/  consultation on the following 

change – To reduce the number of Looked After Children and ensure that placements for those 

children who need to be Looked After are high quality and cost effective.  

The following activity will change –  

Reduce the number of children placed at home with their parents on care orders. This will have a 

positive impact on social work and Independent Reviewing Officers caseloads.  

Review fostering schemes introducing a tiered approach to ensure that harder to place children 

are afforded an opportunity to live in a family environment, in their own community and avoid 

cost of expensive agency residential placement. 

Restructure of Children’s Social’s Care Team to ensure that there is appropriate capacity in 

frontline teams to enable good quality social work and improve the oversight and challenge of 

Independent Reviewing Officers.  

Support family connected/ kinship carers who are approved as foster carers to consider Special 

Guardianship Orders enabling the child to become a member of their family and no longer 

looked after.  

Outcomes  

Service Users –  The right children are in care for the shortest amount of time 

More Looked After children live in their local community and are supported in a family through an 

intensive fostering approach. 

More Looked After children achieve permanence through adoption or special guardianship 

orders.  

Foster Carers will be consulted, assessed, trained and supported to look after children and 
young people in the new model.   
 

Partners – working collaboratively via Multi – agency hubs and acute wraparound to support 

children in their placements 

Council – improved value for money.   Less use of residential care homes and reduced 

caseloads. 

Impact of service change  

Service Users – Children currently placed in residential provision may be moved to intensive 

fostering placements which enable them to live in a family home.  

Partners – Opportunity to work collaboratively via Multi – agency hubs and acute wraparound to 

support children in their placements, reduce the likelihood of transition to adult services and 



specialist placements.  

Council – Increasing capacity through reduced caseloads 

Communications, Consultation & Engagement  

 

Type:  Inform       Consult internal        

 

Engage         Co-production                 Consult external  

Equality Impact Assessment  

Officers will comply with HR policies and procedures.  This will include regular HR monitoring 

reports to Cabinet Member for Regulatory, Compliance & Corporate Services. 

Service users will continue to have their eligible assessed care needs met, although the means 

and approach to meeting them may change. Not required 

Legislation Considered  

Including various Children’s Acts 1989, 2004 and 2016 etc. 

Risks & Mitigating Actions   

The budget remains highly volatile due to the nature of need for example if a young person is 

subject a criminal remand then they become Looked After and the cost of the care element of 

the remand has to be met. Occasionally a Young Persons needs are such that a secure 

placement is required and this will put considerable pressure on the budget.  

However all steps that our taken to reduce the cost and improve the quality of placements for all 

Looked After children should help to mitigate the risks described above.  

The marketing of fostering and adoption may require new approaches in order to maximise the 

potential of this change.   

 

Staffing Implications –  no redundancies associated with this element  

Savings –  £ 539K  

 

 

 

 

 

X X 

X 

 

 



The Most Vulnerable –  

Acute wrap-around care model 

It is proposed to commence action and implementation on the following change – a review 

of contract commissioning arrangements for homeless services, substance mis-use (adults 

&young children), domestic violence and mental health. 

The following activity will change – the recommissioning activity will be based around a 

collaborative approach. 

Outcomes  

Service Users – integrated services will improve the customer experience for families and 

individuals.  More confident and resilient communities. 

Partners – all partners will prioritise resources according to need. 

Council – will commission person-centred and localised services where possible, protecting the 
most vulnerable and facilitating confident and resilient communities. 
 

Impact of service change   

Service Users – the families and individuals will receive wrap around care at the time and place 

when needed.  The approach will reduce the number of people/agencies/services that the 

customer needs to interact with. 

Partners – joint commissioning opportunities 

Council – increased partnership working, more efficient and effective use of resource and 

reduced expenditure  

Communications, Consultation & Engagement  

Type:  Inform       Consult internal        

Engage         Co-production                 Consult external  

 

Equality Impact Assessment  

Officers will comply with HR policies and procedures.  This will include regular HR monitoring 

reports to Cabinet Member for Regulatory, Compliance & Corporate Services. 

Service users will continue to have their eligible assessed care needs met, although the means 

and approach to meeting them may change. Not required 

 

Legislation Considered  

Care Act 2014, The Health and Social Care Act 2008 and the Mental Capacity Act 2005 

X X 

X 

 

X 
 



Risks & Mitigating Actions –  

Improved accessibility of services has the potential to increase demand from service users.  

However these services will be provided through an assessment of need and information will be 

made available to the community with regard to eligibility criteria and thresholds.   The 

introduction of the Locality based teams is designed to strengthen early intervention activity and 

to mitigate this risk. 

Staffing Implications –  4-5 

Budget Planning Assumption  –  £ 550K  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Section B Locality Teams  

Multi Agency Working 

Options for Locality Based teams  

The development of locality based and multi-agency teams is complex and there are a number 

of options available for consideration. The following outlines the areas of work and the options 

available within it.  

Options about geographical patches: A multitude of data sets has been analysed by 

overlaying data (e.g. demand, trends, service uptake, poverty indicators and much more). The 

Council has developed a set of principles about what defines a patch based model of working 

(i.e. accessibility, population size, need of the geography). Based on this the recommendation is 

to split Sefton into three geographical patches on which to base the new model of working. Each 

patch has approximately the same level of demand for services but patches differ in terms of 

geographical size. 

 

Options for the frontline service offer  

In scope - 

 

The Atkinson Well young person’s projects 

Leisure centres  Integrated Youth support  

Children’s Centres Public health admin 

Libraries Common Assessment Framework  

Family Centres One stop shops 

Area management Housing Options  

Children’s social work teams  Homeless Prevention 

Children’s admin  Special Educational Needs & Disabilities 
(SEND) 

Adults social work teams  Troubled families 

Adult social care back office Education welfare 

Early years Anti-social Behaviour team 

 Welfare rights service 

 

Each geographical patch will have a core offer based on need and a flexible offer that will be 

developed in conversation with the community and partners. The core offer will be universal 

for everyone to access and the flexible offer would be based on the priorities for that local 

area.  One size will not fit all.  This model is moving away from services based in separate 

buildings to a more agile integrated offer. The Council will remove duplication of service, 

activity and teams.  It is important to note that this does not remove the offer but it does 

rationalise it. 

 

 Options around use of buildings: once a clear service offer for each patch is established 

officers can consider which buildings will be utilised across the geographical patch and what 

each building is used for. A hub and spoke model with touchdown centres is proposed; this 

model supports the new way of working and reduces cost of building management.  

Research and analysis undertaken has created a rationale for choosing buildings, for 



example assets have been mapped against demand, mapped buildings running costs and 

state of repair considered where low levels of renovation or ICT installation work may be 

required to reduce set up cost.  An important feature of the model is that it is predicated on 

agile working and not a building based model.  

 

 Options around the leadership and management of Multi-agency working: Options 

around leadership and management have been considered, based on the degree and level of 

appetite for full integration of services.  This will see the integration of leadership and 

management posts for locality teams allocated to the hubs, with adult and children’s social 

care teams to integrate in later phases and potentially with partners. 

 

 Options around the back office infrastructure for multi-agency working: as with the 

leadership and management there are options around how to configure the back office 

infrastructure (administration, building management, centre management, front of house 

reception for people etc.)  This will see the integration of back office posts for locality teams 

allocated to the hubs, with children’s social care support team to integrate at a later stage. 

 

 Other options for consideration related to teams 

 Subsidies: There are options around removal of the level of subsiding that the Council 

currently provides for example childcare.  

 Services and supplies: there are options around the reduction of resources, which are linked 

to the levels of integration. Budgets and costs will be combined for a single team and not 

separate budget for multiple services, this should reduce duplication of spend and optimise 

the use of the resources. 

 Commissioned services: options to review the scope of commissioned providers, options to 

change contracts, to move contracted providers to work as part of the new teams and 

therefore apply contract efficiencies for management, back office and premises; costs that 

may currently be part of contracts.  There are a number of contracts that the Council may 

consider decommissioning as the new teams become more effective at providing a 

coordinated response, removing duplication.  

Outcomes: 

These outcomes reflect an amalgamation of outcomes and objectives outlined in various 

strategy documents across people-services arena and are intended to provide outcome 

ambitions for the work: The outcomes are as follows: 

 People are in good physical health 

 People have good emotional health,  mental health and wellbeing 

 People are part of strong vibrant communities 

 Safeguarding of Looked After Children is made more efficient through supportive networks 

 Families are Safe in their Own Homes and Community 

 People are Safe and Protected from Harm 

 Children are Ready for School  

 Children Achieve their Individual Educational Milestones 



 Families are in Education, Employment or Training 

 The Families System is fit for purpose and sustainable  

 Community takes ownership for local solutions in collaborative and sustainable ways 

 

Measures will capture the impact of the redesigned system and as part of the design of the new 

model a set of measures will also be developed to track progress against these high level 

indicators and ensure the redesign is fit for purpose 

Public Value 

There are four key areas of public value:  

For communities, children and families it means: 

 Provision of  more personalised care for families, so that they can choose what is best for 

them 

 The start of a cultural shift to move from a dependency culture to independent, resilient 

citizens  

 Individuals and communities can be involved in creating local solutions that work for them 

 The Council will be working with local people to give them greater involvement and 

responsibility over the way that money is  spent  

 Information and support will be localised and more accessible in ways that make sense to the 

community 

 

For the Sefton wider economy it means: 

 A growth of social capital – this means that the networks of relationships among people living 

and working in Sefton will be strengthened and valued. 

 Increased opportunities for volunteering and entry into  or back into work 

 Contributing to job growth from case by case asset transfer and community run resources 

 Private sector business contributes to  social outcomes through use of the social value act 

 Contribution to the regeneration of communities as individuals take greater ownership 

 

For public sector organisations (Commissioners) it means: 

 By commissioning more effectively and collectively prevent duplication of services 

 Resources can be spent more effectively 

 By integrating establish common cultures, joint assessments and clearer care pathways 

 Improved use of intelligence to drive strategic decision making 

 A greater diversity of provision that will help to stimulate growth of the third sector and local 

business 

 Developing a vibrant market will offer choice and ensure value for money 

 Promotion of innovation, responsiveness and flexibility in the market  

 Equity of provision  

 



For providers it means: 

 Financial sustainability through new business opportunities 

 Enhanced staff ownership, motivation and commitment 

 Focus on the needs of the family not the process 

 Smarter organisational responsiveness – agile, quick and flexible 

 Improved productivity and potential increased capacity  

 

Impact of Change on  

 

The community – training people to help themselves in the future 

 More services and activities will be co-located meaning people will tell their story once, know 
who and where to go to.  The location to access services may change for some, as the 
service changes the way that it works there will be a period of transition and families may find 
it difficult to navigate the change.  This will mean that some buildings will close. 

 Some offers for example the Children Centre offer will not necessarily be building based but 
as a range of activities will remain accessible.   

 Where assessments do not meet eligibility criteria people will be sign posted to activities 
aimed at preventing need escalating.  

 Some people may work with case co-ordinators who will coordinate support around the 
individual or household to tackle underlying issues.  This may mean that existing relationships 
will change. 

 The way that assessed eligible need is met may change. 

 The change in approach will mean that the Council and its partners will explore new solutions 
with our communities to make a positive difference to people’s lives and the environment.  
This will encourage the community to be involved in shaping the delivery of services in local 
neighbourhoods and so strengthen their voice in decision making. To maximise the 
opportunity to improve outcomes the community will need to aware and or agree to data 
being shared between organisations. 
 

Partners/other organisations: 

 The wider workforce will be trained to recognise and assess a wider range of needs, provide 

support and signpost to available activities. 

 Some partners may close current service delivery points as they co-locate together 

 To enable this change partners will need to share data. 

 Partners will be diverted from a dependency on grant funding and will be encouraged to 

engage with a new collaborative, outcome-focused commissioning model 

 

Council  

 Depending on the option chosen a number of Council buildings will be re-profiled, redesigned, 

disposed of, maximised for alternative use 

 Operational processes and practice will change  

 Commissioning will be more streamlined and outcomes based in the developed market 

 Staffing numbers will reduce and job roles will change  

 People may work from different office bases 

 ICT systems will change, some may be developed others will be decommissioned. 

 Workforces will encourage productive conversations with families to ensure their needs are 



met effectively 

 

Vision 2030 & Core Purpose 

 

As part of delivering 2030 the Council and its partners are committed to working together unlock 

the borough’s collective resources for the benefit of all.  Through this change the Council and 

partners will encourage the community to be involved in shaping the delivery of services in local 

neighbourhoods.  In doing so the Council and partners will explore innovative ways of working to 

enable community capacity to grow and strengthen 

Risk & Mitigation  

Risks to achieving the changes required have been identified, assessed and mitigated where 

appropriate, and are being actively managed and monitored through the current Change Teams, 

PMO and Programme Board.  Risks have been identified associated with partnership working 

and developing the new operating model, commissioning, finances, strategic change, 

programme dependencies, work force impacts and potential national policy changes. 

The following risks and potential mitigating action must be considered  

Digital agenda is not delivered in the right timescale to enable this model, this will be mitigated 
by an effective marketing campaign 
 
Delays to the community model from lack of start-up funds - Community model start-up funding 
will need to be considered on a case by case basis 
 
Any delay in strategic commissioning work will impact the community model  
 
Risk that good data/intelligence to target those not yet in the system is not created 
 
Visibility of a team can mean ‘more referrals’ leading to increased demand  
 
The community many challenge the model, as the agile working approach sees a reduction of 
use in buildings and may be perceived as no service or as response to the cuts and not as 
service improvement - There will be clear engagement and communications with the community 
 
The adult social care and health integration agenda takes adults service in a different direction 

and the LCR may develop new approaches that supersede or do not complement our approach 

plus the Welfare Reform agenda may place additional demand on the “system”.  The 

Programme Board will carefully monitor the policy agenda nationally and locally. 

Impact Assessment   

Service users will continue to have their eligible assessed care needs met, although the means 

and approach to meeting them may change, ensuring equality duties are discharged.  Should 

this project progress any further equality implications will be assessed.  This will be reported 

when recommendations are brought for further consideration. Officers will comply with HR 

policies and procedures. This will include regular HR monitoring reports to Cabinet Member for 

Regulation, Compliance & Corporate Services. 

Communications, Consultation & Engagement  

Type:  Inform       Consult internal        X X 



 

Engage         Co-production                 Consult external  

Equality Impact Assessment –  

Officers will comply with HR policies and procedures.  This will include regular HR monitoring 

reports to Cabinet Member for Regulatory, Compliance & Corporate Services. 

Service users will continue to have their eligible assessed care needs met, although the means 

and approach to meeting them may change. Not required 

Legislation Considered – 

Due to the nature of this change a range of adult and child social care legislation has been 

reviewed.  As part of the development of the projects, legislation and other legal requirements 

will be kept under review 

Staffing Implications –   

Staff in scope 850 

Potential Number of redundancies 200 - 300  

Budget Planning Assumption –  £ 9M reduction 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

X 

 

X X 



Personalisation 

 

Change Description: Adult Social Care  

Adult Social Care continues to be subject to increasing demographic pressures and the service 

continues to work to the vision for and priorities outlined in the Adult Social Care Strategic Plan.   

The services will move away from an “assessment for service” approach towards an assessment 

that focusses upon opportunities that exist within communities and families to provide care and 

support which both prevents people deteriorating and needing high cost care and provides 

alternatives to paid for care services. Further, the service will utilise staff freed up from carrying 

out assessments that do not lead to the provision of services to proactive reviews that will 

ensure that outcomes are being achieved and services are delivering the outcomes identified 

through assessments. The key changes that will support this programme are: 

 Increase the numbers of enquiries that are dealt with at first point of contact through the 

provision of information and advice. 

 Increase the number of contacts resolved at first point of contact 

 Reduction in the numbers of contacts leading to a full assessment 

 Reduction in the number of assessments that previously led to no service 

 Implementation of asset based assessments 

 Develop the market to maximise and promote universal opportunities that are inclusive 

and accessible  

 Market commissioned to provide outcome focussed care and support based upon 

reviewable and clear independence outcomes that underpin the approach 

 Increase in the number of reviews 

 

Frequency of changes to care package will increase as a result of providing care based upon 

people achieving outcomes. 

This project will further transform the way adult social care assessments take place, ensuring 

that they are conducted on a wholly asset based footing that supports service users remaining in 

control throughout the process. 

 

It is proposed to commence action/ implementation of/  consultation on the following 

change –  

 Introduce revised asset based/outcome focused Resource Allocation System (RAS) for 

all new assessments, care plans, and direct payments. 

 Reallocate released social work/care management resource to deliver a proactive 

reassessment/review function aimed at assessing against outcomes and reducing costs 

of ongoing care support packages and direct payments. 

 Develop a more rigorous and focussed review process for those in long term 

nursing/residential care to ensure that they are receiving the appropriate level of 

services. 

 Review the way Direct Payments (DP) are provided to ensure they are focussed on 



eligible care needs and are not supplementary or additional to the way in which needs 

are met. 

 Identify the cohorts of care packages that are higher than statistical and regional 

comparators and focussing reassessment activity on these groups.   

 Taking forward a comprehensive review of Care and Support services  

 Deliver and action, a strategic commissioning plan to support the redesign of the Care 

Market that will deliver and sustain an ‘asset based approach’ to care and support. 

Further, to develop stronger communities through a review of provider, community and 

voluntary sector strengths in each locality/neighbourhood and commission each sector in 

order to ensure that it provides services to support an asset based approach. 

 

The following activity will change –  

Adult Social Care will move away from an “assessment for service” approach towards an 

assessment that focusses upon opportunities that exist within communities and families to 

provide care and support which both prevents people deteriorating and needing high cost care 

and provides alternatives to paid for care services. Further, the service will utilise staff freed up 

from carrying out assessments that do not lead to the provision of services to proactive reviews 

that will ensure that outcomes are being achieved and services are delivering the outcomes 

identified through assessments. 

 

Outcomes  

Service Users –  

 Individuals and families have primary responsibility for looking after themselves in order 

to remain fit and healthy whilst planning how they will personally financially contribute 

towards any care that may be required. 

 Contribution to the regeneration of communities as individuals take greater ownership 

 The change in approach will mean that the Council and its partners will explore new 

solutions with our communities to make a positive difference to people’s lives and the 

environment. This will encourage the community to be involved in shaping the delivery of 

services in local neighbourhoods and so strengthen their voice in decision making. 

 Adults will receive targeted information and as a result will take part in initiatives and 

activities within the local community 

 

Partners –  

 The community, partners, providers and Council are working together, delivering 

improved outcomes and reducing the longer term reliance on public sector services 

 .A growth of social capital 

 A greater diversity of provision that will help to stimulate growth of the third sector and 

local business 

Council –  

 Social Care is sustainable and meets the needs of our most vulnerable. 

 Care plans are delivered through a transparent and integrated process and meet 



assessed need. 

 

Impact of service change  

Service Users  

 The way that assessed eligible need is met may change. 

 Increased capacity through decreased demand, allowing focus on those with higher 

needs to reduce their levels of need sooner 

 Where assessments do not meet eligibility criteria people will be sign posted to activities 

aimed at preventing need escalating. 

 To maximise the opportunity to improve outcomes the community will need to aware and 

or agree to data being shared between organisations. 

Partners  

 Increased opportunities for volunteering and entry into or back into work 

 Resources can be spent more effectively 

 Developing a vibrant market will offer choice and ensure value for money 

 Promotion of innovation, responsiveness and flexibility in the market 

 Partners will be steered away from a dependency on grant funding and will be 

encouraged to engage with a new collaborative, outcome-focused commissioning model 

Council  

 Commissioning will be more streamlined and outcomes based in the developed market 

 Operational processes and practice will change 

 Strategic Priorities 2013-2020 (refreshed 2015) will require updating 

 

Communications, Consultation & Engagement  

Type:  Inform       Consult internal        

Engage         Co-production                 Consult external  

Equality Impact Assessment  

Service users will continue to have their eligible assessed care needs met, although the means 

and approach to meeting them may change. 

Legislation Considered  

 Mental Capacity Act 2005 

 Care Act 2014 

 Community Care (Delayed Discharges, etc.) Act 2003 

Risks & Mitigating Actions   

This work stream relies upon a number of other PSR projects and if these are not delivered in a 

timely way at the scale and pace identified the changes and the savings identified could be 

 X 

 X X 



compromised. 

 

People may find these proposed changes stressful as change can be difficult, challenging and 

sometimes uncomfortable for people, families, carers and the workforce. Managing expectation 

through coproduction with citizens, providers, staff and partners, is key in delivering this change. 

The Council will, particularly for those people with no or limited capacity to exercise real choice, 

ensure that they are safeguarded and supported with dignity and respect. Assessed eligible 

need will continue to be met. 

A change in an area as complex (both in areas of delivery and legislative requirements) as Adult 

Assessment Services requires time and capacity to be made available to develop a range of 

options and the system redesign that can be modelled and tested. This is to ensure delivery of 

assessments under statutory regulation and guidance and ensure that poor outcomes are 

mitigated against through the implementation of training and education, use of audit and panels, 

and the identification of performance indicators to ensure that savings will be delivered going 

forward. This will include, continued review of work flow and capacity, using opportunities to 

work differently. 

 

Any changes to the assessment and provision of Adult Social Care need or services requires a 

significant level of involvement from the people that use the services, their carers, staff, 

providers of services and partner organisations. This will be mitigated by the full involvement of 

user led organisations, providers, partners and staff in the design, development and roll out of 

the asset based approach to assessment and care planning. 

 

Lengthening the period before which people require care must reduce potential spend, but 

measurement of care that is not provided is far harder to do than measuring actual spend. 

Reductions in costs of packages of care all depend on individual assessments and the capacity 

of service users, families and professionals to manage a transfer of risk. 

 

Staffing Implications – This change will require additional staffing capacity and changes to the 

way staff are deployed. It will also require changes to the way staff conduct assessments so 

training for all front line staff will be required. 

Number of staff in scope All adult social care staff and staff support services. 

Estimated number of redundancies 0 

Savings £3M 

 

 

 

 

 



Section C - A New Deal with Citizens 

It is proposed to commence action on the following change – To build capacity and enable 

more services to be delivered for communities by communities, ensuring a significant move to 

proactive early intervention and wider prevention of escalation and reliance on the council and 

other statutory services.  Commissioning will be streamlined, outcomes based and shaped 

around shared objectives of partners and the VCF sector.  A commissioning framework will 

explore alternative funding streams for sustained investment and to continuously build 

capacity.  Fundamentally this key transformation signals a positive approach for individuals and 

communities that encourages self-reliance and independence through an equal partnership. 

The following activity will change –  

 Work together to encourage and enable “Friends of” and other volunteer groups 

 Develop and promote healthy workplaces, supporting people to stay in / return to work 

 Connecting individual needs with supportive groups within the community 

 Encouraging people to act as Ambassadors for connecting  and supporting others 

 Developing the workforce to create a culture of enabling and supporting communities 

 Introduce an integrated model for Making Every Contact Count 

 Develop a joint business intelligence hub 

 Develop commissioning model with partners to focus on outcomes 

 Explore new ways of funding community capacity 

 Transfer assets and services to community organisations/charitable trusts 

 Explore opportunities for social entrepreneurship 

 Explore staff spin-offs and community interest companies 
 

Outcomes  

Service Users – Residents will be better prepared to take responsibility for their own health and 

well-being, finding solutions to problems and issues which arise.   

Partners – Communities and individuals are benefitting from many volunteering opportunities 

and schemes 

Council – People prevented from going into services reducing cost and the demand on council 

services 

Impact of service change   

Service Users – Improved outcomes for residents, reducing confusion so that people know they 

are going to the right place for what they need 

Partners – Well engaged community playing key role in the regeneration of their own area. 

Council – Reduced demand on council services reducing cost 

Communications, Consultation & Engagement  

Type:  Inform           Consult internal             

 

 X  x 



Engage                      Co-production                 Consult external  

Equality Impact Assessment  

Officers will comply with HR policies and procedures.  This will include regular HR monitoring 

reports to Cabinet Member for Regulatory, Compliance & Corporate Services. 

Service users will continue to have their eligible assessed care needs met, although the means 

and approach to meeting them may change. Not required 

Legislation Considered  

NA 

Risks & Mitigating Actions –  

There may be a short term increase in demand for services at start of the campaign as the public 
become more aware of service availability – movement towards the community services is 
dependent upon sequencing of the work in most vulnerable and multi-agency projects.  Will need 
to allow time for community infrastructure to develop. 
 
Access to alternative funding sources may decline, reducing capacity within the sector - Joint 
commissioning strategies will develop sustainable solutions and  monitor vulnerability in the 
marketplace 
 

Staffing Implications –  N/A 

Savings –  £0 
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