Value proposition: personal budgets

All upper-tier councils must now implement personal budgets

The current system of social care is based on local authorities matching a limited
range of services to people’s assessed needs. Demographic pressures are leading to
spiralling costs and there is a widespread belief among those responsible for
delivering social care that radical change is required in order to create a sustainable
solution for the future.

Understanding of the personalisation Personalisation

agenda in social care has evolved rapidly in 3

recent months. Greater personalisation of e drecen pen

care services via self directed support, and :)"‘j’t;‘ggt‘;a'

in particular the provision of personal -

budgets , is now seen as a central solution budgets

to the social care crisis. The central - o
principle of personal budgets is that people Bayicnis

receive a personal budget that they control
to meet their own care needs as they best
see fit.

Two recent documents from the Department of Health set out the central role which
government sees personalisation and personal budgets playing in the future:

In December 2007, Putting People First set out a ‘shared vision
and commitment to the transformation of Adult Social Care’. This
includes a vision for the future in which: ‘over time, people who
use social care services and their families will increasingly shape
and commission their own services. Personal budgets will ensure
people receiving public funding use available resources to choose
their own support services — a right previously only available to
self-funders. The state and statutory agencies will have a different
not lesser role — more active and enabling, less controlling’.

In January 2008, Transforming Social Care provided further
details on the significant resources which are being made
available to councils to transform social care. The Social Care
Reform Grant will make £500m available to all councils
providing ASC (which equates on average to approximately
£3.5m per council). The vast majority of available funding will be
made available to councils, indicating the need for local control
and formulation of vision and planning. The delivery of personal
budgets is stated to be an essential part of the overall agenda:
‘Everyone eligible for statutory support should have a personal
budget, a clear and transparent allocation of resources’.
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Councils’ journey towards personal budgets

As part of our work for the Department of Health (CSIP), we are developing an
approach to describe how councils should move towards personal budgets. This has
identified six incremental stages of development, as well as a ‘gaining experience’
set of activities to run alongside the six stages. This is represented in the diagram
below:
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How IMPOWER can support councils on this journey

The publication of Transforming Social Care means that all councils should be able to
move quickly through the Initiation stage and in our experience the majority of councils
are now at the second stage — Investigation. It is in this area that we are working most
frequently with councils at the moment. However, the breadth of our offering means we
can also provide support for councils who have already moved beyond the Investigation
stage. Specific support which IMPOWER can provide is described in the table below:

Stage Title Description
Getting Pilot project Setting up and managing the project to
experience management initiate the pilot, including oversight of all
different workstreams.
Assessment Support in developing an effective model for
approach allocating resources. This involves political
development decision-making as well as a working
Resource Allocation System.
Peer Through our extensive contacts we can
review/support arrange a structured method of working with
other council(s) to share lessons learned,
useful tools and plans.
Investigation Investigation stage | Fully developed package of support,
management including stakeholder workshops, to take

© 2007 iIMPOWER Consulting Ltd Page



councils through the investigation stage to
the next decision point.

Transforming
Social Care
alignment

Review to ensure current plans are fully
aligned with conditions and objectives in the
Transforming Social Care circular.

Blueprint

TOM development

Support to develop a target operating
model, including making strategic decisions
about the future shape of the service.

Financial
sustainability model

Building the business case that allows you
to forecast spend and understand how to
manage the financial risk of the new model.

Full blueprint
development

Management of the whole blueprint stage,
including TOM development, communication
management, support through decision-
making and sign off process, resource
planning for next stage.

Commissioning
strategy

Personal budgets require a radical look at
current commissioning and contracting
arrangements and important strategic
decisions about future strategy. We will
support you through this process.

Implementation
planning

Implementation
planning support

The implementation planning stage involves
detailed programme planning and
management for whole system change.

Implementation of
commissioning
strategy

Implementation of the above may include
provider negotiations, financial and volume
modelling, training and communications.

Benefits realisation
planning

Setting up a process for the management of
benefits — including setting criteria,
baselining, setting targets.

Implementation

Personal budgets
health check

For councils at a further stage of
development, we can support you by
reviewing progress, outcomes, risks and
development plans.

Example - supporting councils with the Investigatio

n stage

IMPOWER has defined a detailed approach called ASC (‘Ascertain, Shape, Commit’)
for supporting councils to deliver the Investigation stage effectively. The overall
objective of this approach is to engage positively with decision makers and
influencers to set clear parameters for success and to achieve consensus on what
personal budgets mean for your council and the way forward.
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Understand existing
strategic landscape and
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Collectively articulate the
vision for and scope of
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Collectively buy-in to the
scale of change and
authorise progression to
Blueprint stage
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Investigation stage scope

At this stage, a range of activities and planning may have been done, but a clear and

shared vision and high level plan will not have been agreed and communicated to all

key stakeholders. The scope of activities for this stage is therefore to:

= Provide support to enable the council to articulate a clear vision for the future of
personal budgets, to clarify the scope of change activities and to define success
criteria.

= Provide support to communicate and convey the scale of whole system change
to senior decision makers and stakeholders, with a specific objective of achieving
consensus to proceed.

= Provide support to plan the change programme, in particular aligning planned
activities with existing initiatives, agreeing an approach to risk management and
defining decision points for the future programme to ensure delivery.

Investigation stage benefits

The implementation of personal budgets must be achieved by all councils. The
journey towards implementation is complex, and must proceed on a staged basis.
This delivery of the Investigation stage enables successful forward progression
towards implementation. Specifically, councils will gain:

A consensus on the way forward for personal budgets.

Clarity over the timing of its implementation.

Clarity over the required resources to commit to the Blueprint stage.

An agreed decision making process for personal budgets.

Clarity around risks and benefits for a wide range of stakeholders.

An understanding of how personal budgets should align with other change
initiatives.

VAV EVEVERTEY:

IMPOWER has unsurpassed expertise and experience

iIMPOWER is a local government focused consultancy that is helping to shape the
personal budget agenda and has unparalleled experience of working with councils on
this topic area. We are currently working with the following organisations in this area:
Department of Health (CSIP)

Hampshire County Council

Warwickshire County Council

Royal Borough of Kensington & Chelsea

Lincolnshire County Council

Wrexham County Borough Council

London Borough of Barking and Dagenham

Manchester City Council

Barnsley MBC

London Borough of Newham

Leicestershire County Council
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