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Summary

The purpose of this report is to provide an update on the performance of the
South Warwickshire Housing Assessment Team (HAT). The team is currently
operating as part of a pilot project, in partnership with Stratford-on-Avon
District Council (SDC) and Warwickshire County Council (WCC), to deliver
improved aids and adaptations services and a range of home improvement
agency services to enable residents in South Warwickshire to remain
independent in their homes.

The report also provides an update on the progress made by the Warwickshire
Heads of Housing and Warwickshire County Council Project Board on the
proposal to set up a county wide shared service (HEART) to deliver this service.

Finally, the report provides an update on the next steps for Warwick District
Council (WDC) to agree on a permanent service delivery model for aids and
adaptations and home improvement services.

Recommendation

That Overview and Scrutiny Committee (O&S) notes the performance of the
HAT pilot project as documented in Appendix 1.

That O&S notes the progress made by the Project Board in developing the
county wide shared service proposals for the future delivery of aids and
adaptations and related interventions.

That O&S notes the current actions and timescales for WDC to decide on the
service model for the aids and adaptation service and related services.

Reasons for the Recommendation

Performance against the three key measures is improving. The time to deliver
adaptations is reducing with the number of days to deliver Disabled Facilities
Grant (DFG) works falling to an average of 204 days in Quarter 1 (2016/17).
This is compared with a pre-pilot county wide average of 395 days.

The number of approvals per quarter has increased from 14 at the start of the
HAT pilot to 67 for the first quarter of 2016/17 and as at the 30" June 2016
there are no customers awaiting allocation. The waiting list of customers
awaiting allocation to a caseworker has been eradicated.

Appendix 1 sets out the full detail of the performance of the service from the
start of the pilot to the end of Quarterl, June 2016.

Whilst performance fluctuated over the transitional phase of the new way of
working, a greatly improving picture is now emerging. The additional benefits of
this approach are:

Improved customer experience

o Single, dedicated caseworker to support the customer through the whole
adaptation process and provide advice and support on other housing
issues.

Item 4 / Page 2



3.5

3.6

o The team is equipped with a broader range of skills, and is competent to
deliver a wider range of interventions including DFGs, equipment,
support and advice on a humber of housing matters.

Greatly enhanced resilience of the service
o The HAT pilot project is staffed by a team trained in delivering a range of
interventions (including DFGSs).

o Increased size of team meaning that service is not impaired by leave or
sickness.

Improved collaborative working

o Cases are no longer handed off from County Occupational Therapists
(OTs) to District Council Grant Officers, reducing delays for customers.

o Closer working with key partner organisations including contractors and
Orbit Housing Association is helping to smooth processes and improve
the speed of delivery of outcomes for customers.

Simultaneous to the HAT pilot project, the Heads of Housing and WCC Project
Board has been progressing proposals to formalise the county wide shared
service.

It is proposed that that Home Environment Assessment and Response Team
(HEART) service will be formalised through a shared service agreement
between Nuneaton and Bedworth Borough Council (NBBC), North Warwickshire
Borough Council (NWBC), Rugby Borough Council (RBC) and WCC from October
2016. The arrangements allow for the option of WDC and SDC formally joining
the agreement in 2017.

3.7 The proposal is that the Shared Service will be “hosted” by NBBC with

3.8

operational bases in NBBC and WDC to provide the service to the North and
South of the County. The agreed scope of HEART service is:

e Assessment of persons ability to carry out activities of daily living, leading to
where appropriate major or minor adaptations

e Assessment of housing environment conditions, leading to housing
improvements, repairs or energy efficiency

e Assessment of alternative accommodation and support to move
Housing Health and Safety Rating System (assessment of and removal of
housing hazards)

e Falls assessments and reductions

e Financial assessment in relation to Housing Needs - including benefit
maximisation

Over recent months the Borough Authorities in the North of the County and the
County Council have formally agreed to develop and enter into a partnership
agreement contract to support the delivery of the HEART service. Approvals
were made as follows:

NWBC (23 May 2016)
NBBC (15 June 2016)
RBC (27 June 2016)
WCC (4 July 2016)

Item 4 / Page 3
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3.10

3.11

3.12

3.13

3.14

3.15

3.16

Work is now progressing through the Project Board to finalise the partnership
agreement to enable these authorities to enter into the shared service
arrangements.

Alongside the work of the county wide Project Board, WDC and SDC have been
jointly evaluating the available options for future aids and adaptations and
housing improvement agency services.

This information is being collated for inclusion in a report for consideration by
WDC and SDC Executives in September on the future delivery model for aids
and adaptations services. The report will bring forward a recommendation from
the four options presented to Finance and Audit and O&S last December. The
options being considered are outlined below together with a high level summary
of the key advantages/benefits and disadvantages/risks for each option:

Option 1: County Wide Shared Service: HEART. The proposals are that this
will be a Shared Service hosted by NBBC with a five year Partnership
Agreement. NBBC will provide organisational and support functions. There will
be an operational base for the South of the county based ay WDC offices.

The service will include a range of interventions supporting a holistic approach
to home adaptations and improvements.

The advantages/benefits of this option are:

e Performance: Service Model (through HAT pilots) is well tested and proven
to deliver significantly improved services for customers
Single line management of service

e Customer experience: HEART caseworkers are skilled to offer wide range of
interventions to support customer independence; customers able to deal
with one point of contact

e Raesilience: offers high levels of resilience in the event of staff absence

e Staffing resources: service is well resourced, skills and expertise available
within the team (e.g. contractor management, technical knowledge) to
provide quality service

e Limited requirement for WDC to provide support services for the service
Consistent service delivered across County

e HEART project well progressed

The disadvantages /risks of this option are:

e Potential for reduced control of service. However, the partnership
agreement and proposed joint committee arrangements will provide
protection for individual members

Option 2: South Warwickshire HAT Shared Service. Formalising the
current pilot arrangements, this will be a shared service with SDC delivering a
range of interventions; holistic approach to home adaptations and
improvements. This would be hosted by WDC, providing organisational and
support functions. The service would operate from WDC offices in the same way
that it currently does.

The advantages/benefits of this option are:
o Performance: Significantly improved performance, as demonstrated by
the pilot service
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o Customer experience: Caseworkers skilled and competent to deliver
wider range of interventions

o High level of control of service

o Good levels of resilience

3.17 The disadvantages/risks of this option are:

e Option 1 (HEART) is WCC's preferred model for the future delivery of the
service. Currently there is uncertainty about potential arrangements for
accessing County Council OT assessments of customer needs were
Options 2, 3 or 4 to be favoured by WDC. This represents a risk to the
feasibility of these options.

Potential difficulties if single line management does not include OT's.

Potential for inconsistent service developing within Warwickshire

Greater requirement for WDC to resource support services for service

Requirement for substantial work to be undertaken to implement this

option

e The guidance on the Better Care Fund (BCF), which includes DFG
funding, is clear there should be joint plan between all Better Care Fund
partners on its usage. There are potential risks to accessing this funding
if WDC does not enter the County wide HEART service as the alternative
options have reduced capacity to deliver the full range of holistic,
preventative services offered by Option 1.

3.18 Option 3: Pre-HAT service (WDC returns to pre pilot DFG service). This
option would mean that WDC and SDC dissolve the partnership arrangements
and deliver services independently from their own respective bases. This would
mean a return to a two stage service (County Council assessment passed to
District Council for grant processing).

3.19 The advantages/benefits of this option are:
¢ High level of control and influence

3.20 The disadvantages/risks of this option are:

e Option 1 (HEART) is WCC'’s preferred model for the future delivery of the
service. Currently there is uncertainty about potential arrangements for
accessing County Council OT assessments of customer needs were
Options 2, 3 or 4 to be favoured by WDC. This represents a risk to the
feasibility of these options.

e Performance: service performance deteriorates due to return to two
stage process (slower response and end to end times)

e Low levels of resilience in the event of staff absence

Customer experience: requirement to deal with multiple organisations
(District and County Councils). No single point of contact

Range of interventions is more limited compared to Option 1 or 2.

Lack of consistent service model within Warwickshire

Requirement for WDC to resource all support services for service

The guidance on the Better Care Fund (BCF), which now includes DFG
funding, is clear there should be joint plan between all Better Care Fund
partners on its usage. There are potential risks to accessing this funding
if WDC does not enter the County wide HEART service as the alternative
options have reduced capacity to deliver the full range of holistic,
preventative services.

3.21 Option 4: WDC and SDC Shared Service. This option is similar to Option 3,
however the service would be shared with SDC. As with option 3 the scope of
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this service would be narrower than that of Options 1 and 2 with the focus
being primarily on DFGs. The service would be hosted by WDC (to provide all
organisational and support function)

3.22 The advantages/benefits of this option are:

e Good levels of resilience to withstand staff absence (leave, sickness etc)

3.23 The disadvantages/risks of this option are:

4.1

4.2

e Option 1 (HEART) is WCC'’s preferred model for the future delivery of the
service. Currently there is uncertainty about potential arrangements for
accessing County Council OT assessments of customer needs were
Options 2, 3 or 4 to be favoured by WDC. This represents a risk to the
feasibility of these options.

e Reduced scope of service (focus on DFG’s)

e Performance: service performance deteriorates due to return to two
stage process (slower response and end to end times)

e Customer experience: requirement to deal with multiple organisations
(District and County Councils). No single point of contact

e More limited range of interventions capable of being delivered for
customers

e Lack of consistent service model within Warwickshire

e Great requirement for WDC to resource support services for service

e Requirement for substantial work to be undertaken to implement this
option

e The guidance on the Better Care Fund (BCF), which now includes DFG
funding, is clear there should be joint plan between all Better Care Fund
partners on its usage. There are potential risks to accessing this funding
if WDC does not enter the County wide HEART service as the alternative
options have reduced capacity to deliver the full range of holistic,
preventative services.

Policy Framework

Fit for the future - The purpose of the HAT pilot project accords with the Service
and Money strands of Fit for the Future. The service and related processes
have been designed using lean systems thinking principles to deliver customer
focused services to:

“To provide customers with the advice and information to help them
make the right choice, and provide practical help to deliver the right
housing solution when they want it”

The service is focused on managing staffing resources including partners’
resources efficiently to meet customer demand and make best use of available
budgets.

Sustainable Communities Strategy - The effective delivery of aids and
adaptations to resident’s homes directly and positively contributes to the
Housing and Health and Wellbeing priorities within the Council’s Sustainable
Communities Strategy by ensuring that;

e Everyone’s housing needs are met

e Everyone is able to enjoy a healthy lifestyle and sense of well being
e The gap between affluent and poor people has been significantly reduced
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4.3

4.4

5.1

6.1

7.1

7.2

7.3

7.4

7.5

e Our older and vulnerable citizens are valued and live fulfilling and
independent lives.

Impact Assessments

There is no impact assessment for this update report
Budgetary Framework

There are no budgetary implications of this update report
Risks

There are no risk implications of this update report.
Background

Some Members will be aware from the previous presentation to the joint F&A
and O&S Committees on 1 December 2015 that the Council has been taking
part in a pilot project, the Housing Assessment Team (HAT), in partnership with
SDC and WCC. This project follows a decision in 2010 made by the five
Warwickshire District/Borough Councils and County Council to run a
collaborative project aimed at creating a new way of delivering housing aids and
adaptations and home improvements for disabled and older people in
Warwickshire.

As part of this work the project team undertook a lean systems thinking review
of adaptations and home improvements services. The review identified that
there was significant issues with the old way of delivering services. The service
was delivered across a number of organisations, typically with County OTs
assessing client needs and then passing referrals over to the District Councils to
organise and fund adaptations either directly (through Disabled Facilities Grant)
or through procured Home Improvement Agencies with the individual, family
and carers.

Teams struggled to work across organisational barriers of up to three
organisations and individuals experienced delays in provision, exacerbated by
long waiting lists and variability in practice across Warwickshire. Although once
an individual received an adaptation they were pleased with the outcome, the
process took on average 395 days across Warwickshire from enquiry to
completion. Delays of similar lengths are also to be found in other local
authorities and are in line with a national picture of delay.

The review resulted in a redesign of the customer pathway to include only those
steps that are of value to the customer. A new customer focused service
delivery model was developed bringing together the different professions from
each of the organisations into one team, creating a new caseworker role (the
Housing Assessment Officer) and linking together existing services.

There has been a phased roll-out of the project across the County. The
Boroughs in the North of the County (i.e. NBBC, NWBC and RBC went first
starting their pilot in 2010. Based at WDC offices, WDC and SDC started their
joint pilot (HAT), covering South Warwickshire in January 2014. The pilot
service includes the co-location of the County Council’s occupational therapists
and assistants in the HAT team based at WDC offices.
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7.6

The objective of new service was to deliver holistic housing assessment and
solutions (including aids and adaptations) to enable Warwickshire residents to
live independently at home. This approach represents an expansion of the old
service delivered by District Councils (primarily focused on just delivering
disabled adaptations) to deliver a broader range of interventions to support
service users to maintain independence and continue living at home. These
include;

e the prescription and provision of equipment,

e advice on a range of housing matters including financial benefits, falls
prevention, home safety, energy efficiency, accessing charitable funding etc,
and

e advice and support with alternative housing options including moving
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Appendix 1

South Warwickshire Housing Assessment Team - Performance Data including
Quarter 1 of 2016/17

The information below shows the progress made in key areas of HAT
performance. The data shows improvements in end to end times, number of
approvals and the waiting list of cases awaiting allocation.

1. End to End times* for DFG Adaptations (SDC and WDC).
*Time between customer’s first enquiry and completion of DFG works

End to End times
Number of days  =—ll=Pre pilot av days
[ i i i i i i #l 395
363
322
283 270 282 267 259

204

Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1

The above graph shows a steady improvement in the end to end times, with a
further significant improvement in Quarter 1 of this financial year. In the latest
quarter the best time for a level access shower was 66 days and for a stair lift
was 69 days. The data for quarter 1 also includes four cases requiring
extensions or conversions. Were these cases to be removed from the data, the
average would fall to 176 days.

The reduction in end to end times shows that the historic backlog is now
working through the system. Following the start of the pilot service a waiting
list (of cases awaiting allocation to a caseworker) developed. This was due to
the inclusion of backlog cases in the new service, the increase in cases due to
the broader scope of the service and also the reduction in capacity due to staff
learning new processes. The waiting list meant that following initial contact to
the service, customers experienced a wait until a caseworker became available
to take the case. The waiting list is now eradicated meaning that new cases are
allocated to caseworkers within approximately two to three weeks. However,
existing caseloads still contain a nhumber of cases delayed by the historic
backlog. We therefore expect end to end times will continue to improve as the
number of backlog cases reduces as they are processed through to completion.
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2.

In addition, each stage of the process has been reviewed by the team and the
following actions taken which have helped to reduce the end to end times;

More intensive casework monitoring by caseworkers

Closer working with architects

Closer working with Orbit Housing Association resulting in quicker
returning of quotes and tighter scheduling of works

Implementation of IT generated letters

Continuation of the dedicated Team Leader arrangements that have been
put in place

Continuation of the duty desk arrangements that have been put in place
Where possible adaptations are assessed and prescribed from the duty
desk

Closer working with contractors resulting in quicker returning of quotes
and tighter scheduling of works

Technical support assigned to team

DFG Approvals (SDC and WDC)

Number of DFG Approvals

67

56
49
40
36

22
14

Q4 Q1 Q2 Q3 Q4 Q1 Q2 Qa3 Q4 Q1

The above graph shows a strong increase in the number of disabled facilities
grant approvals. The increase in grant approvals reflects the increased
capacity of the team now that the new team are fully up to speed with their
new role and the HAT processes and procedures.
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3. Waiting list — people awaiting allocation to a caseworker (SDC and
WDC)

Number of People on Waiting List
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The above graph shows that the waiting list of customers awaiting allocation to a
caseworker has been eradicated. This has been achieved by a combination of the
introduction of effective duty desk working arrangements and the more efficient
through put of cases through system. Caseworkers increased ability to progress

existing cases efficiently through to case closure, enables the Team Leader to allocate
more cases from waiting list.
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