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Forew ord 

As w ith m any other councils throughout England, Torbay C ouncil has 

struggled w ith an overspend in its social services budget year on year.  W hen 

the new  adm inistration began the task of setting its first budget for the year 

2004/2005 the M em bers realised that this situation needed to be addressed. 
 

The O verview  and Scrutiny Board w ere charged to create a Social Services 

Review  Panel, w hich w ould scrutinise, in depth, the budgets and service 

delivery of the directorate.  W hilst this review  w as sitting the departm ent itself 

w as under going m ajor changes.  The C ouncil had com m itted itself to 

creating a C hildren’s Service, com bining the provision of both the education 

and social care of children into one service provided by the Local Authority 

and also to set up an Adults Trust in partnership w ith the PC T, com bining both 

health and social care provision for adults w ithin the Bay.  The success of 

these changes in the adm inistration of social services could be adversely 

affected if their budgets w ere inappropriately set.  As a result of these 

changes there w ere also changes in the personnel during this period 

including the appointm ent of a Director of C hildren’s Services and others at a 

low er level.  . 

 

The C ouncil appointed M ick Low e, a social services consultant, w hose 

contribution to our w ork w as invaluable.  There w ere also several m eetings 

w ith senior officers from  w ithin social services.  The Panel w ere very im pressed 

w ith their co-operation and the com m itm ent they show ed to im prove this 

area of provision, not least, in light of the changes they w ere having to put in 

place due to the new  provision of children’s and adults care.  It becam e 

apparent that the officers w ere im plem enting som e of the recom m ended 

changes as M ick Low e identified them  thus easing the pressures on the 

present years budget. 

 

I feel the recom m endations w e have m ade w ill enable the C ouncil to deliver 

a service that gives support w here it is needed in a quicker and m ore 

appropriate m anner.  The recom m endations w ill be m onitored regularly by 

the appropriate Perform ance Boards and I believe that the senior 

m anagem ent w ho took part in this review  w ill continue to im plem ent best 

practice changes w here ever they are needed. 

 

The Panel w ishes m e to extend a thank you to all the social services staff w ho 

w orked w ith us during this tim e and I w ould also like to extend m y thanks to 

Kate Spencer and her team  for their professional support throughout this 

review . 

C ouncillor C indy Stocks 

C hairm an of the Social Services Review  Panel 
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1. Executive Sum m ary 

1.1 The Social Services Review  Panel w as established follow ing concerns 

from  the O verview  and Scrutiny Board about the levels of spending 

w ithin the then Social Services Directorate. 

1.2 By appointing an external specialist to exam ine in detail the practices 

and procedures w ithin the Directorate, the Panel w ere helped to be 

able to understand the pressures faced by the C ouncil in relation to 

social services.  In m any w ays, undertaking the review  and turning the 

spotlight of the service has had a positive im pact.  The 

recom m endations of the Panel have been form ulated to ensure that 

the changes that have taken place over the course of the review  

continue at an appropriate pace. 

1.3 As the positive m oves in relation to budget m anagem ent and service 

delivery are coupled w ith the structural changes occurring w ithin the 

C ouncil, the Panel believes that the Authority is in a good position to 

m ove forw ard in providing a cost effective but responsive service to 

the m ost vulnerable in Torbay. 

1.4 It is recom m ended to the Executive, that in respect of C hildren’s 

Services: 

1.4.1 That standards of record keeping w ithin the Service should 

continue to be im proved. 

1.4.2 That care planning and assessm ent m ethods be im proved so as 

to better inform  decision m aking to ensure that children receive 

m ore appropriate services (recognising that it is w ith the m ore 

difficult cases that this is required). 

1.4.3 That the review  and m onitoring of children and young people 

once they have been placed in out-of-borough residential 

placem ents be im proved. 

1.4.4 That the stock of foster carers be expanded and their skills and 

professional standards be extended to provide alternatives to 

expensive out-of-borough placem ents. 

1.4.5 That joint w orking be im proved, a m ore holistic approach be 

developed and collaboration w ith health and education be 

im proved so as to achieve m ore effective solutions and shared 

funding of placem ents for m ore com plex cases. 

1.4.6 That contracting and the m onitoring and review  of contracts be 

im proved. 

1.4.7 That a “gap-assessm ent” be com pleted w hereby the needs of 

young people looked after by the Authority and the services 
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currently available to m eet their need are profiled and that 

addressing the gap identified be the target for the C hildren’s 

Services to achieve over the m edium  term . 

1.5 It is also recom m ended to the Executive, that in respect of Adults’ 

Services: 

1.5.1 That an audit of the inform ation available to residents about the 

availability of care services in the m arket place be undertaken to 

enable residents to purchase these direct rather than via the 

C ouncil and that new  com m unication and inform ation tools be 

developed to rem edy any shortfall. 

1.5.2 That the eligibility criteria through Fair Access to C are Services be 

retained as “substantial” or “critical” and that social services 

m anagers be requested to ensure that the m ethods being used 

to assess potential clients is robust enough to ensure that services 

are only available to people w ho m eet this level of need. 

1.5.3 That social services m anagers ensure that the panel m eetings 

held w ithin the adult social services division that determ ine 

placem ents are m ore robust in their decision m aking. 

1.5.4 That, through joint w orking, health officials be given a clearer 

understanding of the levels at w hich the C ouncil w ill intervene 

and provide services for older people. 

1.5.5 That health professionals be provided w ith the sam e inform ation 

that w ill signpost clients to the m arket place in the first instance 

for care services for clients w ho are not likely to m eet the 

intervention criteria. 

1.5.6 That a review  of social services charging policies and practices, 

financial assessm ents, incom e raising and debt recovery be 

undertaken to ensure an efficient and effective service is 

provided and that the C ouncil is able to retrieve all of its incom e 

in a tim ely m anner. 
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2. Introduction 

2.1 At its m eeting held on 22nd Decem ber 2003, the O verview  and Scrutiny 

Board considered Report F/16/03 w hich gave a sum m ary of the 

projections of incom e and expenditure for the 2003/2004 financial year 

com pared w ith the approved budgets of the C ouncil for that year.  

The Report indicated that the C ouncil faced a projected net 

overspend of £1.133 m illion at the end of the financial year and that, in 

particular, the budget for the Social Services Directorate w as projected 

to be overspent by £1.005 m illion.  This represented 3.1%  of the net 

revenue budget for the Directorate. 

2.2 Arising from  consideration of Report F/16/03 the O verview  and Scrutiny 

Board established the Social Services Review  Panel to review  the 

difficulties being faced in m eeting the needs of the Social Services 

Directorate against the budget set for the service and, in particular, to 

exam ine: 

(a) the underlying reasons for the grow th in dem and for both 

children’s and adults’ social services; and 

(b) the im plications for the M edium  Term  Financial Plan of the 

Authority. 

2.3 W hen the Board w ent on to consider the position of the 2003/2004 

revenue budget at its m eeting in April 2004 it w as noted that the 

Directorate w as projecting an overspend of £1.329 m illion w hich 

equated to 4.0% of the net revenue budget for the Directorate.  The 

final out-turn figures for the 2003/2004 Financial Year w ere presented to 

the Board in July 2004 and it w as confirm ed that the Social Services 

Directorate budget had overspent by £1.189 m illion over the course of 

the year. 

2.4 The scope of the Review  w as: 

(i) To consider the cost pressures in relation to social services w hich 

are facing the C ouncil (including the state of the m arket for 

social care placem ents) together w ith the policy choices w hich 

are influencing these pressures. 

(ii) To com pare these costs to those facing sim ilar authorities. 

(iii) To review  the dem ographic and other likely forw ard pressures 

facing the service. 

(iv) To challenge the existing approaches to service delivery w ith the 

aim  of identifying potential areas for im proving efficiency. 

(v) To identify the statutory m inim um  requirem ents for the services, 

the degree to w hich discretion is being exercised in relation to 
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these requirem ents and the relationship of these factors w ith the 

star status of the service. 

(vi) To review  the current perform ance of the Social Services 

Directorate and the scope for the continuous im provem ent in 

relation to star status. 

(vii) In light of the above, to consider the potential for re-prioritising 

and containing the budget for the Directorate and the 

im plications for disaggregating the social services budget given 

the agreem ent to establish a C hildren’s Service and Adult C are 

Trust. 

2.5 The Project Plan, w hich sets out the full details of the review  including 

the m ethodology that w as em ployed, is attached as Appendix 2. 

2.6 The m em bership of the Panel com prised C ouncillors Burridge, C arter, 

C ope, Jennings, Stocks and Turnbull.  Follow ing his appointm ent to the 

Executive, C ouncillor Jennings w as replaced on the Panel by 

C ouncillor Haym an.  C ouncillor C arter becam e a M em ber of the 

Executive in Decem ber 2004 and w as therefore no longer eligible to sit 

on the Review  Panel.  C ouncillor Stocks, as Scrutiny Lead M em ber for 

Social Services and Inclusion, chaired the Review  Panel. 
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3. Process 

3.1 G iven the scale and com plexity of the Review , M ick Low e w as 

com m issioned via SO LAC E Enterprises to undertake analysis w ork in 

connection w ith the review .  He gave presentations of his findings to 

the Review  Panel and provided support to the Panel throughout the 

review  process. 

3.2 The first stage of M r Low e’s w ork involved a financial analysis of social 

services expenditure over the past five years.  It drew  prim arily on data 

provided by the Social Services Directorate to the Social Services 

Inspectorate through the Perform ance Assessm ent Fram ew ork (PAF).  

The analysis brought together the PAF data w ith the O ffice for National 

Statistics population trends and other inform ation from  the Directorate.  

3.3 Having received a presentation of M r Low e’s initial findings, the Panel 

m et w ith the follow ing groups of m anagers w ithin the Social Services 

Directorate: 

• Adult Services M anagem ent Team  

• Social Services Finance Team  

• C om m unity Learning Disability Team  

• Supporting People Team  

• C hildren’s Services M anagem ent Team  

3.4 The purpose of these m eetings w as to discuss w ith m anagers the initial 

findings of the review  and to exam ine the processes by w hich the 

C ouncil assesses the needs of people w ho are referred to the Social 

Services Directorate. 

3.5 In addition, the Review  Panel observed a m eeting of the C hildren in 

Need Panel.  It w as not possible to observe an Adults Panel. 

3.6 The second stage of M ick Low e’s w ork involved investigation of a 

num ber of issues and concerns that w ere identified follow ing the first 

stage diagnostics.  These investigations included file audits in both 

C hildren’s and Adults’ Services and continuing discussions w ith the 

Social Services Directorate M anagem ent Team . 

3.7 Further evidence for the Review  Panel’s w ork w as collected from  the 

follow ing sources: 

• Analysis of background papers, reports and briefing notes.  A list of 

key docum ents is attached as Appendix 2. 

• Interview s w ith the Executive M em ber for Social Services. 

• Interview s w ith the Director of Social Services and her m anagem ent 

team , the Assistant M anaging Director and the Director of Finance. 
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• Interview s w ith the Assistant Director (Adult Services) and the Service 

M anager – Supporting People 
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4. Key Findings 

4.1 The Social Services Directorate of Torbay C ouncil provides a w ide 

range of support and care services to a w ide variety of people (both 

adults and children) w ithin the area.  These include people w ho need 

help to live their lives as independently as possible in the com m unity, 

people w ho are vulnerable and people w ho need protection.  

Im proving the health and social care of the com m unity in Torbay is a 

priority for the C ouncil and the aim  of the Directorate is to place the 

service user at the heart of all of its activity. 

4.2 The C ouncil provides services to the follow ing groups of people: 

• C hildren and fam ilies in difficulty 

• C hildren in the care of the C ouncil 

• C hildren w ho com m it offences 

• O lder people 

• People w ith physical disabilities 

• People w ith sensory disabilities 

• People w ho have learning disabilities 

• People w ith m ental health problem s 

• People w ith drug or alcohol abuse problem s 

• Ex-offenders w ho need help w ith resettlem ent 

• People w ho care for others 

4.3 W hilst the service is dem and-led, it is funded through a form ula rather 

than based on com m itted cases.  The C ouncil has a statutory duty to 

provide services to people w ho need them  but the law  does not allow  

the Authority to refuse help on the grounds of cost alone.  Torbay 

C ouncil has a duty to use the lim ited resources available to help the 

people w ho have critical or substantial risks associated w ith their needs. 

4.4 How ever, in relation to services for older people and in line w ith 

national Fair Access to C are Services guidance, the C ouncil m ay take 

resources into account w hen setting its eligibility threshold.  This is the 

threshold of need that above w hich people m ay receive services that 

are purchased or com m issioned by the C ouncil and below  w hich 

people cannot receive services. 

4.5 Social Services departm ents operate under a range of legislation w ith 

key acts being the National Assistance Act 1948, the C hildren Act 1989 

and National Health Service and C om m unity C are Act 1990.  The 

Departm ent of Health issues guidance (in the form  of circulars) on a 

regular basis w hich deal w ith the operational aspect of new  legislation 

and initiatives.   

4.6 Since Torbay C ouncil becam e an unitary authority in April 1998, the 

Social Services Directorate has been consistently w orking on a num ber 

of areas for im provem ents as a result of external inspections, best value 
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review s and the Delivery and Im provem ent Statem ents.  A directorate 

restructure took place in 2002 and 2003 w ith the aim  of consolidating 

the strengths of the Directorate and to assist areas w hich needed to be 

im proved.  The restructuring for the Adults Services Directorate took 

longer to achieve due to the delay in securing office accom m odation 

for the w hole service in Union House, Torquay.  This w as finally achieved 

in M ay 2004. 

4.7 Partly in response to the G reen Paper Every C hild M atters, the 

Directorate is w orking closely w ith the Learning and C ultural Services 

Directorate, Torbay Prim ary C are Trust and stakeholders in the 

independent and voluntary sectors to achieve service integration in 

both adults’ and children’s services.  These developm ents are focussed 

upon outcom es w ith the objective of achieving m ore effective and 

efficient services for all users.  The m ove tow ards a C hildren’s Service 

and an Adult C are Trust have been progressed rapidly during the life of 

this Review .  The findings relate to the Social Services Directorate w hich 

no longer exists although it is hoped that the findings w ill be considered 

during the establishm ent of the new  structures. 

4.8 The Directorate has a budget of £40.3 m illion funded by C ouncil Tax 

incom e and G overnm ent G rant but in addition receives an extra £14.9 

m illion in specific grant to fund additional services (including £6.2 m illion 

for Supporting People).  This level of spend com pares w ith a Form ula 

Spending Share (FSS) of £35.593 m illion or 13% above.  How ever, it m ust 

be clearly acknow ledged that the FSS is m erely a m echanism  for 

allocating G overnm ent grant and is not an indicator of need. 

4.9 The FSS calculation is based upon externally validated data and taken 

from  national returns or sources other than the C ouncil.  W eightings are 

given to certain of these calculations such that the elderly w ho are 

m ore prom inent in the South W est in general and Torbay in particular 

get extra w eighting as they m ove through the age bandings.  The 

form ulae w ere review ed nationally som e 12 m onths ago but the 

C ouncil still has concerns over the continued use of pre-2001 census 

data.  The C ouncil’s current view  is that, in term s of FSS, the quantum  

for social services is too low  – a view  held by m any C ouncil’s 

throughout the C ountry. 

Trends in Social Services Expenditure 

4.10 As his initial piece of w ork, M ick Low e analysed inform ation relating to 

the expenditure of the Social Services Directorate since the 1999/2000 

financial year.  The sources for the analysis included the inform ation 

provided by the Directorate to the Social Services Inspectorate as part 

of the Perform ance Assessm ent Fram ew ork and O ffice of National 

Statistics population trends.  The inform ation w as com pared against the 

data for the C ouncil’s statistical neighbouring authorities that are set 

out in Table 1 (the “fam ily”).  O f this fam ily, Poole Borough C ouncil is 

Torbay C ouncil’s closest statistical neighbour. 
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Torbay C ouncil’s Fam ily of Statistical 

Neighbours 

Bath and North East Som erset C ouncil 

Blackpool C ouncil 

Bournem outh Borough C ouncil 

Brighton and Hove C ity C ouncil 

Isle of W ight C ouncil 

North East Lincolnshire C ouncil 

Poole Borough C ouncil 

Portsm outh C ity C ouncil 

Southam pton C ouncil 

Southend on Sea C ouncil  

Table 1: Torbay Council’s Fam ily of Statistical Neighbours 

4.11 The breakdow n of the Social Services Directorate’s budget for 

2002/2003 is set out in Table 2.  Approxim ately tw o thirds of the 

Directorate’s gross expenditure is on the provision of services to adults 

and elderly people.  Therefore the sam e percentage savings in this 

area w ould produce m ore than tw ice the savings in real term s as in 

C hildren’s Services. 

 

Social Services Directorate 

Budget 2002/2003 

 G ross 

Expenditure 

£ m illion 

Net 

Expenditure 

£ m illion 

C hildren’s Services 11.227 11.001 

O lder People 29.446 17.680 

Physical Disability 1.821 1.681 

Learning Disability 7.604 6.067 

M ental Illness 2.559 1.918 

O ther 0.481 0.370 

Strategy 0.488 0.488 

Table 2:  Social Services Directorate Budget 2002/2003 

4.12 The figures for 2002/2003 show ed that, com pared w ith the fam ily, the 

gross expenditure on children’s hom es and foster care, the num ber of 

days of care given to looked after children and the gross w eekly cost 

of that care w as m id-table.  (The findings of M ick Low e are show n 

graphically in Appendix 4). 

4.13 The gross w eekly cost of child placem ents in children’s hom es and 

foster care w as the fourth low est w ithin the fam ily.  It w as reported to 

the Panel that w hilst the proportion of looked after children w ithin 

Torbay is higher than for the other authorities in the fam ily, the C ouncil 

has not had to rely on private foster carers as m uch as other authorities.  

Private foster carers cost about three tim es m ore than local authority 

foster carers. 

4.14 How ever, it w as also reported that the full im pact of the National C are 

Standards had not been felt w ithin the 2002/2003 financial year and it 
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w as therefore expected that the expenditure on children’s hom es and 

foster care w ould be higher in the 2003/2004 figures. 

4.15 In term s of the percentage changes in the figures betw een April 1999 

and M arch 2003, Torbay C ouncil had the low est increase in gross 

expenditure of all the ten authorities except North East Lincolnshire 

C ouncil.  North East Lincolnshire C ouncil’s increase w as 42%  and Torbay 

C ouncil’s w as 46%  w hilst all of the other authorities had increases of 

over 60%.  Four authorities had increases of over 100%. 

4.16 Although the increase in the num ber of care days given w as only 9%  

w ithin Torbay, seven of the eleven authorities w ithin the fam ily had 

low er increases – indeed six authorities had percentage decreases in 

the num ber of care days provided. 

4.17 O ver the three year period, the percentage increase in the gross 

w eekly cost of care w as 34% .  This w as the low est w ithin the fam ily. 

4.18 How ever, w ithin Torbay the am ount spent on care per 1000 children 

under 18 w as the fourth highest w ithin the fam ily.  G iven that the cost 

of living w ithin Torbay is one of the low est w ithin this group of 

authorities, it w as felt that this point w ould need further investigation.  

Equally significantly, the num ber of days of care provided per 1000 

children under 18 w as the second highest am ongst the eleven 

authorities. 

4.19 O ne of the likely reasons for the high num ber of days of care given w as 

the re-structuring of Social Services Directorate.  This had m eant that 

w hen m anagers had m ade assessm ents they had associated greater 

levels of risk to cases than w ould have been the case w ithin a m ore 

stable environm ent.  It had been reported to M em bers that one of the 

im m ediate effects of restructuring w ould be the decrease in 

perform ance before the benefits w ould be seen.  

4.20 In relation to social care for all adult client groups and elderly people, 

Torbay C ouncil had the fifth highest gross expenditure of the fam ily.  

The total am ount of w eeks of care given by Torbay C ouncil w as the 

second highest behind Brighton and Hove C ity C ouncil.  (It should be 

noted that, based on 2001 C ensus figures, Brighton and Hove has the 

highest overall population w ithin the fam ily w hilst Torbay has low est.)  

How ever, w hen considering the gross w eekly cost of this care, Torbay 

C ouncil has the low est costs w ithin the fam ily (and, according to the 

Perform ance Assessm ent Fram ew ork data for 2002/2003, the low est 

w ithin England and W ales). 

4.21 This inform ation w ould seem  to suggest that m ore w eeks of care w ere 

being provided than the figures indicate the C ouncil should be 

providing.  But this care is being provided at a significantly low er cost 

than by the rest of the fam ily. 
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4.22 The reasons for the high levels of care and the low  cost of that care 

w ere identified as needing further consideration.  This w ould include 

studying the m arket for residential care w ithin Torbay.  The area has a 

large num ber of residential care hom es and therefore it could be 

argued that the low er costs reflect the level of supply rather than the 

level of dem and. 

4.23 O ver the past three years, there has been a 78% increase in the 

num ber of w eeks of care provided in relation to adults services by 

Torbay C ouncil.  This is the fourth highest increase out of the eleven 

authorities in the fam ily.  The gross expenditure on these services 

increased by 45%  (the sixth highest increase w ithin the fam ily).  

How ever, the gross w eekly cost of care only increased by 6%.  This w as 

the low est increase across the fam ily. 

4.24 The num ber of w eeks of care provided per 1000 people w as not just 

the highest w ithin the fam ily but w as significantly higher than any other 

authority in the group.  In fact the num ber of w eeks of care per 1000 

population w ere 250 tim es higher than the authority that provided the 

low est num ber of w eeks per 1000 population (Poole Borough C ouncil – 

Torbay C ouncil’s closest statistical neighbour). 

4.25 W ithin Torbay the am ount spent on care per 1000 people w as the 

highest am ongst the fam ily.  How ever this w as due to the am ount of 

care provided rather than the costs of that care.  The evidence show s 

that Torbay C ouncil spends disproportionately m ore on adult social 

services than the rest of the authorities w ithin the fam ily. 

4.26 It w as agreed that the reasons behind the am ount of care provided 

and the cost of that care w ould need further investigation.  At this 

stage of the Review , the Panel did not w ish to assum e that the needs 

of the adult population in Torbay had increased by a significant 

am ount over the past three years.  Neither did it assum e that there had 

been an influx of adults needing care into the area. 

4.27 The Panel heard that the form er Head of Adult Purchasing had left the 

Authority in O ctober 2001 and, until the recent restructuring, this post 

had been filled on a tem porary basis.  From  Novem ber 2002 to M arch 

2003 there w as only a part-tim e officer in post.  Since the appointm ent 

of an Assistant Director (Adult Services), the focus of the Directorate 

had been on the integration of services w ith the Prim ary C are Trust.  As 

a result of these factors, it w as suggested that, as w ith C hildren’s 

Services, the level of risk taken by individual m anagers m ay have 

decreased.  Ultim ately it m ay be seen as “safer” for a vulnerable adult 

to be placed in a residential hom e than for no care or different types 

of care to be provided. 

4.28 Sim ilarly the introduction of fines against the local authority if patients 

cannot be discharged on tim e from  hospital into suitable care has led 

to an increase in the num ber of placem ents in residential hom es.  The 



Review  of Social Services 

 

 

Page 13 

cost of care w ithin residential hom es is, in m ost cases, higher than the 

cost of providing dom iciliary care.  How ever, the C ouncil receives a 

significantly higher level of incom e for people in residential care and 

this can provide a perverse financial incentive against the use of 

intensive dom iciliary care. 

4.29 It w as also reported that there is a need to educate the w ider 

healthcare com m unity about the alternative options to placing clients 

in residential hom es, including the option of Supporting People services.  

M ore than 50%  of referrals in relation to adults’ social services are from  

other healthcare professionals such as G Ps and consultants. 

4.30 Further, it w as reported that Torbay C ouncil’s perform ance against the 

indicator for assisting people to stay in their ow n hom es had been 

im proving over the past tw o years.  It can therefore be show n that the 

C ouncil is not just placing clients in residential hom es.  As a result the 

initial findings seem  to suggest that too m any people w ithin Torbay are 

receiving som e types of adult social care services com pared w ith the 

fam ily group. 

File Audit and Diagnostic Assessm ent – High C ost Placem ents in 

C hildren’s Services 

4.31 At the conclusion of the first stage of M ick Low e’s w ork it w as 

recom m ended that an audit be conducted of the high cost 

placem ents in child care to ascertain if these placem ents w ere 

providing value for m oney or w hether m ore cost effective decisions 

could be m ade. 

4.32 A cross-section of six children w ho had been placed in high cost 

accom m odation w as selected.  Through review ing the files, tw o 

independent, qualified social w orkers tested w hether decision m aking 

earlier in these children’s childcare history could have prevented 

m ovem ent to a high cost placem ent.  An audit tool w as developed 

and used to consistently review  the files.  After com pleting the audit 

the findings w ere discussed betw een both auditors and the facts 

checked w ith the allocated social w orkers.  The audit addressed a 

num ber of questions such as: 

• Are there organisational w eaknesses in the decision-m aking 

practice? 

• Is it possible that there is too m uch discretion for individual decision-

m aking in Torbay? 

• Does the “gatekeeping” role w ork in practice? 

• Are system s in place to ensure scrutiny of all “high cost placem ents” 

w ithin the Directorate? 

• Are system s and procedures in place that enable social w orkers to 

explore all alternatives to such placem ents? 

• Are there patterns and practices w ithin the Directorate that could 

be changed to prevent such placem ents? 
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4.33 The follow ing paragraphs set out the conclusions of M ick Low e and his 

associates in relation to the file audit. 

4.33.1 In tw o of the six cases, young people have been placed at a local residential 
hom e and then m oved to a specialist residential placem ent at high cost and 

w ith a seem ingly negative outcom e, to the extent that there is a likelihood of 

the placem ents breaking dow n.  Social Services m ay subsequently be placed 

in a untenable position of finding it very difficult to place these children w ith 

the parallel problem s associated w ith long term  costs.  

4.33.2 In both cases, w eaknesses in practice w ere found.  Principally, there had 
been a lack of a thorough assessm ent to inform  planning and decision-

m aking and the standards of assessm ent need to be im proved.  In three of 

the cases it w ould seem  that the placem ent w as determ ined m ore by the 

availability of the resources than the actual needs of the child.  In defence of 

the departm ent, how ever, they w ere placed in difficult positions w ith a need 

to find placem ents in em ergency circum stances and the lack of appropriate 

facilities locally has resulted in the expensive, out-of-borough alternatives.  

From  the file audit it w as also not alw ays possible for the auditors to be clear 

about the m echanism  for the decision-m aking process and the standards of 

record keeping needs to be im proved. 

4.33.3 Another im portant them e w as a lack of local foster carers and particularly 

those w ith specialist skills to be able to m anage children and young people 

w ith challenging needs.  It m ust be recognised that this is a problem  facing 

m any sm aller authorities.  This deficiency has som etim es led to m ore costly 

alternative placem ents being chosen in locations som e distance from  Torbay.  

There w ere exam ples of children being placed in expensive therapeutic 

com m unities w ithout evidence of any attem pt to place w ith fostering 

placem ents.  The departm ent needs to expand its stock of foster carers and 

extend its depth of skill in its foster carers.  (For exam ple, som e authorities have 

developed and trained foster parents to provide therapeutic parenting for 

children w hose needs dem and such an approach – w hich w as the case w ith 

som e of the children w hose files w ere audited.) 

4.33.4 W e also observed that there w ere too m any exam ples w here the social 

services departm ent w ere left to w ork alone in care planning and sourcing 

solutions for children and young people.  There w ere exam ples w here w e 

w ould have expected a m ore holistic approach w ith social services, health 

and education w orking m uch m ore closely to seek solutions and a m uch 

greater collaboration in m eeting the identified needs – including 

collaboration over funding som e of these placem ents.  Joint w orking needs to 

be im proved.   

4.33.5 How ever, there is no doubt that the children and young people being placed 
in ‘out of borough’ residential placem ents face m ultiple problem s and are 

very com plex cases.  And in discussions w ith staff there are obviously a 

num ber of very com plex cases being addressed in the departm ent w ith 

children dem onstrating severe behavioural difficulties, disabilities and 

relatively high levels of sexual abuse.  The cost being charged to the 

departm ent for these places is extrem ely high but the going rate across the 

south of England.  All other authorities are being charged at sim ilar rates, 

although, w ithout regular review s the departm ent has not been in a strong 

position to negotiate reductions in rates as the prevailing problem s subside 

and services provided reduce.  Im provem ents in contracting and in 

m onitoring and review  of these contracts are essential ingredients of an 

im provem ent program m e.  Such im provem ents are now  in place w ith the 

introduction of a contracts m anager to the service. 
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4.33.6 W e do believe that in som e cases, if different action had been taken earlier in 

the care episode and m ore regular m onitoring and review  had been in place 

of the children and young people in their placem ents, the high levels of 

expense could have been avoided or at least reduced.  The departm ent 

needs to undertake a ‘gap assessm ent’ w hereby it profiles the needs of this 

group of young people w hose needs are difficult to m eet and a sim ilar profile 

of the resources currently available.  The gap identified is the target for the 

departm ent over the m edium  term . 

4.33.7 From  the available perform ance data the departm ent still provide higher 

proportions of care w eeks and spend proportionally higher per 1000 young 

people than the m ajority of their sim ilar boroughs.  This has been a long-term  

trend and w hilst the lack of cheaper, placem ent alternatives locally m ay go 

som e w ay to account for the higher cost w e have not yet been able to reach 

clear conclusions w hy these phenom ena exist.  Staff are com paring the 

proportion of incom e they receive from  health and education w ith the other 

authorities as there is som e evidence to indicate that this could also be a 

contributory factor.  M ore w ork is currently underw ay on this by staff.  The 

creation of the C hildren’s Departm ent and m uch closer w orking w ith health 

should im prove this situation and the outcom e of their research (and the 

action taken) w ill be reported w hen it is concluded. 

4.34 Follow ing the audit and other diagnostic w ork undertaken, the 

recom m endations of M ick Low e in relation to C hildren’s Services w ere 

that the Directorate: 

1. im prove the standards of record keeping 

2. im prove care planning and assessm ent m ethods so as to better 

inform  decision-m aking to ensure that children receive m ore 

appropriate services (recognising that it is w ith the m ore difficult 

cases that this is required) 

3. im prove the review  and m onitoring of children and young 

people once they are placed in out-of-borough residential 

placem ents 

4. expand its stock of foster carers and extend their skills and 

professional standards to provide alternatives to expensive out-

of-borough placem ents 

5. im prove joint w orking, develop a m ore holistic approach and 

im prove collaboration w ith health and education so as to 

achieve m ore effective solutions and shared funding in 

placem ents for m ore com plex cases 

6. im prove contracting and the m onitoring and review  of contracts 

7. com plete a “gap assessm ent” w hereby it profiles the needs of 

this group of young people w hose needs are difficult to m eet 

and a sim ilar profile of the services currently available to m eet 

their needs.  (The gap identified w ould then by the target for the 

Directorate to achieve over the m edium  term .) 
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4.35 The conclusions and recom m endations w ere discussed by the Panel 

w ith the Assistant Director (C hildren’s Services).  He felt that they w ere 

an accurate reflection of the current situation w ithin the C hildren’s 

Services Division and that the report from  M ick Low e w as balanced 

and fair.  How ever, he w ent on to outline the actions that w ere 

continuing to be undertaken. 

4.36 In relation to record keeping and care planning and assessm ent 

m ethods, w ork had been underw ay for the past tw elve m onths to 

im prove frontline practice.  How ever, there continue to be difficulties in 

the recruitm ent and retention of staff w ithin the Division.  Follow ing the 

decision that the C hild Protection Team  should be fully staffed, there 

are staff shortages w ithin the Looked After C hildren Team . 

4.37 Training program m es, targeted fam ily intervention and m ore effective 

w orking w ith the Learning and C ultural Services Directorate are also 

helping to ensure that these recom m endations being im plem ented. 

4.38 M onthly m onitoring of placem ents has been in place since the end of 

2003.  This has im proved the m onitoring and review  of children and 

young people once they are placed out-of-borough.  M ore accurate 

inform ation is now  available about these placem ents and the Assistant 

Director w as confident that m ore robust m onitoring w ould lead to a 

consideration reduction in the overspend on independent sector 

placem ents. 

4.39 In term s of expanding the stock of foster carers, Torbay’s geographical 

area and location m akes it m ore difficult to recruit m ore carers.  The 

C ouncil now  has specialist contract carers and adolescent carers but 

there continues to be a need to invest in carers to be able to look after 

children and young people w ith com plex needs.  By continuing to 

provide and develop good support m echanism s for foster carers, the 

C ouncil w ould hope to be able to attract m ore carers.  The recently 

appointed Director for Social Inclusion has had experience of 

expanding and developing in-house placem ent services in her current 

Authority and that this experience w ill be draw n on once she w as in 

post. 

4.40 The m ove tow ards a C hildren’s Service has seen a huge im provem ent 

in the w ay in w hich the educational needs of looked after children are 

financed.  Protocols are being developed to ensure that costs are 

shared fairly betw een the social care and education budgets.  It is 

hoped that the sam e approach can be adopted w ith relevant health 

agencies given that the m ajority of children in the care of the Local 

Authority have health as w ell as social care needs. 

4.41 A C ontracts M anager w as appointed as part of the restructuring of the 

Social Services Directorate.  Procedures are now  in place to review  

placem ents to ensure that the C ouncil is receiving best value w hilst at 

all tim es ensuring that the needs of the child or young person are m et.  
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The Division has w orked hard to reduce the num ber of em ergency 

placem ents that are m ade thereby m aking the m ost appropriate 

placem ent.  How ever, this is not alw ays possible and once a child is 

placed stability is a key requirem ent and it m ay not be in the child’s 

best interest to m ove him  or her.  The balance betw een the needs of 

the child (i.e. the C ouncil’s role as a C orporate Parent) and the C ouncil 

Tax payers should be considered at all tim es. 

4.42 W ork started on a “gap assessm ent” w ith the Best Value Review  of 

C hildren’s Services.  This w ork now  needs to be updated and review ed 

and w ill be undertaken follow ing com pletion of the C hildren’s Social 

Services inspection. 

File Audit – Services to O lder People and O ther Adults 

4.43 In connection w ith Adults’ Services, it w as recom m ended by M ick Low e 

at the end of his initial review  that further investigations should be 

com m enced into the num ber of adults and elderly people that have 

been assessed and provided w ith a service over the past four years.  It 

appeared that there has been a disproportionate increase in people 

being assessed and offered a service.  This w as also at a level far 

greater that any other authority in Torbay C ouncil’s fam ily of sim ilar 

authorities.  The result w as a significant increase in expenditure.  There 

w as a need to develop short term  solutions to m eet the budget 

problem s of the C ouncil in the current year that w ould also lead to 

longer-term , sustainable solutions that w ill bring savings to the 

departm ent and the C ouncil. 

4.44 Betw een July and O ctober 2004 further analysis w as com pleted of the 

patterns of service being provided to adults and elderly people.  A file 

audit of 74 files w as com pleted by Social Services staff and 

observations m ade of 18 cases discussed at the Adults Services Panel.  

M ost of the w ork focussed on service to older people rather than adults 

w ith disabilities. 

4.45 The file audit w as undertaken by the Assistant Director (Policy and 

Perform ance) and the results shared w ith M ick Low e.  Its aim  w as to 

establish w hether the cause of the variance betw een the num ber of 

care w eeks provided by Torbay C ouncil com pared w ith the fam ily of 

authorities w as because people w ere being given a service w hose 

needs did not m eet the criteria of “substantial” or “critical”.  The 

Assistant Director concluded that m any of the cases review ed 

presented substantial risks associated w ith their needs and w ere 

therefore likely to qualify for services.  A m inority of the cases appeared 

to present m oderate or low  risk and w ere not likely to qualify.   

4.46 Alongside the audit, the Assistant Director also carried out an analysis 

of all of those social services clients w ho had long-term  residential care 

contracts agreed betw een April 2003 and M arch 2004 (this am ounted 

to no less than 200 people).  Nearly all of those adm itted appeared to 
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have critical risks associated w ith their needs and had often been 

supported in their ow n hom e prior to being adm itted.  The average 

age of people entering residential care w as 88 w ith the average 

length of stay before death being 124 days.  This length of stay backs 

up the evidence that they had critical risks associated w ith their needs. 

4.47 There is evidence that som e people w ho m eet the “full cost” of the 

residential care (i.e.  they are assessed to have their ow n private 

financial m eans to m eet the costs of their care) receive care 

m anagem ent services from  the C ouncil.  The C ouncil has a legal duty 

to assess clients and to provide inform ation and advice.  How ever, if a 

client can m eet the full-cost of their care there is no duty to help that 

client to find a care hom e or to negotiate fees (a part of “care 

m anagem ent”).  Initial investigations by M ick Low e suggest that the 

level of activity associated w ith the care m anagem ent of those clients 

m eeting the full-cost of their care is exceptionally high com pared to 

other local authorities.  Nearly 30% of all residential placem ents by 

Torbay C ouncil involve clients w ho are paying the full-cost of their care.  

No other authority in the fam ily had m ore than 10% w ith m any having 

an insignificant num ber. 

4.48 The audit concluded that Torbay C ouncil’s eligibility threshold is in line 

w ith alm ost all other local authorities.  It is understood that only one 

local authority in England operates a threshold above “substantial” 

w ith a response given only to “critical” risks.  Tw o authorities operate a 

m ore perm issive threshold providing or com m issioning services to a 

disproportionate num ber of older people w hen com pared to its peers. 

4.49 O bservations by the Assistant Director and interview s w ith staff found 

that the Adult Services Panel w as not as rigorous in challenging 

applications as they ought to be.  The criteria used to approve 

placem ents needs to be as robust as the “substantial” and “critical” 

criteria presum e. 

4.50 The follow ing paragraphs set out the conclusions of M ick Low e and his 

associates in relation to the audits and analysis undertaken in relation 

to Adults’ Services. 

4.50.1 This review  has highlighted that there are som e system ic issues that have 

caused the departm ent to be spending at high levels – both in absolute term s 

and relative to other sim ilar authorities.  By using the perform ance inform ation 

available, w e have been able to identify the consequences of these issues.  A 

num ber of inter-related factors have been operating for m any years that 

have, in our opinion, resulted in m ore people – particularly elderly people – 

receiving services than should be expected.  In our opinion, this has created a 

culture w hereby intervention has been at levels low er than that w hich w ould 

generally be expected from  the ‘substantial’ and ‘critical’, Fair Access to 

C are, criteria.  And this has been reinforced by the expectations of health 

care professionals and of the fam ilies of older people needing care services. 

4.50.2 G iven the above conclusion, the departm ent should be taking action in 

accordance w ith the follow ing recom m endations to re-align the assessm ent 
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and care m anagem ent practices to ensure that citizens are receiving services 

to m atch the intervention criteria.  G iven the current situation, it is not possible 

to m ake instant budget reductions because the council w ould not w ant to 

rem ove people for w hom  it has given a com m itm ent and w ho are now  living 

in their new  hom es.  How ever, the action w ill enable a gradual reduction of 

the budget in a planned w ay that also ensures those in m ost need do 

continue to receive services from  the council.  This approach w ill also protect 

the council from  any legal challenge or judicial review  as a result of its actions. 

4.50.3 As a consequence, w e are recom m ending that a gradual reduction in the 

budget for services for older people be im plem ented (and tightly m onitored 

and controlled) from  the next financial year.  The current year’s budget should 

rem ain as per the estim ates w ith, I am  suggesting, £800,000 reduction in each 

of the next three years.  This w ould need to be subject to m ore detailed w ork 

being com pleted by staff in the departm ent during the next 2/3 m onths as the 

estim ates are being prepared. 

4.51 In the light of these conclusions, the recom m endations of M ick Low e in 

relation to social care services for adults are that the C ouncil should: 

1. m ake a policy decision to not take responsibility for elderly 

people w ho can pay the full cost of residential care them selves, 

2. audit the inform ation available to residents about the availability 

of care services in the m arket place to enable them  to purchase 

these direct rather than via the C ouncil and develop new  

com m unication and inform ation tools to rem edy any shortfall, 

3. im plem ent the new  approach from  a date to be agreed by 

senior m anagem ent in the Social Services Directorate but likely 

to be 1st January 2005, 

4. request social services m anagers to com plete an analysis of the 

likely savings in care m anagem ent and adm inistration as a result 

of the above change and re-organise w orkloads as appropriate 

to realise these savings, 

5. retain its eligibility criteria through Fair Access to C are Services as 

“substantial” or “critical” and request m anagem ent in the 

departm ent to ensure that the m ethods being used to assess 

potential clients is robust enough to ensure that services are only 

going to people w ho m eet this level of need, 

6. ensure that panel m eetings w ith Social Services that determ ine 

placem ents are m ore robust in their decision m aking, 

7. ensure that health officials have a clearer understanding of the 

levels at w hich the C ouncil w ill intervene and provide services for 

older people, 

8. provide health professionals w ith the sam e inform ation that w ill 

signpost clients to the m arket place in the first instance for care 
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services for clients w ho are not likely to m eet the intervention 

criteria or w ho are likely to be full-cost cases,  

9. review  the departm ent’s charging policies and practices, 

financial assessm ents, incom e raising and debt recovery to 

ensure an efficient and effective service is provided and that the 

C ouncil is able to retrieve all its incom e in a tim ely m anner, and 

10. consider a gradual reduction in the budget for services for older 

people from  the next financial year that m ust be tightly 

m onitored and controlled. 

4.52 The conclusions and recom m endations w ere discussed by the Panel 

w ith the Assistant Director (Adults’ Services).  It w as reported that the 

recom m endations in relation to not undertaking care m anagem ent for 

those individuals w ho m et the full cost of their care needed a caveat in 

that the C ouncil w ould still have a duty to provide this service for those 

m ost vulnerable individuals. 

4.53 By significantly reducing the am ount of care m anagem ent that is 

undertaken for clients w ho m eet the full cost of their care, this w ould 

free up officer tim e w ithin the Directorate.  (There w ould obviously not 

be a reduction in the actual am ount that the C ouncil spends on care 

as the clients are m eeting the cost of their ow n care anyw ay.)  O n the 

other hand, by undertaking this type of care m anagem ent, the 

C ouncil is to som e extent controlling the m arket for social care.  By 

reducing the am ount of care m anagem ent that the C ouncil 

undertakes, there is a risk that the m arket could be disrupted. 

4.54 The C ouncil is continuing to look to provide alternatives to residential 

care to ensure that it prom otes independent living as far as possible.  

How ever, it w as noted that this w ould not necessarily lead to cost 

savings. 

4.55 Protocols have recently been developed to help to ensure that there 

w as a consistent robustness about the decisions m ade by the care 

panels w ithin the Directorate. 

4.56 In relation to the need for closer w orking w ith health professionals, it 

w as noted that this should becom e easier w ith the creation of an Adult 

C are Trust.  This w ould also create a single point of entry into the health 

and social care system . 

4.57 The Assistant Director felt that the recom m endations about considering 

a gradual reduction in the budget for services for older people w as 

attainable and it w as agreed that this w ould help to reduce the 

pressure on the budget in a planned w ay.  How ever, given the low  cost 

of residential care w ithin Torbay, it m ay be appropriate to use som e of 

these savings to im prove the quality of care. 
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Testing of M ick Low e’s Findings 

4.58 In term s of testing the findings of M ick Low e, the Panel held discussions 

w ith the Executive M em ber for Social Services and key officers from  

across the Authority.  The follow ing paragraphs set out the Panel’s 

findings from  these discussions. 

4.59 The Panel received inform ation about the process that is follow ed (in 

both C hildren’s and Adults’ Services) w hen assessing the needs of 

service users.  The tim escales that are set for each type of assessm ent 

w ere also discussed as w as the linkage of these tim escales to the 

perform ance indicators of the C ouncil.  It w as felt that the m ove 

tow ards the integrated approach to service delivery should leave the 

C ouncil better placed to m eet its targets. 

4.60 It w as stated that the m ain problem  faced by the C ouncil in m eeting its 

targets w as finding resources w ithin the m arket place.  How ever, it w as 

the view  of the Departm ent of Health that if there w as a problem  w ithin 

the m arket place, it w as up to the local authority to find a solution.  This 

is som ething that the C ouncil is currently addressing. 

4.61 The Panel discussed w ith the Social Services M anagem ent Team  the 

system s that are in place across the Directorate to ensure that the 

gatekeeping role w as appropriate and that there w as consistency 

throughout the Directorate.  Individual m em bers of staff have regular 

supervision discussions and are included in training sessions and 

w orkshops that enable discussions w ithin Team s about the 

interpretation of guidance and the sharing of good practice.  M ulti-

disciplinary team  m eetings are also held to facilitate the sharing of 

good practice.  Integration of services w ill help this process across the 

different agencies in Torbay. 

4.62 There are a num ber of levels of audit throughout Social Services – from  

m anagers carrying out file audits, to cases being review ed by 

m anagem ent team s, to the C om m ission for Social C are Inspections 

ensuring that assessm ents and gatekeeping are sound. 

4.63 Panels m eet to discuss cases and as stated previously protocols have 

been developed to ensure that there is consistency in their decision 

m aking processes. 

4.64 Follow ing concerns about the projected level of overspend on the 

Social Services Directorate budget in the current financial year the 

Executive established a Social Services C om m ittee in June 2004.  This 

C om m ittee w as initially established for a trial three-m onth period.  The 

term s of reference of the C om m ittee w ere: 

To exercise (so far as shall be law ful) all the Executive’s pow ers in relation to all the 

Social Services and Housing functions, including (but not lim ited to) the follow ing: 
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(i) to review  the financing of the Social Services Directorate (both w ithin the 

current financial year and in the longer term ); 

(ii) to authorise any service changes that the C om m ittee considers to be 

reasonably necessary to ensure that the Social Services Directorate operates 

w ithin its approved budget for 2004/2005; and 

(iii) to consider and determ ine all care packages w here the final total value is 

likely to be in excess of £25,000 per year or w here the w eekly cost of the 

package is likely to exceed £1000. 

4.65 The C om m ittee had been m eeting w eekly although this has recently 

reduced to fortnightly.  All proposed care packages over £25,000 per 

year (or £1000 per w eek) w ere referred to the C om m ittee for 

consideration.  This C om m ittee has now  ceased to exist because 

M em bers believe that care packages are now  robustly scrutinised and 

provide best value for m oney.  These packages are now  considered by 

the Executive. 

4.66 The Executive M em ber for Social Services acknow ledged that the 

creation of the C om m ittee had enabled the aw areness of the issues 

surrounding the allocation of appropriate care to social services users 

to be raised.  How ever, it w as not felt that there had been any positive 

im pact on the budget situation as a result of cases being referred to 

the C om m ittee for approval.   

4.67 The Panel heard that there w ere a num ber of checks and balances in 

place w ithin the Directorate to ensure that the m ost appropriate and 

cost effective placem ents w ere sought for service users.  No further 

consideration w as given to cases than before the C om m ittee w as 

established.  The C om m ittee had not im proved the “gatekeeping” of 

the service because the m ajority of cases fall underneath the financial 

threshold of the C om m ittee’s term s of reference and are therefore 

dealt w ith w ithin the Directorate.  C oncern w as expressed that the 

m em bers on the C om m ittee could be getting a negative view  of the 

Directorate because they w ere not seeing the efforts that are being 

put into addressing the budget situation w ith the Directorate. 

4.68 Each case w as presented to the C om m ittee by the relevant social 

w orker.  This m eant that there w ere additional tasks that needed to be 

com pleted by the Social W orker – such as preparing reports to be 

considered by the C om m ittee and attending the m eetings.  This left 

less tim e for Social W orkers to be involved in other casew ork. 

4.69 The Assistant M anaging Director reported that since the establishm ent 

of the C om m ittee there had been an increase in the num ber of queries 

from  social care practitioners (and from  C om m ittee M em bers 

them selves) about alternative sources of funding for care. 
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4.70 To date, all of the recom m endations before the C om m ittee had been 

accepted.  It w as noted that a lack of resources w as not a legitim ate 

reason for declining to provide care. 

4.71 The Panel w anted to assess the im pact that M ick Low e’s findings and 

recom m endations w ould have on the creation of an Adult C are Trust.  

It w as reported that the benefit w ould be felt in the everyday practice 

of Social Services staff.  O fficers are now  m ore aw are of how  the 

budget has been apportioned betw een services and there is a need 

to be clear about w hat are the C ouncil’s future com m itm ents.  There is 

also a need for investm ent to enable the C ouncil to reduce its 

dependence on residential placem ents.  How ever, the im pact of the 

creation of the Trust on the C ouncil’s budget w as still open for 

negotiation. 

4.72 Assessm ent processes w ere now  m ore robust and this had helped to 

create an atm osphere w here Social Services staff w ere m ore risk aw are 

rather than risk adverse.  The findings from  the pilot of the integrated 

approach to service delivery that w as currently being undertaken in 

Brixham  w ould play a key role in determ ining the future w orking 

arrangem ents of the Trust. 

Supporting People 

4.73 Supporting People is a G overnm ent initiative that provides housing 

related support to help vulnerable people to live as independently as 

possible in the com m unity, w hether in their ow n hom es or in hostels, 

sheltered housing or other specialised supported housing.  It provides 

com plem entary support for people w ho m ay also need personal or 

m edical care.  Supporting People only funds housing support but this 

can be part of a package of differently funded but co-ordinated 

support w hich m eets the needs of individuals. 

4.74 The G overnm ent funds the Supporting People program m e by w ay of a 

grant.  The m oney is then distributed locally by Adm inistering Authorities 

that are either unitary authorities or county councils.  Therefore Torbay 

C ouncil is the Adm inistering Authority for the Supporting People 

program m e w ithin Torbay.  How ever, it is the C om m issioning Body that 

m akes the strategic decisions on com m issioning services.  In Torbay, the 

C om m issioning Body is m ade up of representatives from  Torbay 

C ouncil, Torbay Prim ary C are Trust and Devon and C ornw all Probation 

Service. 

4.75 In Torbay, there are a total of 53 different providers of 85 services in 

relation to Supporting People.  The overw helm ing num ber of these 

providers are sm all private providers.  70 of the services are 

accom m odation based and 15 provide “floating” support. 

4.76 W hen the O verview  and Scrutiny Board considered Report F/66/04 on 

the forecasted out-turn position of the C ouncil’s revenue account for 
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2004/2005, it w as noted that it w as projected that there w ould be an 

overspend of £767,000 w ithin the Supporting People service at the end 

of the financial year. 

4.77 It w as noted that, as previously reported to M em bers, the cost of 

services being provided w ithin the Supporting People Program m e w as 

projected to be in excess of the grant allocation by approxim ately 

£230,000.  This had been reported to Executive and it had been agreed 

that the deficit w ould be m anaged over a tw o-year grant period and 

rolled into the 2004/05 grant.  It w as also noted that the G overnm ent 

w as expecting all local authorities to m ake efficiency savings w ithin the 

Supporting People Program m e and had cut the grant available in 

2004/05 to reflect this expectation.  In addition to the £230,000 budget 

pressure identified in 2003/04, to date the Supporting People G rant w as 

projected to overspend by £537,000 in 2004/05, totalling £767,000. 

4.78 The reasons for the overspend w ere discussed by the Panel w ith the 

Assistant Director (Housing Services) and the Supporting People 

M anager.  A num ber of reasons w ere given: 

• Failure to com m ence service review s on 1st April 2003 

Supporting People interim  contracts run until the conclusion of a 

service review .  The key areas exam ined in a service review  are:  

strategic relevance, value for m oney and eligibility for grant.  

Service review s are the m echanism  by w hich savings can be m ade. 

Due to the size of the Supporting People Team  w ithin Torbay and by 

prioritising other areas of w ork, service review s have only recently 

com m enced. 

• Reduction in grant m oney by G overnm ent im posed efficiency 

savings 

HM  Treasury are concerned about the national level of the 

Supporting People G rant and efficiency savings of 2.5% w ere 

im posed in 2003/2004 and 2004/2005 thereby reducing the grant 

available. 

• C ontract types and void levels 

Tw o m ain contract types w ere issued w ithin Torbay:  block gross 

chargeable (w hereby the Adm inistering Authority is required to pay 

for the capacity of the service m inus 10% voids allow ance) and 

block gross subsidy (w hereby the Adm inistering Authority only pays 

for those in receipt of Housing Benefit).  There w ere a num ber of 

vacancies in both types of contracts as at 31st M arch 2003 and the 

grant allocation w as based on this inform ation.  This m eant that the 

program m e w ithin Torbay started off w ith a substantial deficit and 

the risk of increased deficit as subsidy services filled up. 

• High cost services w ithin Torbay 

Torbay has been identified as one of the 19 “high cost” services 

across the C ountry.  This m eans that the unit costs of the m ajority of 
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services, w hen com pared to sim ilar service types, exceed national 

and regional averages.  How ever, the reasons for the high costs only 

becom e clear as service review s are progressed. 

4.79 The Panel received inform ation about how  the Supporting People 

program m e w ithin Torbay com pared w ith those of Beacon Authorities.  

The m ain area of difference w ould seem  to be the fact that Beacon 

Authorities w ere w ell prepared for the program m e and are on 

schedule w ith their service review s. 

4.80 A num ber of authorities recognised the opportunity that Supporting 

People offered to provide m ore flexible and responsive services for 

vulnerable people w hile at the sam e tim e m eeting the objectives of 

their com m unities in a m ore effective w ay.  W ithin Torbay there w as a 

lack of a strategic approach and a lack of corporate and partner 

com m itm ent to the program m e. 

4.81 The findings of the com parisons w ith Beacon Authorities fit w ith the 

findings of the inspection of the Supporting People service that w as 

carried out by Audit C om m ission during 2004.  The finding of this 

inspection w as that the service w as “poor” w ith “uncertain” prospects 

for im provem ent.  Three m ain areas of concern w ere highlighted as a 

result of the inspection: 

• G overnance and corporate ow nership 

• Resources 

• Supporting People Strategy and sustainable im provem ent 

4.82 An action plan to address these points has been prepared and is 

currently being im plem ented.  Linked to the im plem entation of the 

action plan is the need to deliver the Supporting People Strategy.  

Each Adm inistering Authority is required to produce a five year strategy 

w hich sets out the com m issioning priorities up to 2009.  The strategy 

m ust be based on a needs analysis as w ell as the priorities identified in 

the C om m unity Plan and other key local strategies on social inclusion, 

com m unity safety, hom elessness, health im provem ent, regeneration 

and learning disabilities.  Progress against the action plan w ill be 

m onitored by the C om m unity Perform ance Board. 

4.83 W ith the re-structuring of the C ouncil’s m anagem ent structure and the 

creation of an Adult C are Trust, the Supporting People Team  now  sits 

w ithin the C om m unities Portfolio and the Accountable O fficer roles, as 

w ell as line m anagem ent has m oved from  the Assistant Director of 

Adult Services to the Assistant Director of Housing.  This w ill help to 

establish robust governance arrangem ents for the program m e. 
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5. C onclusions 

5.1 The Panel believe that as a result of this review  there has been a focus 

on the issues relating the am ount, type and cost of social care that is 

provided by Torbay C ouncil.  In m any w ays, the process of undertaking 

the review  has lead to positive outcom es rather than these outcom es 

being achieved as a result of the recom m endations of the review .  

There has been a response from  all social services staff in applying best 

practice and rigour in how  the relationship betw een the needs of 

individuals and the resources available to the Authority are m anaged.  

It is pleasing that the Review  has had this effect. 

C hildren’s Services 

5.2 The Panel concur w ith M ick Low e’s conclusions.  The Panel accept that 

the num ber of days of care given and the gross w eekly cost of that 

care is average com pared w ith Torbay C ouncil’s statistical 

neighbouring authorities.  The file audit undertaken by M ick Low e’s 

associates show ed that there w ere som e w eaknesses in the processes 

related to record keeping and contract m anagem ent. 

5.3 How ever, the Panel recognise that system s have been put in place 

since the Review  began (and in som e cases had already been put in 

place) to address these w eaknesses.  Im provem ents need to continue 

to be m ade to ensure that the processes w ithin the Service are as 

robust as they can be. 

5.4 The Panel believe that the creation of the C hildren’s Service w ill further 

im prove the partnership w orking that has been developed over the 

past m onths and years.  This w ill help to ensure that better joint w orking 

practices continue to be developed betw een the social services and 

education functions and w ith the health service. 

Adults’ Services 

5.5 The Panel concur w ith the findings of M ick Low e in respect of his 

com parisons betw een the data relating to Torbay C ouncil and that of 

the fam ily of authorities.  The Panel accept that the num ber of w eeks 

of care given by Torbay C ouncil is m uch higher than the figures 

indicate that the C ouncil should be providing.  W hilst the average cost 

of that care is the low est in the C ountry, Torbay C ouncil’s gross 

expenditure per 1000 population is the highest in the fam ily. 

5.6 W hilst the Social Services M anagem ent Team  did not agree w ith M ick 

Low e’s assertion that the C ouncil w as not applying its Fair Access to 

C are Services criteria strictly enough and the file audit did not identify 

any significant inappropriate placem ents against the current criteria, 

over the course of the review  there w as a m arked dow nw ard trend in 

the num ber of placem ents m ade.  This w ould suggest that the broad 

issues highlighted by M r Low e w ere valid. 
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5.7 The Panel feel that it m ay not be appropriate at this tim e to adopt 

certain of M ick Low e’s recom m endations but that they should be 

considered as part of the creation of the Adult C are Trust or considered 

by the C are Trust during its first years of operation.  In particular, the 

Panel feel that the C are Trust m ay w ish to consider w hether a policy 

decision should be taken to not take care m anagem ent responsibility 

for elderly people w ho can pay the full cost of residential care 

them selves.   

5.8 Sim ilarly, w hilst not recom m ending at this stage that there should be a 

gradual reduction in the budget for services for older people, the Panel 

believe that it should be possible in future annual budget rounds to 

review  the am ount of resources for this service w ith a view  to achieving 

a reduction year on year subject to an analysis of need. 



Review  of Social Services 

 

 

Page 28 

6. Recom m endations 

6.1 The Panel agree w ith M ick Low e’s recom m endations in relation to 

C hildren’s Services and therefore w ould recom m end to the Executive: 

6.1.1 That standards of record keeping w ithin the Service should 
continue to be im proved. 

6.1.2 That care planning and assessm ent m ethods be im proved so as 

to better inform  decision m aking to ensure that children receive 

m ore appropriate services (recognising that it is w ith the m ore 

difficult cases that this is required). 

6.1.3 That the review  and m onitoring of children and young people 

once they have been placed in out-of-borough residential 

placem ents be im proved. 

6.1.4 That the stock of foster carers be expanded and their skills and 
professional standards be extended to provide alternatives to 

expensive out-of-borough placem ents. 

6.1.5 That joint w orking be im proved, a m ore holistic approach be 

developed and collaboration w ith health and education be 

im proved so as to achieve m ore effective solutions and shared 

funding of placem ents for m ore com plex cases. 

6.1.6 That contracting and the m onitoring and review  of contracts be 

im proved. 

6.1.7 That a “gap-assessm ent” be com pleted w hereby the needs of 

young people looked after by the Authority and the services 

currently available to m eet their need are profiled and that 

addressing the gap identified be the target for the C hildren’s 

Services to achieve over the m edium  term . 

6.2 The Panel agree w ith the m ajority of M ick Low e’s recom m endations in 

relation to Adults Services and w ould therefore recom m end to the 

Executive: 

6.2.1 That an audit of the inform ation available to residents about the 

availability of care services in the m arket place be undertaken to 

enable residents to purchase these direct rather than via the 

C ouncil and that new  com m unication and inform ation tools be 

developed to rem edy any shortfall. 

6.2.2 That the eligibility criteria through Fair Access to C are Services be 
retained as “substantial” or “critical” and that social services 

m anagers be requested to ensure that the m ethods being used 

to assess potential clients is robust enough to ensure that services 

are only available to people w ho m eet this level of need. 
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6.2.3 That social services m anagers ensure that the panel m eetings 

held w ithin the adult social services division that determ ine 

placem ents are m ore robust in their decision m aking. 

6.2.4 That, through joint w orking, health officials be given a clearer 
understanding of the levels at w hich the C ouncil w ill intervene 

and provide services for older people. 

6.2.5 That health professionals be provided w ith the sam e inform ation 

that w ill signpost clients to the m arket place in the first instance 

for care services for clients w ho are not likely to m eet the 

intervention criteria. 

6.2.6 That a review  of social services charging policies and practices, 
financial assessm ents, incom e raising and debt recovery be 

undertaken to ensure an efficient and effective service is 

provided and that the C ouncil is able to retrieve all of its incom e 

in a tim ely m anner. 
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7. M onitoring Arrangem ents 

7.1 The Panel w ould w ish that the recom m endations be incorporated into 

the appropriate Business Plans of the C ouncil and that these Business 

Plans be m onitored by the relevant Perform ance Board. 

7.2 The Panel w ould w ish to m eet in Septem ber 2005 to review  the 

im plem entation of its recom m endations. 
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Appendix 1 

Im plications of the Recom m endations 

Legal There are no legal im plications arising from  the 

recom m endations. 

Financial There are no financial im plications arising from  the 

recom m endations. 

Hum an Resources There w ill be a need to take proactive steps and a 

considerable investm ent of tim e w ill be required, by 

both m anagers and staff, to address the cultural 

differences that exist w ithin the organisation and w ith 

partner agencies to successfully im plem ent a 

collaborative w orking approach. 

Property There are no property im plications arising from  the 

recom m endations. 

The recom m endations contained w ithin this Report are in accordance w ith 

the C ouncil’s Budget and Policy Fram ew ork. 

The recom m endations contained w ithin this Report w ould not be a Key 

Decision 
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Appendix 2 

Project Plan 

 

O bjective of the Review  

To review  the current difficulties being faced in m eeting the needs of the Social Services 

Directorate against the budget set for the service and, in particular, to exam ine: 

(a) the underlying reasons for the grow th in dem and and cost for both children’s and 

adults’ social services; and 

(b) the im plications for the M edium  Term  Financial Plan of the Authority. 

Introduction 

At its m eeting held on 22nd Decem ber 2003, the O verview  and Scrutiny Board considered 

Report F/16/03 w hich gave a sum m ary of the projections of incom e and expenditure for the 

2003/2004 financial year com pared w ith the approved budgets of the C ouncil for that year. 

The Report indicated that the C ouncil faced a projected net overspend of £1.133 m illion at 

the end of the financial year and that, in particular, the budget for the Social Services 

Directorate w as projected to be overspent by £1.005 m illion w hich represented 3.1% of the 

net revenue budget for the Directorate.  The m ain reasons for the projected overspend 

w ere: 

(a) w ithin C hildren’s Services, the increasing costs faced by the service, the difficulty in 

recruiting and retaining staff and the expenditure on adaptations for disabled children and 

short-term  breaks for children in care hom es; 

(b) w ithin Adults’ Services, the im pact of the reduced Supporting People grant; and 

(c) w ithin Learning Disabilities, the increased costs dues to recruitm ent difficulties and the 

appointm ent of agency staff. 

At this stage, the Board established a Social Services Review  Panel w ith the objectives as set 

out above. 

The Board considered a further Report (F/31/04) at its m eeting in April 2004.  This Report 

stated that the Directorate w as currently projecting an overspend of £1.329 m illion w hich 

equated to 4.0% of the net revenue budget for the Directorate. 

Scope of the Review  

1. To consider the cost pressures in relation to social services w hich are facing the 

C ouncil (including the state of the m arket for social care placem ents) together w ith 

the policy choices w hich are influencing these pressures. 

2. To com pare these costs to those facing sim ilar authorities. 

3. To review  the dem ographic and other likely forw ard pressures facing the service. 

4. To challenge the existing approaches to service delivery w ith the aim  of identifying 

potential areas for im proving efficiency. 
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5. To identify the statutory m inim um  requirem ents for the services, the degree to w hich 

discretion is being exercised in relation to these requirem ents and the relationship of 

these factors w ith the star status of the service. 

6. To review  the current perform ance of the Social Services Directorate and the scope 

for the continuous im provem ent in relation to star status. 

7. In light of the above, to consider the potential for re-prioritising and containing the 

budget for the Directorate and the im plications for desegregating the social services 

budget given the agreem ent to establish a C hildren’s Service and Adult C are Trust. 

Service Background 

 

The Social Services Directorate either com m issions or provides a range of social care services 

for adults and children in Torbay, w orking closely w ith clients and carers.  The aim  of the 

Directorate is to place the service user at the heart of our all activity. 

 

The provision of good quality Social C are and Housing is a priority for the C ouncil.  Service 

users and their carers are actively involved in the planning, m onitoring and evaluation of the 

Directorate’s services.  The C ouncil has focused upon preventative services w herever 

possible how ever this has occurred in a challenging context of increased referrals and 

budgetary pressures for all of statutory services, in particular C hildren’s Services and Learning 

Disabled. 

 

The Directorate is w orking closely w ith colleagues in the Learning and C ultural Services 

Directorate, Torbay Prim ary C are Trust and stakeholders in the independent and voluntary 

sectors to achieve service integration in both adults and children’s service.  These 

developm ents are focused upon outcom es w ith the objective of achieving m ore effective 

and efficient services for all our custom ers. 

 

The Directorate has been consistently w orking on a num ber of areas for im provem ents in 

recent years as the result of best value review s, external inspections and the Delivery and 

Im provem ent Statem ents, and continues to focus in these areas and m axim ise the use of 

available resources. 

The Directorate is funded through revenue m onies and a series of Specific G rants.  Detailed 

and robust m onthly budget m onitoring takes place and bi-m onthly perform ance 

m anagem ent reports are also in place.  M anagem ent inform ation is circulated through the 

Directorate via m anagem ent and team  m eetings and through electronic com m unication 

and the intranet.  A directorate restructure took place in 2002 and 2003 w ith the aim  to of 

consolidating the strengths of the Directorate and to assist areas w hich needed to be 

im proved. 

In Spring 2004 the Authority w as advised that an inspection of the Supporting People service 

w ould be undertaken in the light of the high costs of the service. 

Legislative and National Background 

Social Services departm ents operate under a range of legislation, key acts being the 

National Assistance Act 1948, the C hildren’s Act 1989 and National Health Service and 

C om m unity C are Act 1990.  The Departm ent of Health issues guidance on a regular basis in 

the form  of circulars w hich deal w ith the operational aspect of new  legislation and initiatives.   

The Directorate is required by the Departm ent of Health to consult w ith users and carers and 

carry out various custom er surveys as part of data collection and statutory returns 

requirem ents.  Various other forum s have also been developed locally w here the Directorate 

m eets to hear the view s and concerns of partners in the Independent and voluntary sectors, 

and increasingly to w ork on im provem ents together for the benefit of service users. 
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Initial Supporting Docum entation 

 

Report F/4/04 and SS/1/04 - Im plications of 2004/2005 Budget Targets (Social Services 

Directorate) 

Report O SB/2/04 - Revenue Budget 2004/2005 (Report from  O verview  and Scrutiny Board) 

Base budget figures for Social Services Directorate 

Extracts from  Strategic Plan 

Business Plans for Social Services 

Progress Statem ent to M onitoring M eeting w ith O ffice for Deputy Prim e M inister 

Review  Panel 

C ouncillor Stocks (Scrutiny Lead M em ber for Social Services and Inclusion) 

C ouncillor Burridge 

C ouncillor C arter (until Decem ber 2004) 

C ouncillor C ope 

C ouncillor Jennings (until O ctober 2004) 

C ouncillor Haym an (from  O ctober 2004) 

C ouncillor Turnbull 
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Tim etable for Review  and M ethodology 

 

Date Tim e Venue 
C ouncil/Stakeholder/C om m unity 

Representatives 

Key Tasks and Q uestions 

Thursday 3rd 

June 2004 
   1. To discuss the project plan for the review . 

W ednesday 

16th June 2004 
4.00 p.m . 

Tow n Hall 

Torquay 

Executive M em ber for Social Services  

and Inclusion 

Director of Social Services 

Assistant Director (Adults Services) 

Assistant Director (C hildren’s Services) 

Learning Disability Partnership M anager 

Finance M anager (Social Services) 

Executive O fficer (Social Services) 

2. To receive a briefing from  M ick Low e (Solace 

Enterprises) on his initial findings in relation to the review  

of Social Services 

Tuesday 22nd 

June 2004 
9.00 a.m . 

Union House, 

Torquay 
Adult Services M anagem ent Team  

3. To discuss the issues arising from  M ick Low e’s 

investigation w ith the m anagers responsible for the 

provision of social care to adults. 
• W hat types of care are provided by the Division? 

• Are there sim ilarities betw een cases?  W hat are the trends? 

• W hat is the balance betw een residential and dom iciliary 

care?  W hat w ould be the im plications of shifting this balance 

in term s of care levels, risks and costs? 

• How  are clients’ needs assessed?  W hat is the process from  

referral through to the provision of care?  If applicable, how  

are judgem ents m ade against the Fair Access to C are 

criteria? 

• How  does the C ouncil ensure that interpretation of need is 

consistent across the Directorate? 

• W hat im pact does the requirem ent to m ake assessm ents in a 

shorter tim e scale have on the level and type of care 

provided? 

• How  are individual case loads m onitored?  How  do m anagers 

ensure that cases are spread evenly through each team ? 
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Date Tim e Venue 
C ouncil/Stakeholder/C om m unity 

Representatives 

Key Tasks and Q uestions 

Tuesday 22nd 

June 2004 

9.30 a.m . 

O ldw ay 

M ansion, 

Paignton 

Social Services Finance Team  

4. To discuss the issues arising from  M ick Low e’s 

investigation w ith finance team  for the Social Services 

Directorate. 
• W hat inform ation is provided to each part of the Directorate in 

term s of budget m onitoring inform ation? 

• How  often is this inform ation provided? 

• At w hat stage of the referral process are the Finance Team  

notified? 

• W hat are the trends in the Social Services budget for the 

current year and w hat action is being taken to address these? 

• W hat are the im plications of the future com m itm ents of the 

Directorate? 

2.00 p.m . 

Parkfield 

House, 

Paignton 

C hildren in Need Panel 5. To observe the w ork of the C hildren in Need Panel. 

Thursday 8th 

July 2004 
10.00 a.m . 

C astle C ircus 

Health C entre, 

Torquay 

C om m unity Learning Disability Team  

6. To discuss the issues arising from  M ick Low e’s 

investigation w ith the m anagers responsible for the 

provision of social care to adults w ith learning 

disabilities. 
• W hat types of care are provided by the Division? 

• Are there sim ilarities betw een cases?  W hat are the trends? 

• W hat is the balance betw een residential and dom iciliary 

care?  W hat w ould be the im plications of shifting this balance 

in term s of care levels, risks and costs? 

• How  are clients’ needs assessed?  W hat is the process from  

referral through to the provision of care?  If applicable, how  

are judgem ents m ade against the Fair Access to C are 

criteria? 

• How  does the C ouncil ensure that interpretation of need is 

consistent across the Directorate? 

• W hat im pact does the requirem ent to m ake assessm ents in a 

shorter tim e scale have on the level and type of care 

provided? 

• How  are individual case loads m onitored?  How  do m anagers 

ensure that cases are spread evenly through each team ? 
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Date Tim e Venue 
C ouncil/Stakeholder/C om m unity 

Representatives 

Key Tasks and Q uestions 

Friday 9th July 

2004 
2.00 p.m . 

O ldw ay 

M ansion, 

Paignton 

Supporting People Team  

7. To discuss the role of the team  and the linkages w ith 

other parts of the Authority. 
• W hat w ork does the Team  undertake? 

• How  does this w ork fit w ith the rest of the Directorate and w hat 

are the links to other parts of the Authority? 

• W hat are the issues facing the Team  in term s of service 

delivery and funding? 

W ednesday 

21st July 2004 
9.30 a.m . 

O ldw ay 

M ansion, 

Paignton 

C hildren’s Services M anagem ent Team  

8. To discuss the issues arising from  M ick Low e’s 

investigation w ith the m anagers responsible for the 

provision of social care to children. 
• W hat types of care are provided by the Division? 

• Are there sim ilarities betw een cases?  W hat are the trends? 

• W hat is the balance betw een residential and dom iciliary 

care?  W hat w ould be the im plications of shifting this balance 

in term s of care levels, risks and costs? 

• How  are clients’ needs assessed?  W hat is the process from  

referral through to the provision of care?  If applicable, how  

are judgem ents m ade against the Fair Access to C are 

criteria? 

• How  does the C ouncil ensure that interpretation of need is 

consistent across the Directorate? 

• W hat im pact does the requirem ent to m ake assessm ents in a 

shorter tim e scale have on the level and type of care 

provided? 

• How  are individual case loads m onitored?  How  do m anagers 

ensure that cases are spread evenly through each team ? 

W ednesday 

18th August 

2004 

4.00 p.m . 
Tow n Hall, 

Torquay 

Executive M em ber for Social Services  

and Inclusion 

Director of Social Services 

Assistant Director (Adults Services) 

Assistant Director (C hildren’s Services) 

Learning Disability Partnership M anager 

Finance M anager (Social Services) 

Executive O fficer (Social Services) 

9. To receive an update on the w ork undertaken by M ick 

Low e since the m eeting held on 16th June 2004. 

 

10. To review  the issues that w ere raised w ith the Panel 

during the course of its site visits. 

 

11. To determ ine the issues that should be raised w ith 

M em bers of the Executive and the M anagem ent Team  

of the Social Services Directorate. 



Review  of Social Services 

 

 

Page 40 

Date Tim e Venue 
C ouncil/Stakeholder/C om m unity 

Representatives 

Key Tasks and Q uestions 

Tuesday 21st 

Septem ber 

2004 

4.00 p.m . 
Tow n Hall, 

Torquay 

Executive M em ber for Social Services  

and Inclusion 

Director of Social Services 

Assistant Director (Adults Services) 

Assistant Director (C hildren’s Services) 

Learning Disability Partnership M anager 

Finance M anager (Social Services) 

Executive O fficer (Social Services) 

12. To review  the system s and procedures w hich have been 

put in place to address the overspend w ithin the Social 

Services Directorate budget for the current financial 

year. 

• W ill the overspend w ithin the Social Services Directorate’s 

budgets be elim inated by the end of the financial year? 

• W hat are the risks and im plications associated w ith this course 

of action? 

• W hat are the longer term  im pacts? 

• Are M em bers of the Executive getting the inform ation that is 

necessary to satisfy them selves that the overspend w ill be 

dealt w ith? 

• W hat im pact has the establishm ent of the Social Services 

Executive C om m ittee had on the budget w ithin the 

Directorate? 

• Has the C om m ittee m ade a difference?  W hat has changed 

as a result of the m eetings? 

• Has the C om m ittee im proved the “gatekeeping” of the 

service? 

• W hat has been the im pact on social services practitioners 

w ithin the C ouncil? 

• Have additional procedures been put in place w ithin the 

Directorate as a result of the establishm ent of the C om m ittee? 

• Is the C om m ittee in a position to be able to not accept the 

recom m endations of the Director of Social Services? 

M onday 11th 

O ctober 2004 
4.30 p.m . 

Tow n Hall, 

Torquay 

Executive M em ber for Social Services  

and Inclusion 

Assistant Director (Adults Services) 

Assistant Director (C hildren’s Services) 

Assistant Director (Policy and 

Perform ance) 

Learning Disability Partnership M anager 

Finance M anager (Social Services) 

Executive O fficer (Social Services) 

13. To receive a briefing from  M ick Low e on the conclusions 

from  the second stage of his review  of social services. 
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Date Tim e Venue 
C ouncil/Stakeholder/C om m unity 

Representatives 

Key Tasks and Q uestions 

W ednesday 

3rd Novem ber 

2004 

5.00 p.m . 
Tow n Hall, 

Torquay 

Executive M em ber for Social Services  

and Inclusion 

Assistant Director (Adults Services) 

Assistant Director (C hildren’s Services) 

Assistant Director (Policy and 

Perform ance) 

Learning Disability Partnership M anager 

Finance M anager (Social Services) 

Executive O fficer (Social Services) 

14. To consider the conclusions from  the second stage of 

M ick Low e’s review  and to explore the detail behind 

them . 

 

15. To consider how  the anecdotal evidence gathered 

during the Panel’s visits fit w ith the findings of M ick Low e. 

 

• W hat is the process for assessing cases w hich are referred to 

Social Services? 
(The Panel w ould w ish to see copies of the Fair Access to C are 

criteria, guidance for m aking assessm ents and sam ple m inutes 

from  referral panels) 

• How  w ell do the individual care panels w ithin the Social 

Services Directorate do their jobs in ensuring that gatekeeping 

is appropriate? 

• How  is consistency of assessm ent ensured throughout the 

Directorate? 

• W hat w ould be the im pact of the recom m endation from  M ick 

Low e that the C ouncil should not take responsibility for elderly 

people w ho can pay the full cost of residential care 

them selves? 

• W hat w ill be the im pact of the findings of M ick Low e on the 

creation of an adult care trust? 

• W hat w ill be the im pact of an adult care trust on the C ouncil’s 

budget? 

• W ill practitioners becom e m ore “risk averse”? 

• Do the findings from  the pilot schem e in Brixham  for the adult 

care trust show  that health officials have a clearer 

understanding of the levels at w hich the C ouncil w ill intervene 

and provide services for older people? 
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Date Tim e Venue 
C ouncil/Stakeholder/C om m unity 

Representatives 

Key Tasks and Q uestions 

Thursday 2nd 

Decem ber 

2004 

4.00 p.m . 
Tow n Hall, 

Torquay 

Executive M em ber for Social Services  

and Inclusion 

Assistant Director (Adults’ Services) 

Supporting People M anager 

15. To consider the issues behind the overspend w ithin the 

Supporting People budget and to com pare the service 

provided by Torbay C ouncil w ith that of a Beacon 

Authority. 

 

16. To consider the Action Plan prepared in response to the 

Supporting People Inspection. 

 

17. To consider the Supporting People Strategy. 

 

• W hy is the Supporting People function w ithin Torbay C ouncil 

one of the 19 highest cost functions in the C ountry? 

• How  does the Supporting People function fit w ith the priorities 

of the C ouncil?  How  does it fit w ithin the structure of the 

Authority? 

• W hy is the function overspent by £700,000? 

• How  does the function com pare w ith that provided by an 

Authority w ith Beacon Status? 

• How  w ill the overspend and the findings of the Inspection be 

addressed? 

12th January 

2005 
2.00 p.m . 

Tow n Hall, 

Torquay 
 

18. To consider the conclusions and recom m endations in 

relation the review  of social services. 

19. To finalise the report of the Social Services Review  Panel. 

 

The final report of the Review  Panel w ill be presented to the O verview  and Scrutiny Board at its m eeting to be held on 16th M arch 2005. 

 

 



Review  of Social Services 

 

Page 43 

Appendix 3 

List of Key Docum ents 

Presentation and Reports from  M ick Low e 

Report SS/30/04 to Executive Social Services C om m ittee (Fair Access to C are 

Services) 

Record of Decision – Establishm ent of Executive Social Services C om m ittee 

(8th June 2004) 

Population Pyram id G raph of Statistical Neighbouring Authorities 

Briefing Note to Leader, Deputy Leader, Executive M em ber for Social Services 

and M anaging Director prepared by Director of Social Services  

Report F/50/04 to O verview  and Scrutiny Board (Budget M onitoring – 

Revenue Budget) 

Briefing Paper on the Assessm ent Process prepared by the Assistant Director 

(Policy and Perform ance) 

Supporting People Fact Sheet and New sletter 

Briefing Paper on Supporting People prepared by Supporting People 

M anager 

Supporting People – Beacon C ase Studies 

Supporting People Program m e – Inspection Report 
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Appendix 4 

G raphs of data analysis from  Phase O ne of the review  by M ick Low e 
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PAF 8 Children's Home and Foster Care

Gross Expenditure, Days & Gross Weekly Cost

Percent Change 1999-2000 to 2002-3
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PAF 8

  Days of Care  per 1000 Population

Children's Homes and Foster Care

2002-3
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PAF B12

Total Weeks 

Residential and Nursing Care and Home Help/Care for All Adult Client Groups and Elderly People 

2002-3
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PAF 12 

Residential and Nursing Care and Home Help/Care for All Adult Client Groups and Elderly People

Gross Expenditure, Weeks of Care & Gross Weekly Cost

Percent Change 1999-2000 to 2002-3
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PAF B12

  Spend Per 1000 Population 

 Residential and Nursing Care and Home Help/Care for All Adult Client Groups and Elderly People

2002-3

311

261

210

250

175

227

261

302

211

263

229

£0 £50 £100 £150 £200 £250 £300 £350

Torbay

Southend on Sea

Southampton

Portsmouth

Poole

North East Lincolnshire

Isle of Wight

Brighten and Hove

Bournemouth

Blackpool

Bath and North East Somerset

in 1000s


