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GLOSSARY

This report is written as far as possible in plain English with the minimum of jargon.  All acronyms are spelt out in full when they first appear but for sake of clarity their meanings are repeated here.

‘Blobs’
Refer to the performance of the authority across a range of performance indicators. They are known as ‘blobs’ because the indicator symbol is a small solid circle.



CCMT
County Council Management Team

CSCi
Commission for Social Care Inspection

CPA
Comprehensive Performance Assessment

CRB
Criminal Records Bureau 

DPIASS
Direct Payments Information Advice & Support Service

OCDP
Oxfordshire Council for Disabled People

PA’s
Personal Assistants

PAF
Performance Assessment Framework

PIs
Performance Indicators

S&CS
Social & Community Services (Directorate, within Oxfordshire County Council)

SWIFT
Electronic database used by S&CS to manage client information
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What are Direct Payments?

The Community Care (Direct Payments) Act 1996 came into effect in April 1997, allowing local authorities to offer direct payments to people with physical disabilities, under sixty-five years old. The Act was extended in 2000 to include people over sixty-five, carers in receipt of services in their own right, parents of disabled children and disabled children aged sixteen and seventeen. The Community Care, Services for Carers and Children’s Services (Direct Payments) Guidance 2003 further developed the 1996 Act. The County Council is now required to make a direct payment to all individuals who are eligible and want one. The 2005 green paper, Independence, Wellbeing and Choice augments these pieces of legislation, indicating that the future of social care is through the greater use of independent budgets and direct payments. This has recently been expanded in the White Paper, Our Health, Our Care, Our Say, which has been published for consultation.

Below is a summary of the direct payments guidance produced by Oxfordshire County Council and the Direct Payments Information Advice and Support Service (DPIASS)

· Direct Payments are money Social &Health Care can give you instead of giving you a service. It’s a different way of getting the support you need. 

· You spend the money on getting the support you need.

· You can have support in your own home during the day by making your own arrangements for your personal care. You can use a Care Agency or employ an assistant of your choice at a time which suits you. 

· You can have a Direct Payment to cover all your care needs, or you can mix and match by using Direct Payments for part of your support and let Social & Health Care arrange the services to cover the rest of it. The choice is yours, you are in control.

· Direct Payments can be made to anyone who has been assessed by Social & Health Care as needing support. You don’t have to have a Direct Payment if you don’t want one. You can change your mind at any time. You should always have choice and control over your own life.

· Direct Payments are NOT Benefits and receiving a Direct Payment will NOT affect your benefits.

· If you need help to manage your Direct Payment, ask, help is available. You don’t have to manage the money yourself, but you do need to control how it is used. You will need to open a separate bank account for the Direct Payment. You must also keep careful records of how you use the money. It must be spent on your care; it cannot be spent on things like clothes or food.
Executive Summary

1. This Review set out to investigate whether direct payments were really benefiting the public of Oxfordshire. Is the County Council really offering independence, wellbeing and choice? Are the corporate priorities appropriate for the resources available? In short, is the system working?

2. Our answer to that last question is yes, Oxfordshire County Council is offering a good service to clients wishing to receive a direct payment. That is not to say that the Review has not identified problems, but encouragingly, most of the areas of concern to this Review have been picked up by senior decision makers within the authority. 

3. It was clear from very early on that the area has received a great deal of recent attention. From early 2005, the Social and Community Services (S&CS) Directorate commissioned a report into its performance in direct payments by Koru Care
. The recommendations from this report and the subsequent activity within the Directorate are now beginning to bear fruit. This has been helped by Internal Audit shining a light on direct payments early in 2006
; rubber-stamping the developments that were in the pipeline and adding an accountable Action Plan in the process. Credit must therefore be given to The Director of S&CS and his management team for such a proactive approach to direct payments. 

4. The net result of this activity is an increase in the direct payments Performance Assessment Framework (PAF) Indicator from 54, in 2004/05 to 96 in 2005/06. The rating refers to the number of clients in receipt of a direct payment per 100,000 adults in the population and represents an improvement in the national standing of the authority from around average to high performing.

5. The Review Group acknowledges that many of the recommendations are subject to the remit and performance of the new Direct Payments Development Worker. Responsibility for much of the direction of the service has been invested in this role, something the Review Group sees as a positive step, if perhaps somewhat overdue. We are concerned however that the role may be seen in some quarters as a cure-all, when it is our view that it should be a catalyst for organisational progression, rather than an individual trouble-shooter.

6. Organisational culture is central to this report. As has been suggested, tangible changes are underway, but if these are to succeed in bringing real independence, wellbeing and choice to the people of Oxfordshire, the entire organisation needs to support them. The message is quite simple – everyone connected to direct payments has to believe in the system and understand the benefits it can offer to service users. That is not to say that it is suitable for all and should be aggressively marketed, but that clients can extract the maximum benefit with the minimum of difficulty. This ethos needs to cascade from the senior management through much clearer lines of communication. If this is to be via the Champions Group, the purpose and management of such a body requires some redesign. 

7. The Directorate needs to be clear about the balance between client satisfaction and performance indicators. Time has to be given to allow the changes already underway to take root but this Review believes that client care has to take precedent over national recognition and peer-group accolades.

8. Staff training will provide the most significant immediate impact. No care managers that the Review heard from, including Champions, considered that they had received enough training in direct payments. Without well-trained, motivated staff, service users will not reap the benefits the system is designed to offer them. This Review believes that it is in creative care planning that the greatest life-enhancement opportunities are offered – not simply replicating care packages to hit targets. The care managers the review heard from were enthusiastic about learning more and welcomed the opportunity to provide an enhanced level of support to their clients.

9. As part of the training issue, policy needs developing around how an offer of direct payments is made and subsequently supported. Often the initial assessment is too sensitive a time to broach such considerations of added responsibility. Care managers would benefit from guidelines indicating how best to introduce the possibility of direct payments to service users. Equally, once a direct payment has been set up, clients need to be confident that an appropriate level of support is available to them to maintain a smooth and hassle-free service.

10. The report also covers the responsibilities of the independent advisory service the Council is committed to supporting, suggesting areas for development. Attention is also paid to the impact direct payments have on black and minority ethnic groups, with recommendations made around using direct payments as a route to allow more service users from minority groups to get into the care network. 

11.  This last point reflects a wider theme that the report has concerned itself with, that of removing the barriers to receiving a direct payment. The Commission for Social Care Inspection (CSCi) identified that the two main considerations were the motivation and expertise of care managers, and the quality and availability of information to potential clients. Whilst appreciating that direct payments are not designed for all clients within the system, it is of paramount importance that those who want to access a direct payment can do so with the minimum of difficulty and maximum confidence. 

12.  We hope this Review is supportive and fulfils its role as a ‘critical friend’ of the Cabinet. Where criticisms are made they are with the intention of improving the level of service for the clients of Oxfordshire County Council. 

Recommendations

On the basis of its conclusions the Committee RECOMMEND:

R1. This Committee recommends that direct payments are further embedded within the culture of social and community services. Through induction, training and corporate communication, the message needs to be one of understanding and support of the system until it is part of mainstream Directorate operations. These changes need reflecting in Directorate Service Plans. PAGE 15
R2. This Committee recommends that the new post of Direct Payments Development Worker becomes the strategic driver for direct payments within social and community services and they establish an effective means of communication between front-line staff and senior management. PAGE 17
R3. This Committee recommends that the Direct Payments Champions Group is revitalised to fulfil its original intention of sharing good practice and pushing forward the direct payments agenda amongst Directorate officers. It is recommended that this is led by the new Development Worker. PAGE 17
R4. This Committee recommends that greater emphasis is placed on direct payments during the induction process for new staff and that annual refresher training sessions are made compulsory for all staff connected to direct payments. PAGE 18
R5. This Committee recommends that the social and community services Directorate carry out a risk assessment of the impact of increasing the number of service users receiving direct payments. This should include the impact on care managers, County Council finance teams, the DPIASS, carers and potential care providers. PAGE 20
R6. This Committee recommends that the County Council commits to developing the use of personal assistants to clients receiving direct payments. 

a) Include in care manager training the promotion of the benefits of PA’s

b) Development of a suitable scheme to improve the recruitment of PA’s, for example a system comparable to Lancashire CC.

c) Link to R11 (c) Encourage more members of minority ethnic communities to become PA’s by holding workshops in community centres and producing language specific materials. PAGE 23
R7. This Committee recommends that the Cabinet further investigates the safeguards that are in place that ensure good client care is taking place. This requires work in two areas:

a) Clear guidance has to be issued to care managers to ensure that clients receiving a direct payment are reviewed frequently enough to identify problems quickly should they occur.

b) The Client Finance team should have their resources and staffing level reviewed annually to ensure that client returns are dealt with efficiently. This will become increasingly important as the number of direct payments users increases. PAGE 24
R8. This Committee recommends that the Cabinet considers re-tendering the contract for the independent advice and support service. This is to ensure that the service is receiving adequate resources to deal with the increase in client numbers, is suitable to cater for all client groups and maintains its independence from the County Council. PAGE 25
R9. 

a) This Committee recommends that a period is agreed after a client is assessed by which the opportunity to begin a direct payment is reviewed. The parameters for this should be set by officers but we suggest that this should be around 3-6 months after the initial review.

b) The mechanism for ensuring this occurs should be automated through an enhancement of SWIFT. PAGE 27
R10. 

a) This Committee recommends that greater support with the management of financial returns is offered to clients receiving a direct payment. This should include improved written information and guidance and the opportunity of contact with officers when required.

b) This Committee recommends that internal audit regularly review the internal financial controls and follow up their own action plan to ensure that the management of funds is assured. PAGE 28
R11.

a) This Committee recommends that greater effort is put into community development work for BME groups to raise awareness and encourage them to receive the services to which they are entitled. The Committee recommends that direct payments are used to drive this process.

b) This Committee recommends that outreach workshops are instigated to introduce BME groups to direct payments and use them as a tool to allow more people to enter the system.

c) Link to R6 (c) – The same workshops can be used to encourage more members of minority communities to become PA’s. PAGE 29
R12. This Committee recommends that direct payments user groups are established to cover the relevant geographical areas and client groups. These will share good practice and introduce more service users to the benefits of direct payments. PAGE 32


Section 1 – Introduction

A) Aims of the Review and the Review Process

13. This Scrutiny Review came about as a result of the growing importance of direct payments within care services. The Government’s Green Paper, Independence Wellbeing and Choice, published in March 2005, sets out an agenda for social and community care that places an increasing emphasis on the role of direct payments in the system. Direct payments also support one of Oxfordshire County Council’s three corporate objectives, the opportunity to offer “Real Choice”. 

14. The Review was considered timely for a number of reasons: direct payments was recently identified as a key driver by Charles Waddicor, the Director of Social & Community Services; the area forms the key response to the priority HCOP6 of the Local Area Agreement (LAA) 2006/09; Internal Audit has recently completed an investigation into the area and the Directorate has also been involved in a significant benchmarking process involving Koru Care, a specialist consultancy. It is the Review Group’s intention that this report will dovetail with these activities, drawing on the evidence already gathered where possible and avoiding duplication.

15. The scoping document for the Review was formally adopted on 10th October 2005 (Appendix 1). Three main aims were distilled from the broader objectives, namely to: -
· Assess the impact of the Government Green Paper, Independence Wellbeing and Choice, on the Council’s approach to Direct Payments.

· Evaluate the impact of the Council’s desire to increase the number of clients receiving a Direct Payment.

· Look at the system of Direct Payments within the County and decide how well the Council is serving the needs of its clients.

16. The Social & Community Services Scrutiny Committee was tasked with commissioning the review and appointed three County Councillors to carry it out (Cllrs. Hastings, Johnston and Stratford), who were supported by Scrutiny Review Officer Jonathan Howcroft. During the course of the Review, Cllr Hastings withdrew. 
17. The Review was carried out using a wide variety of research methods.

· The Citizen’s Panel was consulted, providing a large volume of information regarding the views of the Oxfordshire public. A detailed breakdown of the results can be found in Appendix 4.

· The Review Panel spent a day in one of the Social and Health Care Directorate Offices in Abingdon, speaking to a range of service users and listening to their views on direct payments.

· Interviews were held with Members, officers and partners of Oxfordshire County Council.

· Data from the comparative benchmarking exercise was used, along with extensive desk research, taking in the various service plans and inspection documents. 

The Committee would like to thank all the witnesses who participated in the Review process, and whose candid approach has allowed the Committee to base this report on a variety of views. 

B) Background

18. Direct payments were created to offer greater choice, flexibility and control to clients in receipt of social care services. The philosophy underpinning the scheme suggests that the service user is the best person to organise the care services that they receive. By empowering clients to develop bespoke care provision and place themselves at the centre of the care network, it is believed they will benefit from greater independence and improved wellbeing. CSCi noted that, “at best, direct payments are an outstanding example of Government policy intention – to extend choice in public services – being delivered on the ground.”
 
19. The challenge for local authorities was to first make direct payments a viable alternative to conventional care provision and then encourage clients who would benefit from the system to exercise that choice. Between 1996 and 2003, the greatest effort was given to establishing the procedure for implementing a direct payment. The system that has evolved integrates direct payments into the overall care management framework. 

20. When a client is assessed and meets the eligibility criteria for receiving care from the County Council, they are offered the opportunity of a direct payment, as an alternative to the traditional route of having the County Council provide their services. The client is then referred to an independent advisory service which supports them through the process of organising care services. The council remains in contact with the client, who receives the same level of support as any client in receipt of services from the authority – receiving annual reviews of their care package for example – but the individual, not the council, is responsible for the management of the care they receive.

21. As the legislation suggests, this was initially seen as a benefit only to clients with physical disabilities, under the age of sixty-five. Consequently, it is in this client group that direct payments took root earliest and have shown the most development. This Review has chosen to focus most attention on the Physical Disability (PD) team for that reason. Attention will be given to the broader picture, and the specifics of other client groups but the majority of expert witnesses and service users were drawn from this area. 

C) The Current Situation in Oxfordshire County Council

21. The first direct payments Performance Assessment Framework (PAF) indicator was introduced in 2002/03 – PAF C51. It measured adults and older people receiving direct payments, at 31 March, per 100,000 of the population aged eighteen or over. In 2002/3 Oxfordshire was a high performing authority on this scale, comfortably outperforming the national average. However, in years 2003/04 and 2004/05 the authority fell below the average for this PAF indicator. Nevertheless, performance was still in the upper middle quartile compared to all authorities and shire comparators. The chief concern that this indicated was that Oxfordshire’s trajectory was significantly shallower compared to the high performing authorities. Whilst Oxfordshire’s performance began well and continued to improve steadily, some authorities during this period achieved a dramatic step-change, pushing their performance ratings significantly upwards. 

22. To address this concern, an independent benchmarking process was commissioned, carried out by Koru Care, with a report published in February 2005. This report highlighted five key areas that would help the organisation improve based on comparison with some of the higher-rated authorities. These were: leadership and culture, organisation and structure, change management, definitions, and practice. The benchmarking element of this Scrutiny Review will therefore be drawn from the work that has already been completed. 

23.  In early 2006, Internal Audit conducted a review into how direct payments operate within Oxfordshire. The remit for this investigation concerned the internal control environment. The report highlighted a number of wide ranging issues, leading to recommendations that this Review Group supports. There are similarities between recommendations in both reports; something that we feel highlights the significance of the issues in question. 

24.  It is important to point out that despite areas of crossover with other Council activity Scrutiny Reviews occupy a very distinct role. This Review has been carried out with constant focus on the end user and intends to put forward recommendations which will all, in some way, be of benefit to that group. Consequently, there are areas which this Review need only mention and signpost the reader to other documents. 

25. It is worth pointing out at this point that Oxfordshire is not unique in considering direct payments an area worthy of consideration. As well as other local authorities conducting their own Scrutiny Reviews, the Commission for Social Care Inspection (CSCi) recently published a document entitled Direct Payments: what are the barriers? This report indicates that this Review Group’s findings are commonplace and that the challenges facing this authority are shared across the country. 

26.  As part of this review, over two thousand members of the Oxfordshire Citizens’ Panel were consulted for their views on direct payments. Around one in ten panel members have organised social care packages for themselves, a relative, or a friend – of which just under a quarter of these were organised using direct payments. Three in five of the panel members who have organised a care package believe direct payments are a good idea and also that they give people greater choice over finding a package that suits them. However, just under half of those who organised a care package felt that direct payments placed too much of a burden on those receiving care. 

Section 2 – Findings

a)
Implementation of Green Paper

27. The most important message that this report wants to communicate is that for direct payments to be as successful as possible, everyone involved with the system needs to understand, support and promote the benefits that direct payments can offer. Efforts to improve the system have been ongoing since the conception of direct payments in 1997. However, as we shall explain below, most of these are isolated changes, designed to improve a specific process or rectify a particular problem. What is needed is buy-in at all levels of the service, from cabinet and senior management down to the care managers and front line staff. Until that is achieved and doubts remain over how positive direct payments can be, the system will not achieve its full potential. This overarching concern affects all others beneath it and dominates the desire to achieve the highest quality service for the residents of Oxfordshire.

We need to move away from ‘schemes’ to seeing direct payments as a mainstream service. Accordingly, development of this policy initiative needs a corporate approach and commitment across the whole council. In particular, leadership at local level must overcome existing management and staff fear of direct payments, improve their on-the-job training about direct payments, and promote a flexible, personalised approach to all social care provision. CSCi (2004)

28. It is the responsibility of the Cabinet and Senior Management to interpret the agenda set by the government. This Review has concluded that whilst Oxfordshire County Council has done everything required to implement direct payment legislation, it could perhaps have done more to embed direct payments within the culture of the organisation. The lack of a dedicated organisational lead will be discussed in more detail below but it seems clear that direct payments has been viewed more as an add-on to existing structures rather than being created as a dedicated initiative in its own right. This has led to direct payments being open to the view, by some, that it is a tick-box exercise, something necessary and required, rather than promoted and flourishing. 

29. Despite other authorities introducing a dedicated direct payments manager some time ago, Oxfordshire only advertised for an equivalent post in the summer of 2006. Consequently, the gap between imposing the legislation and believing in its value has been perpetuated. It is the view of the Review Panel that this gap needs closing and should be one of the priorities of the new development worker once he/she is in post. This should mean that from the Cabinet to the front line, all County Council representatives hold positive views regarding direct payments. This does not necessarily mean that all staff have to support direct payments all of the time, but that the system becomes embedded in the culture of the Directorate and becomes a process that all staff are comfortable operating. 

30. It means care managers being confident and enthusiastic when suggesting the service to clients; it means unit managers encouraging their staff to receive as much training as possible and it means senior managers delivering a positive message, cascading to all staff that there are significant benefits to clients. In this environment, the barriers to direct payments can be identified and addressed from a positive perspective.

31.  The importance of direct payments to the provision of social and health care nationwide is only going to increase. With pressure mounting on the NHS and government eagerness to promote client autonomy, it is imperative that local authorities are prepared to support the increased number of service users requesting and using direct payments. As one witness mentioned to the Review Group:

Direct Payments is not going to be the poor cousin any more; it’s going to be central.


[image: image1]
b)
Structure of Direct Payments in Oxfordshire County Council 

32. Organisational culture was one of the key issues identified by the Koru Improvement Project with the report citing a lack of ownership as the chief concern. Responsibility for direct payments has rested with Alan Sinclair, now the Operations Manager for Learning Disabilities. Alan recommended as early as March 2004 that the responsibility for direct payments be passed from him to someone either more senior in the Directorate or to a colleague in the Physical Disabilities team (as they have the most clients receiving direct payments). This did not happen and responsibility for the area still rests in the Learning Disabilities team. 

33. The review has received a wealth of positive testimony praising Alan’s input to direct payments. However, as he mentioned himself, his primary role requires so much of his time and effort that it would be sensible to believe that the management of the system would be more appropriately handled by someone with more “bandwidth.” Hopefully the new Development Worker will have such a remit. 

34. Corporate ownership and a strong lead are still lacking, nearly eighteen months after Koru’s report was published. We cannot emphasise strongly enough the importance of the new development worker in driving the direct payments agenda. The person recruited needs to have the ability to promote and develop the system across client groups and enjoy close communication with both the senior managers and front line staff within the Directorate. The Koru report indicates that Oxfordshire were a year or two behind other well performing authorities, largely down to this reason. A year and a half on, the major step to addressing this situation will only soon be in place. Below is the view of one senior social worker:

We desperately need an overall strategy. We need to map out where we’re going with direct payments and personalised budgets and we need to do it now. We need an individual to lead operationally.

35. At the same time, the Review Group would like to stress that the new post should not be viewed as a cure-all. Without the support of staff above and below them, the role may simply serve to isolate direct payments rather than integrate it within the Directorate. Many of the witnesses the Review heard from referred to the development worker in terms of great expectation. It is the view of this Review that the role will be most successful as a catalyst and facilitator, not dedicated problem solver. Promisingly, this appears to concur with the Directorate view, as the job description for the new role explains:

The post-holder will be responsible for ensuring that the Directorate as a whole is conversant, knowledgeable and up to date about Direct Payments and the Independent Living Funds. This will in time include any new initiatives, such as ‘individual budgets’.  Informing and communicating the benefits of Direct Payments to service users and carers will also be a key activity as will building on the successful partnership with the voluntary sector.

36. However, the same document also contains a wish list of nineteen key tasks, ranging from strategic partnership building through to consultation with existing and potential service users. With such a broad remit, it is imperative that the post receives sufficient support from all levels within the Directorate. Otherwise, the individual role may suffer from having too many competing responsibilities and tasks not being completed.

37. For some time Oxfordshire County Council has operated a direct payments Champions Group. This group meets around six times a year and is responsible for producing the new guidance and interpreting and answering any issues that arise in relation to direct payments. Champions are officers drawn from each client group, who then become designated direct payments leads in each of their teams. The Review encountered a number of witnesses that found this arrangement unsatisfying. The members of the group do not appear to be “Champions” in the sense that they become direct payments experts or act as a focal point for development. The group seems more like a forum for problem solving and sharing ideas – often of a basic nature – by interested and dedicated care managers. One witness commented that: 

The meetings have tended to focus on problems with the process of setting up a direct payment - sort of direct payment clinics. It feels as though social workers and care managers are not sufficiently comfortable with the basics to allow them to actually help people think about how they might use them more flexibly / creatively. 

Adding that lately, “the meetings seem to have lost any clear focus.” Reflecting the concerns that the Champions Group may not be as successful as it perhaps could be.



c)
Training

38.  One of the earliest themes to emerge during the Review was a sense that the level of training for care managers and social workers was perhaps not as comprehensive as it could be. To date, training on direct payments has been part of the induction process, augmented by three voluntary training sessions over the past three years. A number of the officers within the Directorate were quite open about how they felt this was probably insufficient. One witness explained that:

The only specific training I can recall was a one-off Direct Payments workshop which was compulsory for all care managers across the county. As a student social worker I taught myself how to set up a direct payment using the guidance I downloaded from the intranet.

39. The training of care managers and social workers is critical to direct payments. The area is complex and the implications for clients are wide-ranging. For clients to be able to make informed choices about the care that they receive, they must first have the information to hand and be able to digest it. Therefore, care managers and social workers need to know enough about direct payments to offer them confidently to clients and handle the kind of enquiries they are likely to then be faced with. As one senior social worker put it, 

If you are prioritising direct payments, it needs to be done appropriately, with training and preparation.

40. Care Managers can not be expected to know everything. Part of the purpose of having a dedicated advisory service for direct payments is to provide the specialist knowledge clients require. However, we would like to see care managers and social workers encouraged to aspire to these levels over time. Direct payments can often be seen as daunting and challenging by service users. It is the responsibility of the County Council to try to remove this barrier. By training staff thoroughly, with regular refresher courses, this Group believes that clients will receive better information and therefore be able to make more well-informed choices about their care provision. As CSCi have reiterated in numerous documents, “lack of information” is one of three main barriers to service users taking up the option of a direct payment. 

41. As the Green Paper suggests, the real added value of a direct payment is through understanding how the scheme can offer independence, wellbeing and choice. To achieve this, a degree of creativity is often required. This creativity comes from a thorough understanding of how direct payments operate. Training therefore not only needs to cover the rudimentaries of direct payments but also the opportunities for added client value. If care managers and social workers do not know their product – in this case direct payments – inside out, there is the potential that the end user will not experience the benefits they might otherwise. One care manager the Review spoke to understood this situation, suggesting,

Maybe it’s about training and helping care managers operate creative care planning. It’s about not thinking so rigidly about what a care package can look like.
42. Part of this challenge is often convincing care managers and social workers that they should not be afraid of direct payments. One senior manager told the Review that he believed many staff see direct payments as ‘”hard work”. With care managers facing competing concerns, it may well not be a priority for some to either attend or follow up training sessions, or promote the service as confidently as the management may wish. Another senior Directorate officer expressed this belief:

They are worried about the risks, they are worried about how right the offer is and we need to overcome this. You need a sensitive balance but there is a danger that we take some of the responsibility away from the clients.


d)
Impact of the Increase in Clients Receiving Direct Payments

43. The Director of Social and Community Services told the S&CS Scrutiny Committee, in Spring 2005, that one of his key drivers was to increase the number of clients receiving direct payments. This was to support both the government agenda and the local priority to offer real choice. At that time, the figures quoted referred to an increase from around 300 to 400 clients during the financial year. By the end of 05/06 the Directorate had been successful in achieving this target and had accounted for 457 clients in receipt of a direct payment.

44.  A significant amount of this success was achieved by adapting the system of recording a direct payment. Such a change was highlighted in the report published by Koru, who realised that the top performing authorities were attaining high performance by including certain categories of client in their returns that Oxfordshire was leaving out. An example of this includes the recording of carers, specifically in receipt of Carers Specific Grants, something Oxfordshire County Council was not in the process of doing. This administrative change has contributed an extra 110 recorded direct payments recipients; almost a quarter of the sum total, in the year-end PAF return. 

45. The great success of last year’s increase in client numbers and the PAF indicator therefore may not necessarily be due to a great increase in the number of service users being introduced to direct payments. It does however serve to highlight the higher than previously registered position Oxfordshire should have attained in comparison with other authorities. Oxfordshire has achieved at least an average peer group score of 3 ‘blobs’ despite its previous recording method. Now that we have changed the recording process, the improved position nationally will be a truer reflection of our performance over the previous few years and go some way to achieving a score of 4 ‘blobs’ in the near future. 

46. As the Koru report makes clear, the guidelines for recording direct payments have not always been completely clear. This stems from the grey areas around who is entitled to a direct payment and at what point the performance figures for direct payments should be measured.

47.  The target for 2006/07 is to increase the number of direct payments users by 211 – almost a 50% rise on an already significant year-on-year increase – and raises a fundamental question for the system in the County Council. That is, where are these extra clients going to come from? As mentioned above, a number of these may well come from Carers’ Grants. This hints at a worrying scenario whereby the authority witnesses a growth in its relative status when the reality is that many of the clients indicated in the returns are not actually receiving a long-term care benefit from the system.

48. Obviously we want the authority to be rated as highly as possible but if the added value of direct payments is to be realised, the system has to be successful and working for the clients that it was designed for. There is a danger that we could perceive successful performance ratings as a false indication of providing real choice to the people of Oxfordshire. 

49. Increasing the numbers of clients in receipt of a direct payment has an obvious organisational benefit with regard to achieving PI targets. The authority needs to be wary however that this is not simply growth at all costs. As mentioned above, the reason the County Council offers the service is because it believes that it is the most appropriate way to satisfy the service users’ requirements. 

50. Increasing the number of clients receiving direct payments increases pressures on other areas within the local authority. For example, the DPIASS will require extra resources to enable it to cope with the increase in workload. The finance department will likewise require its team to grow to accommodate the extra returns it will have to deal with. It is important therefore that the desire to achieve performance targets and increase the number of clients receiving direct payments is not to the detriment of the system as a whole. Measures need to be in place to ensure that the Council can cope with the added pressures extra numbers will bring. As one officer put it, “it’s better to have 400 working properly than 500 that shouldn’t be there.”


e)
Personal Assistants and Agencies

51.  As the Review progressed, consensus began to emerge from most witnesses that the way for clients to maximise independence, well-being and choice through direct payments is by employing Personal Assistants (PA’s). Clients can of course use their direct payment to negotiate care services through an agency. This is often the most suitable choice for example for elderly clients. These options in many ways replicate the standard package of care that would be offered through conventional means – often using the same providers. The crucial difference being of course that the client becomes the employer of the agency rather than the service user of a facility provided by the County Council. The theory would suggest that this change in status thereby affords the client greater control over their care. 

52. There is an increasing prevalence of clients employing agencies, in the wake of central contract renegotiation. Clients often employ agencies that previously provided their care through existing means but that have not had their block contract renewed by the County Council. As such, a direct payment may satisfy their needs in the most straightforward and appropriate way. One service user that we spoke to informed us that using her direct payment to employ agencies has changed her life for the better. She was careful to add though, that by using agencies, she needed to make plans well in advance and remain in control of her schedules. However, she pointed out that in her situation, there was little room for spontaneity. 

53. There is a slight concern that agencies employed by clients may have lost their central contract due to a poor standard of care provision. As with all clients receiving direct payments, it is imperative that care managers remain in close contact so that they are on-hand to intervene if it appears as though an adequate level of care is not being provided.  

54. Nevertheless, despite some benefits to the use of agencies, the added value of PA’s has been made abundantly clear over the course of the Review, as this example from a service user illustrates.

I contacted several agencies and found them extremely expensive and incredibly inflexible, most notably suggesting I go to bed at 7 p.m. and get up at 6 a.m.

55. PA’s are privately employed carers that are contracted on an hourly rate to perform the care requirements as set out in the service user’s care plan
. PA’s offer clients a bespoke service, tailored to their requirements. They can be used to satisfy specific needs that may not otherwise be catered for through conventional means. They offer the client, and by proxy the local authority, an efficient use of resources as they are contracted to do the specific requirements of the client without being tied into block contracts or minimum length service agreements which may render a proportion of the contracted time defunct. One service user that the Review Group met explained that employing PA’s gives him the freedom to control his life in the way he wants to. Crucially for him, an element of using PA’s enables him to “choose who you can let into your home,” rather than rely on the staff provided by the County Council or an agency. As many of the tasks required of care providers are very personal and sensitive, the autonomy of a service user to choose is a welcome liberty. 

56. Despite all of the benefits of employing PA’s, the procedure for recruiting and managing them is not necessarily a simple one. Clients are offered support throughout this process by the DPIASS but they have to navigate the pitfalls of advertising for, interviewing and then personally employing an individual or individuals to cater for their needs. This must be a daunting prospect for any potential self-employer but even more so for a client, often in vulnerable circumstances, trying to organise important care services. 

57. The Review group would advocate for greater support for clients looking to use PA’s. This involves greater training of care managers in the process of organising a PA to enable them to inform service users how they can improve their procedures. It could include the County Council either directly, or through the DPIASS making the recruitment process easier. An idea was suggested to the group that the Council could manage a repository for personal assistants. This would mean that rather than having to advertise, service users could have a one-stop resource for PA recruitment. Over time, this could even be extended to allow the repository to include Criminal Records Bureau (CRB) checks for example and take further hassle out of clients’ hands. Other authorities have begun to go down this route, notably Lancashire County Council. 
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58. This system is also attracting commercial interest as private agencies are now being set up to co-ordinate PA activity. Clients can now pay an agency their direct payment and pass on the responsibility of managing a workforce. This system still grants service users the flexibility and bespoke level of care but removes one the most significant barriers to operating a direct payment, i.e. becoming an employer.

59. One client that the Review Group spoke to explained that they would love to use direct payments and employ PA’s but that she doesn’t have “the family and friends around” to support her. If direct payments are to benefit clients in examples such as this, the support network has to be robust enough. The client felt that as her family and friends would not be providing her care it wouldn’t matter who did, despite realising that there would be benefits from receiving bespoke care. Also, she was worried that without friends and family to support her, she may have difficulties completing the administrative side of the direct payment efficiently. 

60. As a County Council we need to make sure that we do as much as possible to prevent this scenario recurring. We need to ensure that our guidance and other information are as user friendly as possible. We need to ensure that the DPIASS is appropriately resourced to enable them to support similar service users and activate the opportunity for greater independence the legislation allows.

61.  It is also important to ensure that PA’s are appropriately skilled to perform the functions they are expected to discharge. Without this and other safeguards in place, there is a real danger that the system could be open to abuse. The Review was reassured that these issues were being looked at by senior officers and that, for example, contingency plans for clients using PA’s were routine. 

62. The potential of PA’s for Black and Minority Ethnic communities is discussed in detail below.


f) 
Ensuring Clients Receive Good Service

63. One of the areas of concern picked up by the review relates to how client care is monitored and safeguarded. By definition, a direct payment places the onus of responsibility on the service user. This could conceivably leave clients open to difficulties ensuring that their care needs are being satisfied and that they, or their carers are not defrauding the system. Equally, a direct payment offers the client the status of employer and with it empowerment, which may well result in better service as the agencies or PA’s involved are directly accountable to the person they are supporting. This is a potential weakness with the system in general but in Oxfordshire we need to ensure that these risks are kept to a minimum for both financial and care management reasons. 

64. To achieve this, care managers need to maintain close links with their clients to ensure that they have an outlet should any suggestion of dissatisfaction occur. Care managers also need to maintain close links with the S&CS Client Finance team to make sure that returns are being recorded accurately and reflect the level of care the client is supposed to be receiving. 

65. The perception of risk has been identified as a significant barrier to the take up of direct payments. Clients are concerned that they are entrusted with a great deal of responsibility and often require reassuring that the safety net is there for them to fall back on should they wish. It is essential that client reviews occur as frequently as possible so that there is regular direct contact between the service user and the County Council to reinforce the sense of security. It is also important that the arms of the system not directly involved in discharging care, such as the DPIASS and the Client Finance team, are adequately resourced in order to deal with any situations as swiftly and succinctly as possible. 

66. There are only a few isolated cases of direct payments resulting in problems in Oxfordshire. Most of these proved to be concerns with administration rather than care provision. However, the County Council has to make sure that it simultaneously puts clients at ease and deals appropriately with difficulties as and when they arise.


g) 
DPIASS

67. Oxfordshire County Council is required to fund an independent advisory body to support the direct payments system. This is currently known as the DPIASS (Direct Payments Information Advice and Support Service) and is operated by the Oxfordshire Council for Disabled People (OCDP). The contract for this service is worth £126,908 and supports the employment of 3 advisers, based on a capacity of 200 direct payments users. Until recently, the DPIASS were operating without an up to date contract. This issue has been resolved and the current arrangement will continue until 2007. The DPIASS provides advice to clients who are considering a direct payment. For S&CS to process a direct payment, they have to be shown evidence that the DPIASS have provided support to the service user.

68. This Review found that service user’s views of the DPIASS were overwhelmingly favourable, as the comment below illustrates.

DPIASS are incredibly useful.  I phone them rarely, but if ever I have a dilemma or a worry, I give them a ring and they always manage to give the impression that my concern is very understandable and they always manage to have the answer! I will definitely be working with DPIASS for tax returns as I find this a bit daunting.

69.  There were however some concerns from staff within S&CS. Most significant amongst these was the view that as the DPIASS is managed by the OCDP, it could result in a conflict of interest and an imbalance of expertise. It has been suggested that the DPIASS can operate as an advocacy group for service users, rather than an independent support facility. This is disputed by the OCDP, who consider their experience and knowledge of direct payments and of the rights of the physically disabled equips them to provide the most appropriate support. 

70. A Manager within the County Council that the Review spoke to explained that the somewhat negative view emanates in the main from communication issues. Often the DPIASS are unable to access the specific individual they require and therefore have to address concerns at a level that should be receiving more senior attention. It is hoped that the new Development Worker’s relationship with the DPIASS will improve this situation and allow a fixed point of contact for enquiries.

71. The Review group has received suggestions that separating some of the responsibilities of the DPIASS may be beneficial as the number of clients using the system increases. For example this may result in a support service for separate client groups, allowing specialist knowledge to be developed in each area. As one senior manager commented,

To be frank, I’m not one hundred percent sure where the voluntary organisation sits and its appropriateness for older people. It’s to do with the hat people wear when they come to your home; does this person understand what I need in terms of support?
Such a move would have resource implications but as the previous contract was only designed to service 200 direct payments users and the target for 2006/07 is over 650, it would not be unfair to suggest that some realignment is necessary.  

72. Of paramount importance is the ability of the County Council to fund a support service that is both independent and fulfils its role as a competent advisory body. However, that should not become a barrier for further development. Adopting a scheme such as Lancashire’s PA register for example could become a responsibility of the information and advice service as the contract is developed and potentially re-tendered. 


h)
Timing of an Offer of Direct Payments

73. The most significant procedural issue this Review has encountered is with regard to the timing of an offer of direct payments. County Councils have to offer clients the opportunity of a direct payment at the assessment stage and are then encouraged to do so at subsequent reviews. This Review is concerned that guidance for care managers may not currently explain the importance of how the offer is presented at the assessment. 

74. When a client is receiving an initial assessment it is possible that they may not be in a state of total comfort. Entering the care system is not something to be taken lightly and clients are often vulnerable and distressed. It could therefore be reasonably assumed that during this process, the choice of organising one’s care provision independently would be a low priority. 

75. Assessments vary in length from around an hour to multiple visits over a number of days, depending on the complexity and urgency of the case. The offer of direct payments has to come at some point during this process and it is the Review Group’s opinion that this process should be investigated further by the Directorate. Ways must be sought to reduce the importance of the initial offer of a direct payment. Direct payments may well be suitable for clients over a longer-term, but not initially. However, as many witnesses contributing to the Review have commented, once a care package is in place, there is a common view of ‘if it ain’t broke, don’t fix it’. The explanation below from a senior social worker develops this point in more detail.

76.  If a client is in crisis a solution may have to be found very quickly and so arranging a care package may appear to be the most effective option but I expect my staff to have at least mentioned direct payments and given a leaflet. How much depth they go into will be their professional judgement depending on a whole range of factors. There is a danger though that once the package is in, the client is reluctant to relinquish this security. We are recognising the need to create some time period between assessment and care planning. This would allow time for the client to feel more comfortable with the process [assessment can be very daunting] and at the next meeting to be assisted to think more creatively about the range of options. 

77. From the social worker perspective it gives time to reflect on what the focus of need should be on [this is not always very clear in the early stages] and then return to discuss the range of options and stimulate the client to think outside mainstream services. This would hopefully help the client to feel they were more in control of the process and solution.

78. This of course has a time resource implication but it may result in a lower cost in terms of a package and find the right solution. For some clients we already do this but I think this needs to happen more frequently. Assessment and care planning are actually two separate activities yet there is a tendency to roll it into one. 

79. During the course of the Review, the Group received an introduction to SWIFT, the electronic data management system operated in S&CS. It is our opinion that SWIFT should be used as the means by which care managers are allocated to review clients who have not opted for a direct payment at the first assessment stage.

80. If direct payments are to be the vehicle for attaining independence that they are designed to be, the system has to be flexible and open enough for that freedom to be realised. It would be possible to assume that there are clients that may benefit from direct payments that are not currently accessing them, in the main because they were not an attractive offer from the outset. If there is an organisational desire to increase numbers this needs to be addressed. 


i)
Financial Complexity of Operating Direct Payments

81. Direct payments require a certain amount of administration for clients. CSCi identify this as one of the major reasons potential users reject the offer. The evidence this Review was presented with by existing service users in receipt of direct payments is that as long as one has appropriate support, the management is actually not too onerous. 

82. One client, supporting other CSCi testimony, went as far as to say that it was useful for keeping them alert and offered the rewards of full-time employment, which they were no longer able to do. This client had family and friends in support but no background in finance or administration. They, like all clients, received support from the DPIASS from the outset and received help when needed from the County Council Client Finance department.

Sometimes you think there are problems but I’m at home a lot of the time and there’s not much else to do. It helps keep my brain ticking over.
83. The message this example supports is that direct payments should be manageable. However, because they are often presented as arduous, or success stories are not shared, the initial client response is one of reticence. It is the view of the Review group that if greater administration support was made available, there would not only be a greater uptake of clients choosing direct payments, but greater satisfaction amongst those clients using the service. 

84. This Review therefore supports the move to recruit a dedicated direct payments Finance Officer. The Group hopes that this role will help to remove some of the preconceptions around direct payments and lead to a raising of awareness of the accounting demands of a direct payment across the authority. As one service user informed us, this cannot be underestimated.

I have been receiving direct payments for two and half years now and I am still slightly concerned about the fact that I am given £830 a month to spend on my care.  It feels like a big responsibility and I am determined to do it transparently and properly

85. The Review Group was informed that the first responsibility of this role is to assist with the management of a backlog of incomplete client returns. The Review has been told that this may total as much as 50% of the existing client base. The Client Finance team were keen to stress that the majority of returns they receive are accurate, but that without the returns coming in on time this cannot be verified. This issue has been dealt with in greater detail by the Internal Audit Review; suffice to say here that we consider 50% to be a large volume of clients with potentially inaccurate care plans or financial irregularities. 

86. This issue forms part of the much wider issue of the financial safeguards that exist within the system – the chief concern of the recent Internal Audit Report. This Review Group wishes to endorse the comments made in that report and look forward to following the progress of their recommendations.


j)
Direct Payments and Black & Minority Ethnic (BME) Communities 

87.  Direct payments are often seen as a significant benefit to service users from minority ethnic backgrounds. There is a perception that members of minority groups can often struggle to receive the detail of care they require within the mainstream system and the opportunity to organise their own care is a welcome one. Quite a simple example such as language can often provide a significant barrier to accessing services. If the local agency or care service does not cater for clients whose first language is not English, it can often rule these service users out of the system. As direct payments offer clients the autonomy of choosing their own carers, they can in turn recruit staff with shared cultural or linguistic backgrounds. 

88.  This may well be an excellent theory but in Oxfordshire the numbers of clients from minority ethnic backgrounds does not really back this up. This Review Group was informed that the number of clients from BME groups receiving direct payments was proportionate to the overall numbers of minority groups within the County and in receipt of care services. Senior Managers from the Directorate have stated previously that they see direct payments as one of the most significant devices to cater for the care services of BME clients. It appears as though the experience may still be some way behind the intention.

89. One of the most significant reasons the number of BME clients receiving direct payments is not as high as could be predicted is simply the lack of BME clients in the system. The answer to this seems to stem from two principal factors: clients not meeting the eligibility criteria and cultural norms dissuading potential service users from entering the care system. In short, for direct payments to be considered a major benefit for clients from minority communities, more clients from these communities need first to be in the system. 

90. The other important factor is communication. As the recent Scrutiny Review into Needs Assessments
 discovered, Oxfordshire County Council’s communication with people from minority communities is not always comprehensive. When one considers how daunting and complex a direct payment appears to many first-time clients in English, translating documents and communicating the necessary advice cannot be underestimated. Without a clear understanding of the system and its benefits it is not surprising that more minority group clients are not coming forward. 

91. One of the Directorate’s Community Development Workers indicated the communication of the system requires simplifying and streamlining. They also suggested the benefit of a series of workshops throughout the various communities to inform and promote the service to potential users. This technique has proven successful for encouraging take-up of other entitlements, such as Pension Credit. These workshops would not only inform minority groups as to the advantages of direct payments but act as informal opportunities to encourage more PA’s from diverse backgrounds. 

92.  This Review Group believes that with support, direct payments may in time prove the original hypothesis correct. If potential service users from BME groups are not entering the system because they feel it does not cater for their needs, making them aware of direct payments and the autonomy it offers may prove to be an empowering strategy. Direct payments gives clients from BME groups the opportunity of recruiting carers of their choosing. This, in theory, enables them to overcome the cultural and linguistic barriers which may have previously prevented them from entering the care system. This depends of course on the availability of care provision within BME groups which may not necessarily be the case – a factor which the workshops and potential PA register may help to alleviate.


k) Direct Payments and the Market

93.  As the example of the BME group experience shows, direct payments are only as good as the care provision available. By definition, the only control in such an environment is the market, as the County Council has relinquished the responsibility of finding the care for such service users. This inevitably leads to questions about the suitability of such a system for clients with specific needs (e.g. linguistic) or those in remote areas, away from centres of population. Clearly, the system was designed to acknowledge that much of the care that these clients already receive is provided by family and friends, but what about clients who would benefit from direct payments that do not have the immediate support network around them?

94. As mentioned above, one of the ways the County Council can improve this situation is by promoting the benefits of becoming a PA more widely, thereby increasing the possibilities of specific requirements being met. Beyond that, the situation is more strategic and becomes a long-term issue of planning and community development. Encouragingly, the senior managers that the Review spoke to were aware of these challenges. The message they returned to the Group was that development in direct payments needs to be in conjunction with local community plans to ensure that support structures are in place. 

95.  There has to be a balance between increasing the numbers of clients receiving direct payments and the availability of care provision. Encouraging large numbers of clients to move onto a direct payment is only sustainable if there are equally growing numbers of support staff. As suggested, many of these are likely to be ‘new’ to the care industry – friends, family etc but the County Council has to be careful about the rate it sets direct payments at and how it maintains its block contracts in order to give the residents of Oxfordshire the greatest possible choice for the care that they are looking for.

l) Direct Payments – not necessarily for all

96.  A consistent message throughout the Review has been the proviso that for all the benefits of direct payments, the system may not always be suitable for everyone. This should not draw attention away from the Review’s support of direct payments but act somewhat as a counterbalance to them being seen as a panacea. 

97.  The balance between independence on the one hand and the ability to cope on the other is best represented by the Older People’s client group. Many older clients may seem to benefit quite clearly from direct payments. However, their ability to manage the process may not match this benefit, a warning offered by many of the witnesses to this Review. 

98. The relaxation of rules governing management of the direct payment means that family and friends of service users can look after most of the paperwork and many clients using the system delegate power of attorney and control of bank accounts. However, this raises some fundamental questions about the purpose of direct payments and where the boundary between private and statutory care actually lies. The County Council’s duty of care should not be compromised either to hit targets or to alleviate pressure on an overburdened health system.

99.  Independence should be encouraged but not at all costs. Care managers have to retain the freedom to decide what they feel is in their client’s best interests. Particularly as demographic projections indicate that the proportion of people over the ages of 75 and 85 is set to increase dramatically in the near future. The client’s interest has to remain the driving force behind the discharge of social services. If this is superseded, even with the best of intentions it could have damaging consequences on a number of clients unable to cope. 

100.  As Age Concern suggest, it is important that the County Council consults with the client groups that are not yet strongly represented in the direct payments system. It is likely that the most appropriate solutions will emerge through involving potential service users in the development process. An example of this is Age Concern’s wish to use direct payments as creatively as possible to enhance the lives of older people. To achieve this however, it requires an understanding on the part of care managers of what many of these enhancements could be. As the older people client group is relatively new to direct payments, this will necessitate training and development schemes.

101.  For other client groups, such as service users with mental health needs, direct payments are even less straightforward, as this comment indicates.

In general there is an issue of paid staff trusting people labelled as having a ‘severe and enduring mental illness’. Decisions need to be made on an individual basis, as poor mental health is not intrinsically a barrier to people managing their own finances.

102.  There is a great deal of literature available on the independence of such service users and as this Review was told by a prominent local advocate,

Supporting people to make choices about their own lives is a part of the recovery process, and making choices about services is as good a place as any to do this.

103.  The conclusion emerging appears to be one that acknowledges that direct payments can have a place in client groups beyond physical disabilities but that the system needs to take into account the specific experience of each different group for this to be a success. As mentioned elsewhere in this report, it would be wise to look at methods of training and also of the structure of the independent advisory service for how best to serve the needs of these emerging client groups.

m) Sharing Good Practice

104. As the review group witnessed first-hand, the sharing of good practice is often one of the strongest means of promoting a service. There must be a number of clients who are not maximising the benefits of direct payments because of their perception of the difficulties of operating such a system. For these clients, there can be no better tool to convince them of the life-enhancement that can be offered than by peer-group success stories. If clients can share stories of how straightforward the system is, how to overcome problems when they arrive, or how to use their direct payment creatively, more service users will opt into the program. 

I went to a conference for disabled parents and I met other parents, in the same situation as me who had direct payments and it seemed to be the most flexible and useful way to ease our family tensions.  

105.  During a visit to meet with Service Users in the County (some of which were in receipt of a direct payment, others not) the Review Group inadvertently found itself facilitating a process whereby one of the clients not using direct payments chose to pursue the option further. This was largely due to the two success stories that she was able to listen to and the advice those service users could offer. 

106. As CSCi recommend, we need to “spread the good news!” There are challenges and the system may well not yet be perfect but it does offer considerable rewards when applied effectively and creatively. These examples need to be shared to humanise the system and reinforce the belief that the mantra of independence, wellbeing and choice has been designed for the benefit of the end user. 

107. The more the County Council can do to spread the good news stories relating to direct payments the better. One simple solution that we would advocate would be the facilitation of a series of user groups across the county, to allow clients to share and learn from each other. 


Section 3 – Conclusions

108. Overall, this Review has left its members with a positive view of direct payments within Oxfordshire County Council. There are areas in which we would welcome development but we hope that these contribute to the direction in which the system is already travelling. We are encouraged that the majority of our concerns have already been picked up either by recently commissioned reports or Directorate officers. 

109. The most significant challenge is to fully embed direct payments in the culture of social and community services in Oxfordshire County Council. This will require a concerted Directorate-wide effort, beginning with a review of the structural arrangements, establishing the role of the new Development Worker, through to changes in training and communication. This conclusion was also reached by one of the authority’s senior social workers.

It’s about really promoting the culture, that’s where you get results. Anyone can learn a process… We need to focus on leadership; values; staff; skills; systems; strategy and structure. From my perspective we appear to focus on systems strategy and structure and give less attention to the others and then we find the culture is not ready to embrace the changes. 

110. The Review group would like to stress some of the more proactive recommendations, such as recognising the value of PA’s and the role of the Council in their recruitment. Steps such as these are intended to maximise short-term gain but develop into sustainable solutions to community issues. PA’s offer the opportunity for the greatest freedom to the widest range of service users receiving direct payments. 

111. The purpose of supporting initiatives such as these is to maximise the independence, wellbeing and choice of service users, a point that should not be lost. It is statements such as the one below, from a service user the Review Group heard from, that need emphasising and spreading through the organisation.

The fact that I am able to manage my care on my terms empowers me and allows me to know, that despite my circumstances I am maintaining a good degree of independence and the quality of my life is consequently good.

112.  The County Council faces obvious future challenges, led by the government desire to promote the independence agenda. Direct payments are only going to become more important during this time, with greater pressures on local authorities to service a growing volume of client needs in ever more creative, less traditional ways. 

113. The Review would like to close on this point, that despite pressure to increase the capacity of the system and achieve ever increasing year-on-year targets, the focus on client care cannot be lost. Direct payments were designed to offer clients empowerment, flexibility and control. As this senior manager attests, it is the responsibility of the local authority to adapt and meet these needs. 

Increasing take-up of direct payments should not become an end in itself. It represents a cultural shift in public services towards genuinely empowering people to choose and control the way they want to live their lives. Tackling the barriers to take-up means taking action to promote independence, offering better life chances and improved quality of life for people who need social care. 
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1.
Context

1.1
Consultation into the use of direct payments as an alterative way of providing social care was undertaken during April 2006 using the Oxfordshire Citizens’ Panel.

1.2
Citizens’ Panel members were asked about their awareness of direct payments, experience of organising a social care package, and opinions about the use of direct payments.

2.
Methodology and Interpretation of Data

2.1
The fieldwork for the 11th Citizens’ Panel took place between 27 March 2006 and 25 April 2006.  In total, 3,040 questionnaire packs were distributed and 2138 responses were received.  This represents a 70% response rate.  

2.2 The data contained in this report has been statistically weighted to broadly reflect the demographic profile of county.  It is divided between respondents who have organised a care package (280 un-weighted) and those who have not organised a care package (1794 un-weighted).


2.3 Where percentages do not sum to 100, this may be due to rounding up figures, the exclusion of ‘neither agree nor disagree’ and ‘don’t know’ categories.

3.
Key Findings


3.1 Awareness of direct payments is low amongst all panel members.  Just under one in five (19%) were aware of the use of direct payments prior to reading the questionnaire, compared to 77% who were not aware.


3.2 Around one in ten panel members (12%) have organised a social care package for themselves, a relative or a friend.  Just under a quarter (22%) of these packages were organised using direct payments.  Seventy percent of all social care packages were arranged by Social Care Services.


3.3 Panel members who have organised a care package are broadly in favour of direct payments.  Three in five (60%) believe direct payments are a good idea.  Around one in five (19%) disagree and 15% do not indicate a strong opinion.


3.4 Three in five (60%) of those who have organised a social care package believe that direct payments give people greater choice over finding a package that suits them.  Just under one in five (19%) disagree.  Over half believe that they allow people to live more independent lives (54%).  Again around one in five (17%) disagree.  Just over a fifth (22%) do not indicate an opinion either way.


3.5 Just under half of those who have organised a care package (48%) believe that direct payments place too much of the burden of managing a care package on those receiving care.  This compares to just under a quarter who disagree (23%).  Again, just over a fifth (22%) do not indicate an opinion either way.


3.6 Overall, just over half of those who have organised a care package (54%) indicate they are in favour of direct payments are an alternative way of providing social care.  This compares to a quarter (23%) who are against and a fifth (19%) who do not indicate an opinion either way.
James Lawrence

Consultation Officer

12 June 2006

Financial Implications

Method

For the majority of the recommendations put forward by this review it has not been possible to forecast a precise financial implication.  Instead a scale for the level of officer input has been used to give an indication of how much time will need to be spent on each of the recommendations with a view to indicating whether it will have a significant impact on the existing service.  The scale used will range from a negligible level of officer time to a significant level of officer time perhaps indicating when additional staffing would be required.  

Where it is possible to provide an estimated cost of a recommendation an indication of the level of funding required will be indicated, whether this will impact on revenue or capital funding and whether it will be required on a one-off or on-going basis.  A similar scale method will be used with a negligible cost requiring funding of up to £10,000 through to a significant cost requiring funding of over £500,000.  It should be made clear that if each recommendation is classified as having a negligible cost implication it does not indicate that a review with 10 recommendations requires funding of £100,000 as it is unlikely that each of them will have a cost in the highest part of the range.   

Due to the nature of this review it is inevitable that some of the recommendations put forward will have an impact our health colleagues and the voluntary sector in terms of officer time and potential costs.

In addition the financial implications of this review will also consider any relevant opportunity costs that could possibly arise from the recommendations.

Recommendations

Rec.

Officer Time
Cost

R1 & R4
Embedding the direct payments scheme further into the culture of the S&CS culture will involve a negligible amount of senior officer time as it will be an expansion of existing practices within the directorate, such as inductions and training.  It is important that this recommendation is carried out by officers at a senior level for staff to appreciate the significance of the message.

If annual refresher training sessions are to be made compulsory in order to provide updates on direct payments, this will involve an additional amount of officer time.  The time involved will be dependent on the number of staff who will have to attend and how often the sessions would need to be carried out.
Negligible to minimal


R2
As the funding for the Direct Payments Development Worker has already been agreed there will be no cost associated with this recommendation.  However, for the recommendation to be implemented successfully it will initially take a minimal amount of this post-holders time to establish their role as the strategic driver for direct payments and develop communications between front-line and senior manager staff.  The activities outlined in this and other recommendations do already form part of the job description for this post so the Review is emphasising key parts of the role rather than asking the officer to carry out additional duties.
Minimal 


R3
As the Direct Payments Champions Group has already been established it will not require officer time in terms of setting up the group.  However, as there has been some dissatisfaction raised regarding the current arrangements of the group, a minimal amount of officer will be required to review the group arrangements and make changes.  
Minimal


R5
This recommendation will require a negligible to minimal amount of officer time. The amount will be dependant on whether any work on a risk assessment was carried out when the increased target for direct payment clients was agreed.  The assessment may involve a minimal amount of officer time due to all the potential areas of impact the Review would like to be covered. 
Negligible to minimal


R6
a) Promoting the benefits of PA’s will require a negligible to minimal amount of officer time dependent on the amount of knowledge already known about PA’s and which officers would be required to carry out the training.

b) If the authority was to consider the development of a scheme to improve PA recruitment it would take a considerable amount of officer time.  This is due to time being needed to consider the options, the tendering process and gaining agreement from staff, clients and the Cabinet.  It is also likely to incur a minimal cost each year if a scheme similar to that implemented by Lancashire County Council is agreed, whereby the system is maintained by an external party.  However, if a different approach is taken it will inevitably incur a higher cost. 
Negligible to minimal

Considerable
Minimal to reasonable

R7
a) The issuing of guidance on direct payments to care managers will involve a negligible amount of officer time if the guidance already exists.  If work needs to be done on producing the guidance the amount of officer time required may increase to minimal with the majority of time being that of the Direct Payments Development Worker. 

b) An annual review of the resources available for direct payments work within the client finance team will only require a negligible amount of officer time.  Costs will only be incurred if the review finds insufficient staffing levels to deal with the demand placed on them.  If this is the case the average cost per year (including on-costs) for a full-time member of staff working on direct payments finance would be approximately £24,000.

An initial assessment of the resources has indicated that an additional 0.5fte would be required to cover the increased number of direct payments clients.  This would therefore amount to a cost of £12,000. 

When considering this recommendation it should be remembered that the Client Finance may be changed with the creation of the Shared Service Centre.
Negligible to minimal

Negligible
Approximately £24,000 per additional f.t.e. (dependent on if a review concludes additional resources are required)

R8
Re-tendering the contract for the independent advice and support service would require a reasonable amount of officer time including that of senior management.  The current contract arrangement will expire in 2007 and is worth £127k.  It would be hoped that the re-tendering exercise would result in the contract remaining within the existing budget, although due to the increased number of clients receiving direct payments and requiring support this may not be possible.  At this stage it is not possible to quantify any additional cost but it is estimated to be minimal. 
Reasonable
Minimal

R9
a) By implementing a review period of between 3-6 months for assessing if a client should consider direct payments, this will have a minimal impact on officer time as it will mean more time being spent on reviews.  The increasing number of clients will also have an impact.  

b) The potential cost and impact on officer time will be dependent on whether this function already exists within the SWIFT system.  If the function does exist it will require a minimal amount of officer time to begin using it and for training.  

If the function does not already form part of the system it will have to be added therefore incurring a cost and requiring a reasonable amount of officer time.  As work is already being undertaken on SWIFT in terms of integration with other systems within the authority it is hoped that this enhancement could be considered as part of this work.  If this is the case, agreement will be needed to get this into the plan of integration work and will again involve a reasonable amount of officer time.  
Minimal

Minimal to reasonable


R10
a) This can be linked to R7 b).  Improving information and guidance on direct payments will initially take a minimal to reasonable amount of officer time, dependant on whether these documents already exist.  Increasing the opportunity of contact with finance officers will again initially have a reasonable impact on officer time.  However, as the guidance is improved it should decrease the number of direct payments forms that are completed incorrectly and in turn the amount of officer time required.  The increasing number of clients receiving direct payments should not increase the level of work for these finance officers over the long term if the guidance is sufficient and there is an adequate level of contact from the start.

b) As the Internal Audit report made several recommendations for improvement, progress will be monitored by Internal Audit as part of their follow-up programme, by CCMT through the Assurance statement on Internal Controls and by the Audit Working Group and Audit Committee.  This therefore means that officer time has already been put aside for this work.
Minimal to reasonable




R11
a) & b) Developing groups specifically for potential and existing BME direct payments clients will require a reasonable amount of officer time as no such initiatives exist at present.  They may be linked to the other groups being recommended by this Review such as the Direct Payments Champion Group and those in R12, however, the BME focussed groups will require additional consideration as to who will be the best lead on them and where best to locate them within communities.   

c) If the recommendations above and at R6 are accepted this will only require a negligible amount of officer time as the arrangements needed to encourage additional PA recruitment will already be in place.   
Reasonable

Negligible


R12
Setting up direct payments user groups is likely to take up a minimal amount of officer time, and again this is likely to be the responsibility of the Direct Payments Development Worker.  If these groups were established in conjunction with the Direct Payments Champion Group and with the support of the DPIASS it may require less time.
Minimal


Scales 

Officer Time

Negligible
Minimal
Reasonable
Considerable
Significant

Cost

Up to £10,000
Up to £50,000
Up to £250,000
Up to £500,000
Over £500,000

Alternative formats of this publication are available on request.
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R1. This Committee recommends that direct payments are further embedded within the culture of social and community services. Through induction, training and corporate communication, the message needs to be one of understanding and support for the system until it is part of mainstream Directorate operations. These changes need reflecting in Directorate Service Plans.





R2. This Committee recommends that the new post of Direct Payments Development Worker becomes the strategic driver for direct payments within social and community services and they establish an effective means of communication between front-line staff and senior management. 





R4. This Committee recommends that greater emphasis is placed on direct payments during the induction process for new staff and that annual refresher training sessions are made compulsory for all staff connected to direct payments.





R5. This Committee recommends that the social and community services Directorate carry out a risk assessment of the impact of increasing the number of service users receiving direct payments. This should include the impact on care managers, County Council finance teams, the DPIASS, carers and potential care providers.





R6. This Committee recommends that the County Council commits to developing the use of personal assistants to clients receiving direct payments.


Include in care manager training a promotion of the benefits of PA’s


Development of a suitable scheme to improve the recruitment of PA’s, for example a system comparable to Lancashire CC


Link to R11 (c) Encourage more members of minority ethnic communities to become PA’s by holding workshops in community centres and producing language specific materials





R7. This Committee recommends that the Cabinet further investigates the safeguards that are in place that ensure good client care is taking place. This requires work in two areas:


Clear guidance has to be issued to care managers to ensure that clients receiving a direct payment are reviewed frequently enough to identify problems quickly should they occur.


The Client Finance team should have their resources and staffing level reviewed annually to ensure that client returns are dealt with efficiently. This will become increasingly important as the number of direct payments users increases.








R8. This Committee recommends that the Cabinet considers re-tendering the contract for the independent advice and support service. This is to ensure that the service is receiving adequate resources to deal with the increase in client numbers, is suitable to cater for all client groups and maintains its independence from the County Council. 








R9. 


This Committee recommends that a period is agreed after a client is assessed by which the opportunity to begin a direct payment is reviewed. The parameters for this should be set by officers but we suggest that this should be around 3-6 months after the initial review.


The mechanism for ensuring this occurs should be automated through an enhancement of SWIFT.





R10. 


a) This Committee recommends that greater support with financial returns is offered to clients receiving a direct payment. This should include improved written information and guidance and the opportunity of contact with officers when required.





b) This Committee recommends that internal audit regularly review the internal financial controls and follow up their own action plan to ensure that the management of funds is assured.





R11. 


This Committee recommends that greater effort is put into community development work for BME groups to raise awareness and encourage them to receive the services to which they are entitled. The Committee recommends that direct payments are used to drive this process.


This Committee recommends that outreach workshops are instigated to introduce BME groups to direct payments and use them as a tool to allow more people to enter the system.


The same workshops can be used to encourage more members of minority communities to become PA’s. 








R12. This Committee recommends that direct payments user groups are established to cover the relevant geographical areas and client groups. These will share good practice and introduce more service users to the benefits of direct payments.








Case Study of Good Practice:			Lancashire County Council





Lancashire County Council operates a dedicated register for personal assistants. Based around a website database, the system acts as a repository for people who think they can offer their services as personal assistants for clients receiving direct payments. The database is designed to run like a dating agency, whereby potential carers input their details and allow service users the opportunity to browse and match their requirements to the skills on offer.





The system is maintained by Peersupport, a carers advocacy group in Lancashire. They operate on a £30,000 p.a. service level agreement with Lancashire CC for which they also provide some of the statutory independent advice required of the County Council. 





Peersupport’s strategy has been to target recruitment at potential social workers and students preparing for careers within similar fields. They promote the service at Universities and shopping centres and now have over 200 prospective personal assistants on their register. One of the major benefits of these types of carers is that they only want to offer a few hours a week – often the hardest to fill requirements of direct payments users.





Clients now have the option of a one-stop site for recruiting their assistants. Peersupport also provide a range of supporting information to aid the recruitment and management process, meaning that clients receive a complete package of support.





R3. This Committee recommends that the Direct Payments Champions Group is revitalised as soon as possible to fulfil its original intention of sharing good practice and pushing forward the direct payments agenda amongst Directorate officers. It is recommended that this is led by the new Development Worker.











� Oxfordshire County Council Performance Improvement Project, Koru Care, February 2005 


� Final Internal Audit Report, Direct Payments Audit 2005/06, Oxfordshire County Council Internal Audit Services, May 2006.


� Direct Payments: what are the barriers?, CSCi, August 2004


� The current rate for a direct payment in Oxfordshire is £10.50 for an hour’s home support. 


� Assessing Needs Equally, Social & Healthcare Scrutiny Review of Needs Assessments with particular reference to minority ethnic groups, Democratic Services, February 2005 
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