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Salford City Council Supporting People Team

Decommissioning and closing service in receipt of Supporting People Grant.

WORK BOOK

Developed June to August 2005
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DECISION TO

‘DECOMMISSION OR CLOSE A SERVICE TO CONCLUDE A SERVICE REVIEW’

SALFORD SUPPORTING PEOPLE TEAM STATEMENT OF INTENT AND ACKNOWLEDGEMENT:

The decision to decommission or close a service following the completion and conclusion of a service review should never come lightly. Salford City Council Supporting People Directorate will endeavour to treat all potential decommissioning or closure proposals with sensitivity, transparency and accuracy.

This document has been developed in light of the requirement to decommission and close services during the 2004/05 review process as part of the wider strategic approach to service provision, service cost, service performance and service quality across the City of Salford.

Salford Supporting People Team acknowledge the work conducted by Leeds Supporting People Team in developing their impact assessment Proforma that Salford has adapted.

DEFINITION AND RATIONALE
Decommissioning or closure is essentially the withdrawal (in full or part) of SP funding following the SP service review.  Decommissioning or closing a service within the SP programme will take effect when a service fails the service review and the conclusion to this review is to end their contract, on the grounds of:

· Eligibility 
· Strategic relevance
· Demand
· Quality
· Value For Money / Financial Accountability
· Overall service ability to meet the needs of the service user group
· Human Resource Capability
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PROCESS – THE FIRST STEPS

1. During the review process (stages 1, 2 and 3) if there are serious concerns identified the SP Team will identify the concern through an investigation. Once identified a Formal Notice of Serious Concern will be served on the provider. This action should be communicated in brief to both Core Strategy Development Group and Commissioning Body at the earliest opportunity

This notice will summarise the concern and give instruction as to how the service can remedy this concern. The notice should also indicate a time frame where required action or information should be produced and submitted to the SP team.

2. If the concern has not been addressed fully or concern still warrants investigation, the SP Team will either:

· Issue an extension to the notice. The aim here is to give the provider more time to remedy the concern.

· Begin taking the steps to decommission or close the service. (Due to insufficient or inadequate responses to take immediate actions to rectify the concern).

3. Once the extension period has lapsed and resolution to address the concerns has failed the SP Team will identify, through further investigation, reasons to decommission or close the service. Again this should be reported in brief to both CSDG and CB at the earliest opportunity.

At this stage the following documents should be completed: 

· The Initial Impact assessment concerning the full or part decommissioning / closure of a service. (WORKBOOK 1). This process should include data collection. This data gathering should be used to validate the intention to close or decommission the service. A service closure checklist has been developed alongside this assessment to support in this process and should be used in conjunction when completing this impact assessment.

· Risk Management Register (WORKBOOK 2)
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4. Once the Initial impact assessment and the risk management processes have been completed a summary report should be written. This report should highlight the major issues and concerns identified during the impact assessment and suggest recommendations for potential action.

Once the report has been written it should first be discussed at the Core Strategy Development Group Meeting, held every second Thursday of each month. 

Because of commercial sensitivity and the general nature concerning any decommissioning or closure process, members representing external providers who sit on the CSDG should not be issued with the report at this stage.

The report should be emailed or posted to statutory members of the CSDG from Social Services, Health, Probation and Housing a week prior to the CSDG meeting, this will enable members to read, absorb and prepare questions to discuss within the meeting.

5. It is the aim of the SP PO responsible for the service to take the CSDG through the report and answer any questions, concerns or queries that are raised. It is the CSDG decision to either agree or disagree with the first recommendation to decommission or close the service, based on the information provided in the report. If the report is insufficient then the CSDG can order the requirement for more information before a decision can be reached, thus recommending that no decision can be made until further information is provided. 

6. If the CSDG are satisfied with the information presented and unanimously agree to the recommendation to close or decommission the service, a recommendation to discuss the report at Commissioning Body will be advised. (At this stage the decision to close / decommission is still informal)
[image: image5.wmf]
7. Once CSDG have supported and agreed to the recommendation to decommission or close the service the next step is present the same report (with the CSGD recommendation) to the CB. It is the aim of the SP PO responsible for the service to take the CB group through the report and answer any questions, concerns or queries that are raised. Again this report (Along with the recommendations made by the CSDG – usually in minute form) should be issued a week before the actual CB meeting enabling members to read, absorb and prepare questions to discuss within the meeting.

8. It is the CB who has the final decision to either agree or disagree with the initial recommendation to close or decommission the service, based on the information provided in the reports. If the report is insufficient then the CB can order the requirement for more information before a decision can be reached, thus recommending that no decision can be made until further information is provided.

9. If the CB are satisfied with the information presented and unanimously agree to the recommendation to close or decommission the service the CB will recommend the SP PO to continue to follow the decommissioning / closure process. It is usual at this stage for the CB to request a Strategic Decommissioning / Closure SMART action plan to be presented at the next CB meeting. (At this stage the decision to terminate / decommission is still informal)
10. After the CB has informally agreed to the recommendation to decommission or close a service stage 4 of the service review process should be initiated. 

· Conclude the review as normal completing the review record workbook. 

· Complete the initial recommendation sheet at the end of the review workbook, making the formal recommendation to close or decommission the service. 

· Develop the Strategic Decommissioning / Closure Action Plan (WORKBOOK 3)

The Decommissioning / Closure action plan aims to predict the likely implications arising from decommissioning or closing a service, and the associated actions required to manage this process as proactively as possible.
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11. Once the review recommendation has been completed and the strategic action plan has been developed these should be taken through the same CSDG and CB routes. This time the decision-making processes are formal. Once a formal decision to decommission / close a service has formally been agreed at both CSDG and CB, the strategic action plan will take effect and the process can begin. (See below)
FULL SERVICE CLOSURE AND DECOMMISSIONING PROCESS

ACTION STEPS:

STEP A.
Initiate and follow the Strategic Action Plan
STEP B.
Issue provider with a Service Conclusion Notice / Letter (3 months)



Include:



Appeals Process

Formal Meeting Date & Time to discuss close down process, Negotiate provider action plan

STEP C.  Advise payments section of closure date and notice period. 

Vigilance is imperative. There may be occasions where the provider stops all support during the notice period, if this happens then contractual obligations should apply. (See Interim Contract Section 23 – Defaults, Early Review and Suspension)

STEP D. Initiate communications strategy to inform all relevant parties and 

liaise with key stakeholders to support in the implementation of the strategic action plan.

STEP E.
Continue to advise and inform CSDG & CB and the Legal Team (if required) of any issues, concerns and progress on a monthly basis.

STEP G.
Monitor Strategic Action Plan until the process is complete.

STEP H.
Monitor impact of the entire process. Once the process has been fully completed a learning report should be completed. This report should capture learning outcomes and should be fed back to both CSDG and CB.
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PURPOSE AND APPLICATION 

Following the decision to close a service, the SP Team need to plan and implement the decommissioning process and if required the remodelling and recommissioning activity in a well-managed way.  

In this context, this document provides a number of tools and checklists to be used when taking a service through a decommissioning process. 

THE INITIAL IMPACT ASSESSMENT (WORKBOOK 1)

The initial Impact Assessment has been developed in line with the first stages of the review process. If serious concerns have not been addressed after a Serious Concern Notice has been issued, and all attempts have been made to support and prompt the provider to remedy these concerns then the Initial Impact Assessment should be completed. Remember at this stage the initial impact assessment is a data collection tool only.

The Initial Impact Assessment considers:

 - The possible impact of closing or decommissioning

 - Likely strategic impacts

 - Baseline and Monitoring data collected as evidence to support the proposal to  

   decommission

 - Contributing and detracting factors to support the proposal

 - Stakeholder effects and Impacts

 - Recommended Immediate Actions

 - Recommended Future Actions

Once completed this assessment should form the basis of a report, which should be discussed in both CSDG and CB meetings. Any major concerns identified during the initial impact assessment should be recorded in the Risk Management Register.
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THE RISK MANAGEMENT REGISTER (WORKBOOK 2)


The purpose of risk management is to exert some influence and control over things that could have a negative impact on the way in which we make decisions. There are four key stages to the Risk Management Cycle, each of which involves a set of activities:

· Risk Identification

· Risk Assessment

· Risk Management

· Risk Monitoring and Reporting

The risk register supports completing the first three activities outlined above. The reporting worksheets attached to the register form part of the fourth activity also outlined above.

The risk register provides a central reference point and summary of all identified risks. The risk report tool is designed for periodic use to escalate attention of particular risks to wider stakeholders and decision makers.

STRATEGIC ACTION PLAN (WORKBOOK 3)

This tool has been re-designed incorporating the Leeds SP Team Impact Assessment Proforma and adapted to fit Salford’s approach to closing and decommissioning service as part of the review completion process. The document sets out a strategic plan of action in regard to:

1. The service and its context

2. Existing service users

3. The wider sector

4. The service provider

5. Other partners / third parties

6. Relationships between partners

7. The service run-down process

Towards this end, the SP Team should consider each question in turn and identify actions required to minimise the entire impact of the decommissioning / closure process.  Some questions will not be applicable in some circumstances (there are notes to this effect alongside some questions).  
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The resulting decommissioning / closure action plan will subsequently be considered and agreed by the CSDG and CB before the full process of closure takes effect.
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WORKBOOK 1

THE INITIAL IMPACT ASSESSMENT TOOL
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Service closure checklist

The following should be considered before any decision to close a service is taken and is to be used as a guide when conducting the initial impact assessment:

· The impact of the withdrawal of funding on service users, e.g. will service users need to be re-housed?  Is appropriate alternative provision available, is it required?

· The impact of service closure on the wider community, e.g. will the closure of a homelessness hostel result in more people sleeping rough, will the closure impact heavily on the SP 5 year strategy?

· The impact on other providers and local authorities in terms of whether they will be able to meet any increased demand because the service being closed, will a new service be required?

· The impact on other strategies such as Homelessness, Valuing People, Community Care Plan, Crime & Disorder?

· The impact on statutory agencies e.g. where a decision is made to close a scheme that is jointly funded by another statutory agency?

· The impact on the health service e.g. on the ability to discharge inpatients from hospital?

· The impact on the provider e.g. will the closure of the service impact on their financial status, will the provider have to make staff redundant?
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Salford Supporting People Team

Impact Assessment concerning the full or part decommissioning / Closure of:

	Person responsible for the assessment
	

	Directorate
	

	Purpose of Impact Assessment


	

	Is this a new or existing strategy / function?
	

	Period of assessment / Investigation
	

	Brief considerations and possible impacts


	

	Likely impact
	

	Baseline / Monitoring data collected as evidence to support the proposal to decommission (part or full).


	

	Contributing and Detracting factors to support the proposal.


	

	Primary stakeholders who would be affected and impact
	

	
	

	Recommended Immediate Actions
	

	Action Outcomes
	

	Additional Comments for CSDG & CB discussion



	Signed:
(Completing Officer)

	Signed:
(Lead Officer)

	Date: 
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Commissioning Body Summary Report

Report No:



Date




Prepared by:


1. TITLE

2. PURPOSE OF REPORT

3. BACKGROUND

4. ACTION TO DATE

5. PROPOSALS

6. SUMMARY

7. RECOMMENDATIONS AND FUTURE ACTIONS
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WORKBOOK 2

THE RISK MANAGEMENT REGISTER

	Salford City Council
	Housing & Planning - Salford Supporting People Team

	
	
	
	
	
	
	
	
	

	STEP 1 Risk Identification
	 

	
	
	
	
	
	
	
	
	

	 
	 
	 
	Current Risk Analysis
	Owner
	Ass Date
	Review Date

	No
	Risk
	Risk Category
	Impact
	Likely
	Score
	 
	
	

	1
	
	
	0
	0
	
	
	
	

	2
	
	
	0
	0
	0
	
	
	

	3
	
	
	0
	0
	0
	
	
	

	4
	
	
	0
	0
	0
	
	 
	 

	5
	
	
	0
	0
	0
	
	 
	 

	6
	
	
	0
	0
	0
	
	 
	 


	Salford City Council
	Housing & Planning - Salford Supporting People Team

	
	
	
	
	
	

	Step 2 & 3 Risk Assessment and Management Tool 

	
	
	
	
	
	

	Directorate
	Housing & Planning - Salford Supporting People Team

	
	
	
	
	
	

	Risk Number
	1

	Risk 
	

	Underlying Cause/ Specific Risk
	

	Risk Owner
	
	 
	
	
	

	Assessment Date
	
	 
	
	
	

	
	
	
	
	
	

	Initial Risk Rating
	Impact
	Likelihood
	Risk Score
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	Current Control Measures
	 

	Rational, Action and Management Plan 
	

	Residual Risk 
	 

	Key Performance Indicators
	

	Pledges
	
	Sub Pledges - 1
	Sub Pledges - 5

	Sub Pledge References
	
	Sub Pledges - 2
	Sub Pledges - 6

	Re-evaluated Risk Rating after Management Plan becomes functional
	Impact
	Likelihood
	Risk Score
	Sub Pledges - 3
	Sub Pledges - 7

	
	
	
	
	Sub Pledges - 4
	 

	
	
	
	
	
	

	Review Date
	1-Oct-05
	
	Back to Register

	
	
	
	
	
	

	
	IMPACT
	4
	8 - before
	12
	16

	
	
	
	
	
	

	
	
	3
	6 - after
	9
	12

	
	
	
	
	
	

	
	
	2
	4
	6
	8

	
	
	
	
	
	

	
	
	1
	2
	3
	4

	
	
	
	
	
	

	
	LIKELIHOOD

	
	

	
	

	
	
	
	
	
	

	
	IMPACT
	1
	MINOR
	
	

	
	
	2
	SIGNIFICANT
	
	

	
	
	3
	SERIOUS
	
	

	
	
	4
	MAJOR
	
	

	
	
	
	
	
	

	
	LIKELIHOOD
	1
	REMOTE
	
	

	
	
	2
	UNLIKELY
	
	

	
	
	3
	LIKELY
	
	

	
	
	4
	VERY LIKELY
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WORKBOOK 3

STRATEGIC ACTION PLAN
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Strategic Action Plan Checklist

An action plan and timetable for service closure should be agreed in the first instance within both CSDG and CB forums. Once agreed and implemented the provider should be then engaged and issued with the plan. All attempts to steer the process through with the provider should be sought. 

The strategic action plan should cover the following, including identifying who is responsible: 

· Development of a communications strategy to inform all relevant parties including service users, families, and other stakeholders?

· Formally notifying service users?

· Liaising with other stakeholders for support if required?

· Re-housing residents (where required)?

· Aligning service users to alternative support (where required)? 

· Contingency planning (as and where required)? 
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STRATEGIC ACTION PLAN PROFORMA

	Provider name:





	Service name: 





	Service ID: 






	Review Manager:              



	Date Completed:               



	Date to CSDG:
           

Date Approved:                 



	Date to CB:                        

Date Approved:                 



	Date Notice issued:          

Date Notice expires:          



SALFORD SUPPORTING PEOPLE STRATEGIC Decommissioning / Closure ACTION PLAN PROFORMA

1.  THE SERVICE AND ITS CONTEXT
	1.1  Will the service be able to continue, or will it close?

	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	· Is the service jointly funded, or entirely/largely reliant on SP funding?

· Can the withdrawal of SP funding be made up in other ways?

· Can the service - either as it stands, or modified in some way - be funded from another source (e.g. see list in 1.2 below)

· Will a jointly funded service remain viable following withdrawal of SP funding?
	
	
	

	
	
	
	

	Risk - ( None ( Low ( Medium ( High

Contingency Plan: 

Operational Plan:

Progress Notes:




	1.2  Do agencies have statutory responsibilities for any existing users?  (This will have implications for service reprovision in respect of these users).

	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	Some key statutory frameworks:

· Community care legislation (NHS & CC Act 1990)

· Mental health legislation (Mental Health Act Section 117)

· Care leaver responsibilities (Children Leaving Care Act 2000)

· Probation responsibilities

· Asylum seeker responsibilities
	
	
	

	
	
	
	

	Risk  ( None ( Low ( Medium ( High

Contingency Plan: 

Operational Plan:

Progress notes…




	1.3  Will any of the existing users (and potential future users) be supported by other/re-modelled services provided by the same provider?

	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	
	
	
	

	
	
	
	

	Risk:   ( None ( Low ( Medium ( High

Contingency Plan:

Operational Plan:

Progress notes…




2.  SERVICE USERS
	2.1 What are the needs of the existing service users?

2.2 How will the needs of existing users be (re) assessed?  How will appropriate support be planned/arranged?

2.3 What process of consultation is planned with existing users, and any directly affected family/carers?

2.4  What are the housing implications for existing users?


	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	· If users need to be re-housed, is appropriate alternative provision available?

· Are there / will there be adequate re-housing plans in place?

(NB consider implications in respect of tenants’ occupancy agreements - e.g. notice period, grounds for terminating, and obligations for re-housing/ transfer?)
	
	
	

	Risk: ( None ( Low ( Medium ( High

Contingency Plan: 

Operational Plan:

Progress Notes:


3.  WIDER SECTOR

	3.1 What impact would service closure have on demand for other services?

3.2 What impact would service closure have on the fulfilment of other strategic outcomes in respect of potential future users - for instance, might it reduce the ability to prevent people moving from a lower tier of provision to a higher one?

3.3 Are there plans to address any negative impacts through commissioning or developing new services?



	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	· Consider demand in respect of (1) the existing users and (2) potential future users (of the closed service)

· Will other providers be able to meet the increased demand for their services?

· (Consider the role played by the closed service in the wider system - referrals, turnover, voids data, etc)

Might service closure hinder preventive work i.e.:

· Unnecessary admission to hospital

· People staying in hospital unnecessarily

· Tenancy loss

· People going into crisis

	
	
	

	
	
	
	

	Risk:   ( None ( Low ( Medium ( High

Contingency Plan: 

Operational Plan:

Progress notes…




4.  SERVICE PROVIDER

	4.1 Would withdrawal of SP funding impact on the financial viability of the provider, and what wider effects might this have?

4.2 What are the staffing implications of the withdrawal of funding / service closure?



	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	Consider impact on:

· Provider’s financial viability

· The provider’s other services (both SP and otherwise)

· The wider sector

Consider process of planning and managing redundancies, e.g. in terms of:

· Staff contracts

· Notice periods

· Redundancy payments
	
	
	

	
	
	
	

	Risk:   ( None ( Low ( Medium ( High

Contingency Plan: 
Operational Plan: 

Progress notes…




5.  OTHER PARTNERS / THIRD PARTIES

	5.1 What consultation and negotiations are required with any organisations jointly funding the service?

5.2  What consultation and negotiations are required with property landlords/owners?



	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	Considerations to include contracts, notice periods, etc.


	
	
	

	Risk:   ( None ( Low ( Medium ( High

Contingency Plan:

Operational Plan:

Progress notes…




	5.3  [For building-based services] - If the building/scheme was funded by the Housing Corporation or another agency, are there any capital funding/repayment or other issues?



	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	(none)


	
	
	

	
	
	
	

	Risk: ( None ( Low ( Medium ( High

Contingency Plan: 
Operational Plan: 

Progress notes…




	5.4  [For building-based services] - Does the building/scheme have any alternative uses?



	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	· Options appraisal on part of provider and/or landlord?


	
	
	

	
	
	
	

	Risk:   ( None ( Low ( Medium ( High

Contingency Plan: 
Operational Plan: 
Progress notes…




6.  RELATIONSHIPS BETWEEN PARTNERS

	6.1 Are there - or are there likely to be - any significant problems with service run down and closure?

6.2 What are the implications of the decommissioning decision and process for the relationship between the provider and the SP Team?



	
	
	
	

	General Checklist
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Strategic Action Plan
	Responsible person, timescales and outcomes

	
	
	
	

	Any significant problems?

Considerations:

· An immediate risk assessment might be required

· Contingency arrangements

Consider extent to which provider is:

· Co-operating

· Still providing services of the required quality

· Helping to plan the changes


	
	
	

	
	
	
	

	Risk: ( None ( Low ( Medium ( High

Contingency Plan:
Operational Plan: 
Progress notes…




	6.3  Have appropriate Councillors been informed of the decommissioning decision?  What was their response, and what are the implications of this?



	
	
	
	

	Checklist/prompts
	Comments / analysis / issue (applicability of item, context, challenges, helps)
	Action proposed
	Responsible person, timescales and outcomes

	
	
	
	

	· Ward Councillors

· Councillor with LCC Neighbourhoods & Housing Department portfolio (lead responsibility)


	
	
	

	
	
	
	

	Risk:   ( None ( Low ( Medium ( High

Contingency Plan: 
Operational Plan:
Progress notes…




7.  SERVICE RUN-DOWN PROCESS 

	7.1  What is the timescale for service/funding run-down and closure?  What are the key phases/milestones/communications involved?



	
	
	
	

	General Checklist
	Comments / Process / Timescales
	Strategic Action Plan
	Responsible person and outcomes

	
	
	
	

	· Run-down/closure process

· Lead-out times

· Communications required


	
	
	

	
	
	
	

	Risk:   ( None ( Low ( Medium ( High

Contingency Plan: 

Operational Plan:

Progress notes…




Completed by
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