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STATUTORY JOINT SCRUTINY COMMITTEE
5 BOROUGHS PARTNERSHIP NHS TRUST

Proposals Relating to Improving Services
for Adults with Mental Health Needs in
Halton, St. Helens and Warrington

Date: Thursday, 7 September 2006  Time: 4.00 p.m. Venue: Civic Suite, Runcorn Town Hall,
Hall Heath Road
Runcorn, Cheshire WA7 5TN

Membership
Halton 3 Councillors Cargill (Chairman), Inch and Loftus
St.Helens 3 Councillors Bowden (Vice Chairman), McGuire and Stephanie Topping

Warrington 3 Councillors Banner, Hoyle and Johnson
Wright (Substitute for Councillor Banner)

Item Title Page

1 Apologies for Absence

2 Minutes of the meeting held on 24 August 2006 1

3 Declarations of Interest from Members Verbal Report
4 Response to Public Consultation (Mental Health Strategies Report) To Follow

5 Feedback from visit to Norfolk To be Tabled
6 Financial Information from the 5 Boroughs Partnership NHS Trust To Follow

7 Statutory Joint Scrutiny Committee - Draft Report To Follow
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STATUTORY JOINT SCRUTINY COMMITTEE
5 BOROUGHS PARTNERSHIP NHS TRUST PROPOSALS RELATING TO IMPROVING
SERVICES FOR ADULTS WITH MENTAL HEALTH NEEDS IN
HALTON, ST. HELENS AND WARRINGTON

Minutes of the meeting of this Committee held on
24 August 2006

(Members Present) Halton Council

Councillors Cargill, Inch and Loftus

St. Helens Council

Councillors McGuire, Stephanie Topping and Sheldon

Warrington Council

Councillors Banner, Hoyle and Johnson

(Not Present) St. Helens Council

Councillor Bowden

(Also Present) Halton Council

Lindsay Smith, Divisional Manager, Mental Health, Health and Community
Dwayne Johnson, Strategic Director, Health and Community

St. Helens Council

Carole Swift, Service Manager Carers and Scrutiny
Peter Hughes, Head of Policy
Mike Wyatt, Assistant Director, Performance and Business Support

Warrington Council

Bryan Magan, Overview and Scrutiny Co-ordinator

Helen Sumner, Strategic Director, Community Services

Roger Millns, Head of Service, Mental Health, Learning Disabilities and
Corporate Social Services

Tina Molyneux, (Clerk to the Committee),
Senior Democratic Services Officer, St. Helens Council

14 APOLOGY FOR ABSENCE

An apology for absence was received from Councillor Bowden. Councillor
Sheldon attended as his substitute.

15 MINUTES

* Resolved that the minutes of the meeting held on 10 August, 2006
be approved and signed. Arising from the Minutes:

Minute 12(6) - the 5 Boroughs Partnership NHS Trust provide a written response
to the written questions submitted by a member of the public.

1
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Roger Millns, Head of Service, Mental Health, Learning Disabilities and Corporate
Social Services, Warrington Council informed the Committee that:

The 5 Boroughs Partnership NHS Trust letter referenced him by name regarding
delayed discharges and he believed misrepresented what he had said.

The letter from the 5 Boroughs Partnership NHS Trust included:

“The Trust is already developing a revised discharge strategy and process in
conjunction with partner agencies as described to the Joint Overview and Scrutiny
Committee on 10 August. As stated by Mr Roger Milins of Warrington Social Care
Services on that occasion, delayed discharge relates to a variety of issues and
needs, many of which are already within the purview of the Local Authority to
address. However, it is recognised that the network of support services may need

- toinclude a wider range of options and to make positive use of existing

mainstream services, currently available to all people, as part of support packages
for those appropriately discharged from in-patient care.”

Roger Millns informed the Committee:

“That the 5 Boroughs Partnership NHS Trust’s own audit of delayed discharges
identified that most reasons were not to do with Local Authority responsibility as
their Chief Executive had intimated in her response to this issue but were within
the Trust’s own powers do so something about. Also that in Warrington there
were weekly meetings between the Local Authority and 5 Boroughs Partnership
NHS Trust to review delayed discharges and that, currently, there were no delayed
discharges which were as a result of Local Authority inaction or lack of funding.

He went on to suggest that we needed to work on this together now - not wait until
the model was implemented.”

DECLARATIONS OF INTEREST FROM MEMBERS

No Declarations of Interest from Members were made.

Councillor Banner stated that she was a Non Executive Director of the North
Cheshire Hospitals NHS Trust.

PRESENTATION BY PRIMARY CARE TRUSTS (PCT’s). WARRINGTON, ST.
HELENS AND HALTON

A presentation was made to the Committee by Rob Vickers (Halton and St. Helens
PCT), Mike Treharne (Halton and St. Helens PCT) and Tim Deeprose (Warrington
PCT) on Proposals Relating to Improving Services for Adults with Mental Health
Needs in Halton, St Helens and Warrington. The Presentation outlined a written
response to issues raised by the Committee in relation to the following:

. Impact on Service Users and Carers

. Financial Implications

. Bed Reductions

. Commissioning Strategy

. Consultation Process

. Eligibility Criteria

. Impact on Social Care Services

5
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Timescales

Out of Hours Arrangements

Ashton, Leigh and Wigan

St Helens, Halton and Warrington PCT Specific

Members raised questions in relation to the presentation as follows:

Impact anq Funding of Crisis Emergency Admission

The proposed model did not include Psychiatric Intensive Care Provision
Out of Borough Placements

Lack of clarity due to accounting practices

Shared services with Knowsley

Infrastructure in Halton compared to Warrington and St. Helens

Concern regarding timing, phasing and infrastructure

~ Proposed Impact on Older Adults

Disinvestment

Plans for refurbishment in Halton
Capital Funding

Cost and impact of retraining of staff
Out of Hours Services

Financial Information
Resolved'that:
(1) the presentation be noted; and

(2) the representatives from the PCT’s be thanked for their
attendance.

FURTHER ACTION AND FURTHER INFORMATION REQUIRED FOLLOWING

PRESENTATION

A verbal report was given which advised the Committee that the following would be
submitted at the meeting to be held on 7 September 2006.

Response to Public Consultation (Mental Health Strategies Report)
Feedback from visit to Norfolk
Draft Report

Financial Information from the 5 Boroughs Partnership NHS Trust

The Committee discussed the content of the draft report which would include the
following:

Strengths of the Model

CAS
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Impact on Service Users and Carers - younger adults of a working age, older
and younger people
Financial Implications - Lack of clarity
Capital Issues
Services explained in Model
- Access to Services, tightening of eligibility criteria
- In-patient services
- Resource and Recovery Centre Model
- Function of CMHT’s in the future
Impact on Other Services
(i) Health Services
(i) Council Services
(iii) Ment'al Health Services
Partnership Working
Consultation Process Issues
Implementation of Proposals
- timescales
- infrastructure
- transitional
- training of Staff
Borough Specific Issues
Findings
Recommendations

Resolved that the report be noted.

-000-
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Statutory Joint Scrutiny Committee

‘5 Boroughs Partnership NHS Trust

Proposals Relating to Improving Services for Adults with Mental Health Needs

In Halton, St Helens and Warrington

DRAFT REPORT

1. Introduction

This report sets out the findings of the Joint Scrutiny Committee established by

* Halton Borough Council, St Helens Council and Warrington Borough Council to
consider the 5 Boroughs Partnership NHS Trust's Proposals to Improve Services for
Adults with Mental Health Problems (summarised in the document “Change for the
Better”). The report sets out the background to the consultation process, the
methodology employed by the committee and the committee’s findings in relation to
various aspects of the proposals. The report closes with a conclusion and
recommendations for the 5 Boroughs Partnership NHS Trust.

The committee would like to formally thank all those who have contributed to the
scrutiny process, and provided information for the committee, which has helped in its
deliberations. The committee acknowledge that much of the information has been
provided to demanding timescales, and would like to thank respondents for the
efforts that they have made.

2. Background

On 1 June 2006 the 5 Boroughs Partnership NHS Trust launched a consultation
document “Change for the Better — Improving Services for Adults with Mental Health
Needs”. The consultation document proposed changes to mental health services for
adults in the four boroughs of Halton, Knowsley, St Helens and Warrington. The date
initially identified for the end of the statutory consultation process was 24 August.

Three of the four local authorities — Halton, St Helens and Warrington — considered

that the issues identified in the proposals would represent a substantial variation in

the provision of health services in their area. An agreement was reached to form a

Statutory Joint Scrutiny Committee. Knowsley was invited to join the committee but
did not participate.

The committee met on 20 July, 10 August, 24 August and 7 September. The
committee was later informed that the timescale for response for statutory agencies,
including the committee, was extended to 15 September.

Mike\reports\5BoroughsScrutiny\Committee Findings 30.08.06 1
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3. Methodology

The committee was established in accordance with the “Local Authority (Overview
and Scrutiny Committee Health Scrutiny Functions) Regulations 2002”. The
committee comprised of three elected members from each of the local authorities
involved, and the decision was made by each local authority to waive political
proportionality.

The committee agreed the following terms of reference:-

» To establish a statutory joint committee to scrutinise proposals from the 5
Boroughs Partnership NHS Trust to improve services for people with
mental health needs in the boroughs of Halton, St Helens and
Warrington.

e To undertake the scrutiny of proposals in accordance with the Local
Authority (Overview and Scrutiny Committee Health Scrutiny Functions)
Regulations 2002, and the direction to Local Authority (Overview and
Scrutiny Committee, Health Scrutiny Functions) July 2003.

e To complete a report outlining the statutory committee’s views of the
proposals and to make recommendations to the 5 Boroughs Partnership
NHS Trust where relevant.

e To monitor the Trust’s responses to the report, and agree mechanisms
for the ongoing monitoring of future changes to mental health services.

The committee agreed protocols and methodology for its working practices. Having
read copies of the consultation document “Change for the Better” (attached as
Appendix 1), the committee identified key issues and established an outline work
programme, taking into account the tight timescales for the work.

The committee identified a list of key issues and wrote to the 5 Boroughs Partnership
NHS Trust and invited them to attend the meeting and respond to these issues. A
copy of the 5 Boroughs Trust response is attached as Appendix 2.

Similarly, the committee identified key issues for PCT commissioners in each of the
boroughs, and wrote to them with a list of key issues. The PCT’s response is
attached as Appendix 3.

A press release was issued in each of the three boroughs, and written responses to
this were considered by the committee. The committee also considered a range of
other information including:-

e Afinancial report presented by the 5 Boroughs Partnership NHS Trust.

* Areport of public consultation undertaken by Mental Health Strategies
working in association with the 5 Boroughs Partnership NHS Trust.

e Reports of a visit by officers and some service users to Norfolk and
Waverley to see the model in operation.

Mikel\reports\5BoroughsScrutiny\Committee Findings 30.08.06 2
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Findings of the Committee

Impact on Service Users
General

The committee welcomes the aspirations of the model to see fewer people admitted
to hospital and more people provided with services in the community. The committee
also supports the model’s intention of ensuring stays in hospital are as short as
possible, and only those requiring hospital admission are admitted.

The committee is concerned, however, that the proposals in their present form do not
satisfactorily explain how these aspirations will be achieved. The committee’s
concerns are outlined in this report, and explained below. The committee is
concerned that deficiencies in the document and proposals, may actually lead to a
decrease in support and services for vulnerable adults with mental health problems,
particularly those living in the community.

Particular Client Groups

The committee notes that the document aims to improve services for adults with
mental health needs, and in section 1.3 of the consultation paper it explains a
number of service areas which are excluded from the process. The committee were
not able, therefore, to formally examine these services, but it has become clear
during the scrutiny process, that there are many linkages between all these services
and whilst acknowledging that work is being carried out in a number of areas, the
committee would still wish to make the following comments about a number of
groups which are not properly dealt with in the proposals.

»  Dual Diagnosis — the committee are not satisfied with the arrangements for
service users with a dual diagnosis of mental health problems and alcohol
and/or drug problems. However, they do acknowledge the 5 Boroughs
Partnership NHS Trust’'s commitment in Section 2.3 ii of Appendix 2
assuring that this group will be given a high priority.

e Adults in secure environments and psychiatric intensive care units — the
committee understands that adults in these environments are being dealt
with separately, however, the proposals do seem to have some linkages
with these inpatient services and the committee are disappointed that these
have not been properly considered.

e Personality Disorder — The committee feel that more attention should have
been paid to adults with a personality disorder as this is likely to impact on
community services.

*  Young People — the committee welcomed the high priority afforded to this in
section 2.3 appendix 2, but are concerned that the issue of young people
being admitted to adult wards is not being satisfactorily addressed, and the
reduction in in-patient beds may have some impact on young people over
the age of 16.

Mike\reports\5BoroughsScrutiny\Committee Findings 30.08.06 . 3
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e Older People — the commiittee is particularly concerned that the proposals do
not effectively meet the needs of older people, and do not link effectively
with the Older People’s Commissioning Strategy for the three boroughs.

The committee note and support the comments about ensuring that people
are not discriminated against in terms of their age, however, they believe
that this does not properly reflect the complex needs of older people,
particularly those older people requiring inpatient services. The committee
continue to have concerns about the proposals to have older people and
younger adults on the same inpatient wards.

The committee acknowledged the 5 Boroughs Partnership NHS Trust’s
comments relating to the developing a Commissioning Strategy for Older
People with Mental Health Needs, but feel that this should have been
properly considered and factored in to the proposals before they were
published.

The committee feel that the issue of older people requires much more
detailed attention, particularly in relation to inpatient settings.

4.2 Financial Implications

' SECTION MAY REQUIRE A POSSIBLE RE-WRITE WHEN DETAILED FINANCIAL INFO
IS RECEIVED '

The committee acknowledged that the 5 Boroughs Partnership NHS Trust need to
ensure financial balance, and would wish to support the Trust in achieving this.

The committee have not been provided with thorough and detailed financial
information about the present and proposed services. Whilst acknowledging some of
the complexities of these issues, the committee is surprised that the financial
information is “continuing to finessed” at such a late stage in the consultation
process.

The Committee is aware that the overall level of investment in Mental Health
Services is significantly below the national average in Halton and St. Helens.
Although investment is close to the national average in Warrington, Warrington has
significant ongoing commitments to ex-Winwick Hospital residents who still live in the
Borough. In the light of this overall situation the proposals contained in the Model of
Care to significantly reduce expenditure on services and to dramatically reduce the
number of inpatient beds, is in the Committee’s view, likely to be impossible to
achieve.

The committee has made the following findings in relation to the financial implications
based on the information it had access to :-

e There is no detailed financial information in relation to the savings which
are to be achieved from back office functions (£1m) and the cost
releasing efficiencies savings (CRES) of £2.6m. It is not clear how these
savings will impact on adult mental health and other relevant service
areas.

Mike\reports\5BoroughsScrutiny\Committee Findings 30.08.06 4
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e The model of care proposals rely heavily on capital investment. The
committee support concerns about the inadequacy of present facilities in
the three boroughs, and welcome the confirmation that capital funding for
some of the developments has been achieved, but the fact that other
capital funding is still subject to bids at this late stage in the consultation
processes causes concern. The committee note that there do not appear
to be effective contingencies in place if the capital funding is not secured.

e Transitional resources — the committee feel that the issue of transitional
resources has not been properly addressed. Such a significant change
would require major investment, and the committee is not assured that
appropriate resources have been identified and/or put in place.

e  Ashton, Leigh & Wigan — the situation relating to Ashton, Leigh and
Wigan is difficult for the committee to understand. The committee
understands from various professional that the situation is complex, but
again, the committee feels that this should have been resolved prior to
the finalising of the proposals and the consultation process. The
Committee is concerned that the savings targets appear to be allocated
to only four of the five boroughs served by the Trust as Ashton, Leigh
and Wigan have been excluded.

e Out of Area Placements — the committee feels that the large reduction in
inpatient beds, may actually have implications for both Primary Care
Trusts and Social Care Services in financing additional out of area
placements. The committee is not satisfied with the 5 Boroughs
Partnership NHS Trust’s response that alternative services will be in
place, particularly in the early years of the model.

e The committee is confused about the issue of indirect costs which need
to be apportioned across different boroughs. Again, the committee felt
that this should have been addressed as part of the planning process,
and before the consultation stage was reached.

The limited financial information available to the committee indicates significant
disinvestment in each of the three boroughs. These shifts in expenditure are likely to
have a significant impact on services in the borough. When this is set against the
relatively low spend on mental health services which the 5 Boroughs Partnership
NHS Trust refers to, the committee has difficulty in seeing how the model can lead to
improved services for service users and carers.

Access to Services

The committee supports the view that community based services normally offer the
better outcomes for service users and carers. However, the committee have strong
concerns about the fact that the reduction in inpatient beds, coupled with a significant
decrease in funding proposed, will see a tightening of eligibility criteria which will
impact on people’s access to mental health services. It seems clear that if the
following factors are combined:-

e  Areduction in the number of inpatient beds,
* Anincrease in the number of people receiving services in the community,

- 9
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e An overall decrease in staffing,
e Anincrease in staffing in inpatient services,
e Anoverall significant decrease in budgets,

That this will lead to a greater rationing of services. It is difficult to see how this fits
with the promotion of early intervention and community based services.

The committee also have concerns about proposals to have access and advice
centres in each borough. The committee is pleased that this issue is being actively
considered by the Trust, but is disappointed about the lack of detail in the response,
as it believes single points of access may actually serve to exclude some service
users, and that other models of access i.e. through primary care, may actually do
more to promote the types of services being proposed in the model.

Inpatient Services

The committee understands that if community services are enhanced, and
inappropriate admissions are avoided, then the number of inpatient beds will
decrease. However, the committee has serious concerns about the proposed
reduction in inpatient beds. The committee has the following concerns:-

e There does not appear to be any phasing of the reduction and the
assumption leads to dramatic reductions in Warrington and Halton, with the
number of beds in Halton reducing to 38 from 60, and in Warrington to 32
from 60.

e The committee notes that the number of beds is the lowest level
recommended by the Royal College of Psychiatrists, as stated by the 5
Boroughs Partnership NHS Trust, but the committee feels that achieving
these lower level figures may not be realistic in the three boroughs.

e The 5 Boroughs Trust acknowledge Appendix 2, Section 2.1 ii that this level
of beds is only recommended when the appropriate level of community
services is in place. The committee is not satisfied that these services are in
place in the three boroughs, and is concerned that the proposals will reduce
Community Services further.

e The recommended figures apply to the number of beds for adults under 65.
As the 5 Boroughs Partnership NHS Trust are presently proposing to include
inpatient beds for older people in the numbers, then it would appear that the
actual number of beds available to adults (excluding older people) would fall
below the minimum.

¢ In Section 2.1 ii of Appendix 2, the Trust states that many of the community
services are “already in place”. If this is the case, then the committee is
uncertain why inpatient facilities are presently experiencing levels of over-
occupancy, and how these community based services will manage when the
number of inpatient beds have significantly decreased. The Committee
believe that current bed usage should be demonstrably reduced before
further bed reductions can be safely achieved.

oen :
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e The committee note the intention to combine inpatient services for adults
and older people, and acknowledge 5 Boroughs Partnership NHS Trust
statements about age discrimination. However, the committee’s view is that
this over-simplifies the complexities of caring for adults and older people
with mental health needs in the same inpatient settings.

e The committee has concerns about the needs for young people to be
admitted to adult inpatient services, and whilst acknowledging that this is not
part of the consultation process, the committee believes that some issues do
need to be factored in to the proposals.

e The committee are pleased that the 5 Boroughs Partnership NHS Trust are
proposing an increase in staffing in the inpatient units, coupled with the
reduction in the numbers of beds, as this should lead to better services for
those inpatient residents. However, the committee has concerns about the
impact that this will have on community based services, as it would appear
to be Ilkely to increase the staffing reductions in these areas.

e The committee is concerned that there is a lack of clear information and
apparent analysis to demonstrate the impact of reduction in beds on
community services, and how this will be managed.

Resource and Recovery Centres (RRC)

The committee broadly welcomed the proposals to have resource and recovery
centres in each of the boroughs, and believe that the model of multi-agency services
offers the best outcomes for service users and carers. However, the committee have
a number of concerns about the proposals:-

e  Capital funding for the development of the centres has yet to be secured in a
number of cases, and there does not appear to be a clear contingency plan
should this funding not be available.

¢ The significant drop in the number of beds does not seem to be realistic or
achievable.

o Staffing issues are not clear, and the increasing staff in resource and
recovery centres is likely to have a negative impact on Community Services.

e The mixing of older people and younger adults in inpatient settings does not
seem to have been properly thought through.

* The committee has concerns about the capacity of the resource and
recovery centres, particularly to provide community based services.

Assertive Outreach

The committee have noted Appendix 2, section 5, the comparison of assertive
outreach services. The committee notes the 5 Boroughs Partnership NHS Trust’s
comments that services are being provided at higher levels of input than that for
which funding has been obtained. However, the committee is concerned that in
Warrington and St Helens the model does not allow for any increase in assertive

~
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outreach, with the number on caseload remaining the same. The committee would
have expected that with the reduction in inpatient beds, more pressures might have
been placed on assertive outreach, and that further resources would need to be
identified.

Community Mental Health Teams

The committee acknowledges the commissioning strategies sees the need for “a
team of multi-disciplinary practitioners providing ongoing care and support to people
with serious mental health problems”. The committee is surprised that the role of
such a team has not been more clearly thought out prior to the publication of the
model, and disappointed with the response from the 5 Boroughs Partnership NHS
Trust that detailed operational issues will be progressed locally with LA and Trust
staff.” This may lead to an inconsistency in approach across the three boroughs and
this appears to be one of the issues which the model was seeking to address.

Impact on Other Mental Health Services

The committee acknowledged that other aspects of mental health services are not
part of the consultation process, but feel that the proposals contain issues which will
have clear implications for other services, particularly through the cost releasing
efficiencies savings and back office savings, and the committee believes that these
may have impact on a number of relevant services including:-

Services for people with a duel diagnosis,
Child and Adolescent Mental Health Services,
Psychiatric intensive care services,

Secure services.

Impact on Council and Other Health Services

As the model states that it aims to ensure closer working relationships with partner
agencies such as “PCTs, Social Services, Housing Departments, voluntary agencies
and others”, then the committee are surprised that very little consideration seems to
have been given to the impact of the model on those services. In their response to
the committee, the 5 Boroughs Partnership NHS Trust 6.1 Appendix 2 do not provide
any detailed information about the impact on Council services, and the committee
has similar concerns for other Health agencies. The committee’s concerns can be
summarised as follows:-

e There is possible impact in relation to out of area placements.

» The tightening of eligibility criteria is likely to lead to increased pressures on
social care services and increased demands on Primary Care services.

» Theincrease in community services may well lead to implications for
housing providers.

* The impact on Local Authority staff seconded to, or working closely with, the
5 Boroughs Partnership NHS Trust have not been properly considered.

-3
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Staffing

It is clear to the committee that the proposals have significant staffing implications.
The committee were anxious that there seemed to be a lack of clarity about the
number and nature of posts to be deleted to secure the savings across front line
services and support service staff. Although pleased with the proposals to increase
staffing in inpatient settings to improve the quality of therapeutic work, the committee
believes that there is an inconsistency in that any increase in staffing in inpatient
services will lead to a greater decrease in staffing in community based services. It is
therefore difficult to see how community services could be improved, and can
manage more cases.

The committee also believed that a change such as this needs to be accompanied by
a significant investment in staff development and training, and they have not been
able to identify clear plans for this.

Partnership Working

The Committee’s view is that the proposals appear to have been developed by the 5
Boroughs Partnership NHS Trust in isolation of the wider primary care and social
care community. The key requirement of the Commissioning Strategy for the three
boroughs concerned is to redesign services on a Whole Systems basis. The
Committee is surprised that the model does not appear to have been developed in an
effective partnership, particularly as developing a recovery and social inclusion
approach clearly requires full partnership with local authority and other health
services.

Consultation Process

~ SECTION WILL NEED TO BE RE-WRITTEN TO INCLUDE FINDINGS OF PUBLIC

CONSULTATION WHEN AVAILABLE.

The committee acknowledged that the consultation process is in accordance with the
requirements of legislation relating to consultation. The committee would, however,
support the view of the PCTs (Section 8 Appendix 3) that the application of the
statutory minimum 12 week consultation period, in this case, has generated “undue
haste”.

The committee’s view is that this weakness has been compounded by the lack of
robust and accessible information to support the consuitation process.

Implementation of Proposals

The committee feel that the timescales for the implementation of the proposals
require further, more detailed consideration. The committee were informed by the 5
Boroughs Partnership NHS Trust that the original start date of October would be
delayed until early in the next year, and they were later informed by the Primary Care
Trust (Appendix 3 Section 8) that this would now be delayed until April 2007. The
committee welcomes the review of timescales but feels that the targets for
implementation are particularly challenging, and in the light of the issues identified in

..h o 9
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this report, timescales need to be more carefully considered and a model developed
for the phased and effective implementation across all three boroughs.

The committee wasalso of the view that proposals represent a significant variation in
services, and they have not been able to identify clear plans to resource and
implement the changes. In the light of the proposed timescale for implementation,
the committee are particularly concerned about this, and feel that the identification of
additional resources from the Primary Care Trust of £0.5m to fund transitional work
may not be sufficient. For a major service change like this, the committee would
have expected detailed project plans to be put in place.

Borough Specific Issues

The committee identified a number of borough specific issues:-
Halton

There is confusion about an alcohol detoxification bed — the situation appears to be
that a bed has been in existence although it has never been properly funded or
commissioned. The bed is not contained in the proposals, and members of the
committee are concerned about the impact on services.

The 5 Boroughs Partnership NHS Trust has also been providing services for Halton
and Frodsham, and‘there is a lack of clarity about how this will be resolved in the
future, and the impact that this will have on Halton’s services. Associated proposals
would see the cost of a psychiatric intensive care bed being made to the borough of
£100,000 per annum (shared with St Helens).

Warrington

Associated proposals would see the cost of a psychiatric intensive care bed of
£200,000 per annum for the borough. There is an issue of non-recurring financial
support from the PCT which the committee feels needs to be clarified and addressed.
St. Helens

The committee noted that the reduction in inpatient beds in St Helens had been
minimised by the closure of a hospital ward shortly before the consultation process
commenced.

An additional cost of £100,000 per annum has been identified for a psychiatric
intensive care bed (shared with Halton)

Conclusion

In the time available, the joint committee has thoroughly scrutinised the proposals
contained in the “Change for the Better” document.

The committee has found that the model in its present form has a number of
deficiencies:-

) 1%
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e A potentially negative impact on many service users and carers; with fewer
services available and a tighter rationing of those services.

e Potential negative impact on a number of associated client groups,
particularly older people;

e Lack of clear financial information and plans;

e Lack of clear sources of capital funding and contingency plans / alternative
proposals if this is not secured;

e  Significant reductions in investment and staffing across the three boroughs;

e Changes in arrangements to access to services which would be likely to
lead to tighter rationing of services;

e  Significant reductions in the number of inpatient beds, possibly below the
minimum recommendations;

e The lack of community based services being in place to properly support the
reduction of inpatient beds;

e The lack of clarity about the role of community mental health teams;

e The lack of clarity about the impact on other Local Authorities’ services, and
their ability to respond to changes;

e The lack of clarity in relation to other Health services, particularly Primary
Care, and their ability to respond to changes;

e The impact which the model might have on other mental health services in
the three boroughs;

e The lack of clarity about staffing proposals;

. e The haste with which the consultation process has been conducted:;
e The timescales for implementation of the proposals;
e The lack of clear implementation plans and resourcing for transition;

e The failure to properly consider other models of service.

Taking all of these issues into account, the committee has formed a view that the
proposal in its present form would not be in the interests of the Health Services in the
area of the three local authorities.

9, Recommendations

The Statutory Joint Scrutiny Committee makes the following recommendations to the
5 Boroughs Partnership NHS Trust:-

-1
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9.1. Recommendation 1

The model, in its present form, is not in the interest of Health services in Halton, St
Helens and Warrington. The model should therefore not be implemented in its
present form.

9.2 Recommendation 2

If the 5 Boroughs Partnership NHS Trust wish to implement the model, then the
following factors should be addressed prior to the implementation:-

Clarity of financial implications.

Clarity and securing of associated capital funding. If capital funding is not
available, contingency plans should be put in place.

Access to services should be reviewed and the most effective model,
engaging all partners, should be agreed.

The reduction in inpatient services should be accompanied by a
corresponding increase in community based services, and a phased
implementation of any reduction in bed numbers should be agreed.

Consideration should be given as to how the needs of older people in
inpatient services will be properly met.

The role of community mental health teams in the new structure should be
clarified.

The impact on other Council services of the proposals should be clarified
and agreed with local authority partners.

The impact on other Health services should be clarified and agreed with
other partners, notably Primary Care providers.

The impact on other mental health services associated with the proposals,
and any implications, should be clarified.

Staffing proposals should be clearly identified.
Proposals should be developed in full partnership with all interested parties.
A proper implementation plan should be put in place and available, and

appropriate infrastructure and resources must be available to implement
what is a significant change effectively.

12
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9.3. Recommendation 3

The 5 Boroughs Partnership NHS Trust should respond formally to the Committee
about the issues raised in the report and the recommendations

The contact officer for this report is Mike Wyatt, Assistant Director, Performance and
Business Support, St Helens Council, Adult Social Care and Health, Gamble Building,
Victoria Square, St Helens WA10 1DY. Telephone 01744 456550.

APPENDICES :
ONE - Change for the Better.
TWO - Response of 5 Boroughs Partnership NHS Trust
to Statutory Joint Scrutiny Committee.
THREE - Response of Primary Care Trust to Statutory

Joint Scrutiny Committee
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/

Responses to Queries
for the
Joint Overview and
Scrutiny Committee

Re: ‘Change for the Better’

A Consultation on proposals for
delivering a New Model of Care for
Adults and Older People with
Functional Mental Health Problems
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5 Boroughs Partnership

NHS Trust

Issues for Consideration by the Statutory Joint Overview and Scrutiny
Committee

Re: Improving Servicés for Adults with Mental Health Needs

5 Boroughs Partnership NHS Trust

1. Introduction to Response:

The Trust thanks the borough Overview and Scrutiny Committees for convening a
Joint Committee and for the opportunity to provide more information and responses
to queries in respect of the ‘Change for the Better' consultation on the proposals for
a new model of care.

We must be mindful that the model relates only to adults of working age and older
people with functional mental health problems, though review of other elements of
the Trust’s services in relation to the latest Commissioning Strategies for Children
and Older People will need to be undertaken in the future.

The Trust would also wish to remind Committee members that the proposals provide
a model framework for service delivery, the details for implementation of which
require to be developed with partner agencies in each of the boroughs. The
proposals provide a consistent and cohesive network for the provision of effective
and non-post-code discriminated services for the benefit of service users.

The impetus and direction of the proposed changes has been stimulated and led by
comments that service users and their families have been making to the Trust
through various forums since 2004. This feedback and consultation has been
obtained through both informal and formal mechanisms and it must be recognised
that some of the issues raised present real challenges to professional groups and to
current ways of working.

Similarly, the development and subsequent approval of the Comprehensive Mental
Health and Social Care Commissioning Strategy for Adults of Working Age for
Halton, Knowsley, St Helens and Warrington provided the basis for the development
of the model and referred to the evidence of effective service delivery. The Model
was developed alongside the commissioning project group work and the first draft
was presented to the Strategic Commissioning Programme Board, comprlsmg of
PCT Chief Executives and Directors of Social Care, at its meeting on 10" February
2006.

The presentation to be given today is specmcally related to the queries received from
the Committee via Mr Mike Wyatt dated 26" July 2006 and the slides follow the
format of that paper, of which we are assuming that you will have received prior
copy.
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Whilst aware that the functions of the Overview and Scrutiny committee is to
scrutinise and comment upon the proposals with regard to the adequacy of
consultation and whether the proposals would not be in the interests of the health
service in the three boroughs, the Trust has sought to provide wider information in
this response. The presentation is thus quite lengthy and there are supplementary
items of information that are provided for the benefit of reference by committee
members. However, should there be need for any further reference material, please
advise.

2. Impact on Service Users and Carers

Q. 2.1. i) The reports referred to would seem to indicate a tightening of eligibility
criteria across mental health services.

The proposals contained in ‘Change for the Better' respond to the content of the
Comprehensive Mental Health and Social Care Commissioning Strategy for
Adults in Halton, Knowsley, St Helens and Warrington. (See also separate
paper relating the Commissioning intent with the proposed model).

People are currently accessing beds when they do not need to. A recent audit
showed that between 15 and 40% of people admiited to an in-patient bed, do
not need to be there (Point Prevalence Audit July 2006).

We are aware of differences in Eligibility Criteria in different Local Authorities for
services and also for the health provision of Community Mental Health Teams
(CMHTSs) in some boroughs. Service eligibility criteria within the proposed
model are to be subject to joint work with health commissioners and Local
Authorities in respect of in-patient admission and the Effective Care Co-
ordination policy respectively. This work to be undertaken post-consultation on
the outline model.

The proposed model is about ensuring service users receive the most
appropriate level of services in the least restrictive environment and to ensure
that those most in need of services get access to them.

In some of our localities service users would be best served by specialist
mental health community services. Currently not all service users are able to
access these services for a number of reasons, for example service not
currently funded or service provided for working aged adults only.

Q.2.1.ij) This is likely to be as a result of the decrease in in-patient beds.

The reduction in in-patient beds reflects National Policy and best practice of
providing treatment and care in the least restrictive manner. The provision of
effective ‘front-end’ access services and effective alternatives to admission will
result in the current criteria for admission to acute care to be properly applied.
This has not been possible due the community infrastructure not being fully
complete and cohesively integrated. The Commissioning Strategy notes that
the ‘amount of in-patient provision required more offen depends on, and is a
function of, the range of other services available locally’.

Issues paper for Joint Overview and Scrutiny Committee (Halton, St Helens & Warrington) 10.08.06
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The Commissioning Strategy also notes the relative over-supply of beds in the
boroughs.

The Royal College of Psychiatrists has provided advice and recommendations
for the numbers of beds required per head of population, and the lower level is
that which is appropriate when the community services are developed and in
place to provide appropriate alternatives.

The approach taken by the model is also being championed in the recently
published 10 NHS High Impact Changes for Mental Health Service. (Ref:
Number 1 of the 10 Key High Impact Changes")

It will always be the case that some service users will require a stay in hospital
(sometimes compulsorily) however all efforts should be made to ensure that
alternatives to in-patient hospital care are not more appropriate.

The Commissioning Strategy also advises of the need to have and apply clear
and robust specifications for eligibility criteria to operate at all levels of service.
(Ref. Page 15, Para 11 of Commissioning Strategy) in addition the Strategy
describes the criteria for use of Psychiatric Intensive Care Unit beds as distinct
from acute care beds (Ref. Page 46).

In support of this the NHS has invested significantly in community-based
services since the introduction of the Mental Health NSF. Many of the
community-based services are already in place for example Crisis Resolution
and Home Treatment, Assertive Outreach, Early Intervention in Psychosis.

Community Mental Health Teams have been in place for a number of years.

‘Change for the Better’ will ensure all localities have community services in
‘place which meet the best practice standard (i.e. Policy Implementation Guide
Compliant)

Q. 2.1. ifi). The model is not clear about the impact that this will have for service
users and carers in the Boroughs.

For many service users there is currently no alternative to a hospital admission,
resulting in a period away from the families, friends and work, which may have
been avoidable. Patient surveys (locally and nationally) indicate that some
patients find psychiatric hospitals threatening and unsafe environments with
poor staffing levels and thus poor levels of service user staff interaction. This
model will reduce the need for admission and, for many people, actually shorten
the amount of time that they will remain as an in-patient. The increased staffing

levels will help improve the time available for staff to engage in therapeutic
interactions.

' Care Services Improvement Partnership, 10 High Impact Changes for Mental Health, 20" June
2006. An Executive Summary is also available.
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The new model proposes the full development and establishment of crisis
teams in all boroughs who will work with service users and carers in an
alternative environment to an in-patient setting, this may be the person’s own
home or at another location.

For carers, the main theme has been about how to negotiate their way through
the various health and social care systems. The introduction of Access and
Advice services (referred to as Single Points of Access (SPAs) in the
Commnssnonlng Strategy, page 63) should improve this. These services provide
expertise in assessment, gate-keeping and ‘sign-posting’. Proposals to
establish a Resource and Recovery Centres (ref. Page 15, section3, para. 12 of
Commissioning Strategy) have been welcomed by service users, carers and
staff alike.

Some carers and service users have expressed dissatisfaction with the location
of Hollins Park for services and have asked that consideration be glven to
locating the Warrington RRC in the centre of the Town.

Q. 2.1iv). The model is also unclear about any arrangements to ensure the
safety and effective risk management of issues relating to individuals through
the transition of services.

The delivery of safe services is a key priority for the Trust now and will continue
to be so in the future. We will continue to develop joint protocols for admission
and discharge and develop care pathways with our partner organisations.

As with any of the services provided by the Trust, the risks of service delivery
are assessed as part of the Trust’s Risk Assurance Framework and through its
risk management systems. All of which have been subject to external scrutiny
and audit.and evaluated as providing significant assurance.

Additionally, partners and service users will be involved in the detailed planning
and implementation of services. The Trust will continue its acknowledged high
level of general involvement of its services users in its activities.

The assessment of risks for an individual service user will continue to be
undertaken within the clinical process of Effective Care Co-ordination.

Q.2.2. There are concerns about the possible impact on other aspects of 5
Boroughs work, notably the Child and Adolescent Mental Health Services,
where there is no clarity in the proposals outlined.

‘Change for the Better’ is about services for adults and older people who have
functional mental health problems and was developed at a time when there was
no agreed or cohesive CAMHS Commissioning Strategy. The proposals
neither enhance nor detract from the provision of CAMHS services.

Arrangements from transition of individuals from CAMHS to Adult services will
continue as now.

Issues paper for Joint Overview and Scrutiny Committee (Halton, St Helens & Warrington) 10.08.06
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Commissioners across the four boroughs of Halton, Knowsley, St Helens and
Warrington have very recently developed a CAMHS strategy. The recently
appointed Director of CAMHS and Psychological Therapy Services will be
meeting with each of the Local Authority Directors with responsibility for
Children’s Services to develop a response to the commissioning strategy.
Notwithstanding this, the issues that face CAMHS service continue to be
progressed.

Q. 2.3. The Committee is concerned that the proposals do not properly meet
the needs of a number of specific groups including:-

i) Older people with functional mental health needs

Many of the services not previously accessible to older people will be
accessible to them in the new mode! e.g. Crisis Resolution and Home
Treatment, and psychological therapies via enhanced day therapy
provision. We have reviewed the various policy guidance documents
and have not found anything that contradicts our position in respect of
providing appropriate care and environments for people who are
vulnerable of whatever age. We take the issue of caring for vulnerable
people very seriously.

ii) People with dual diagnosis i.e. drug and/or alcohol and mental health
problems.

The presentations have all clearly stated that the services will be
accessible, as they are now, to people with a dual diagnosis much in
the same way that services are for people with Schizophrenia. The
services for people without mental health problems who have a drug or
alcohol problem are managed through a separate service, which is not
part of the consultation - indeed some of these services are currently
being put out to tender by commissioners.

There is a need for further dialogue with commissioners on the delivery
model for substance misuse services.

iii) People presently living in secure environments

Services for people who require secure services are not part of the
model proposals or this consultation. These are specialist services and
are commissioned by the specialist commissioning team and are
provided in a number of locations across the North West (eg the Scott
Clinic, John Denmark Unit and Ashworth Hospital) and Nationally (e.g.
Learning Disability at Rampton Hospital and the unit for Dangerous
People with a Severe Personality Disorder at Rampton and
Broadmoor) Hospital). Those secure services provided on the Hollins
Park site are also commissioned by the specialist commissioners and
are not included in the proposals for change.

Issues paper for Joint Overview and Scrutiny Committee (Halton, St Helens & Warrington) 10.08.06
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iv) People with personality disorders

This is a real challenge for all the health and social care community.
Some estimates indicate as many as 1 in 20 people have a personality
disorder. Most people with a personality disorder will not require the
skills of specialist Mental Health Trusts, though changes in legislation
may alter this position. Services are not currently commissioned from
the 5 Boroughs Partnership for those people with a pure personality
disorder and no mental iliness. In the new model, people with a mental
illness and a personality disorder will continue to be able to access
treatment. '

V) Young people aged 16-17 years.

The position re: transition arrangements is unaltered by these
proposals and is currently being addressed through the Children'’s
Strategic Commissioning and planning route. The CAMHs
Commissioning Strategy identifies the deficit of services for young
people of 16-19 years. This continues to be actively addressed by
Health and Social Care.

The current deficits in service provision for young people need to be
addressed through the implementation of the CAMHs Commissioning
Strategy with commissioners pursuing the development of strong and
seamless services for young people via whichever provider(s) they
choose.

The Trust agrees that this is an area of high priority and is committed to
working with commissioners and other partners to develop a range of
services for young people

Q. 2.4.i)). The Committee also has concerns about the proposals to mix in-
patient settings for older people and younger adults. The Committee believes
that this is contrary to acknowledged good pracfice.

This is currently the position in two out of the four Boroughs for older people
(Knowsley and St Helens), and has been for some time, in accordance with
locally commissioned service patterns.

All adult services, on occasions, have children aged 16-17 admitted, and more
occasionally, children under the age of 16 have to be admitted as a last resort

due to there being no alternatives other than paediatric wards. Neither of these
options is satisfactory. (See also 2.4.ii)

The model is intended to reduce the risk for vuinerable people, of whatever age,
in in-patient settings. We are committed to ensuring all vulnerable people are
risk assessed and that the current environments are remodelled to provide
separate areas within wards. The model also provides enhanced staffing in in-
patient areas, which will allow 1-1 observation when required.
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The Trust does not believe the proposals are contrary to current best practice
guidance and have written to Local Authorities seeking clarification as to the
Policy Guidance that it is thought that this approach breeches. To date we have
not received any specific information. However, we are continuing to review the
guidance and liaise with advisors of the Strategic Health Authority on this, and if
there is further guidance that we have not considered then we would be happy
to consider that guidance.

Q. 2.4.ij) . The Committee is also concerned that people under the age of 18
may be admitted fo adult wards.

As noted earlier, the model will not alter the current position in the short term
and requires consideration and action by health service commissioners
regarding shortfalls of in-patient provision for young people.

Currently, young people under 18 are admitted to our in-patient wards, the
alternative is, on occasion, a paediatric ward, neither of which is ideal. When a
child is admitted to an in-patient ward all our staff have access to support from
our Full-time Child Protection Specialist and access to the Mental Health Act
Commission as described previously.

The Trust notifies the Mental Health Act Commission of every admission of a
minor (under 16 years) into an adult in-patient bed. A visit is then made by the
Commission to scrutinise the arrangements made to make care as appropriate
as possible. A one to one nurse to patient ratio tends to be required. There
have been 30+ admissions of young persons under the age of 17 years onto
adult wards in the last year.

Cheshire and Merseyside have one of the lowest numbers of Tier 4 beds for
this age group in the country, though agreement has been reached to provide
more beds in the future. Very young children are admitted to Alder Hey
provision and adolescents to a unit in Chester.

The development of Early Intervention Services (EIS) will help this position but
not in the short term (services take up to three years to become operating at
capacity). Not all Boroughs have a funded established EIS, in ‘Change for the
Better' this will be resolved '

Q.2.5. There are concerns about the impact on alcohol services for adults and
older people; the proposals contain a reduction of allocated beds for alcohol
detoxification.

Currently, no funded bed exists for alcohol detoxification, nor will there or
should there be in the new model. All but the most highly complex alcohol
detoxification is carried out in the community. Complex alcohol detoxification
often requires proximity to and the back-up of general medical care and
intervention.
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3. Financial Information

Q. 3.1. The proposals in the plan are not supported by robust financial data. It
is not possible to identify the financial impact on services in the 3 Boroughs and

- the Committee believes that until this issue is addressed it will not be possible
to complete the scrutiny exercise.

The financial data continues to be finessed and we have shared that
financial detail available at the moment through individual iterative Borough
meetings with both Health and Local Authority partners. This position is
historically complex but we have committed to share further information. There
is currently in train a process (Foundation Trust (FT) Diagnostic), which will
result in a transparent position regarding funding being agreed between the
PCT and the Trust. This information will be available before the close of
consultation for the statutory agencies. The model is predicated upon the
current level of investment by each PCT continuing at its current level.

Q. 3.2. There are a number of concems in relation to financial issues, which are
nof clear in the proposals, including details of the impact of the £1m savings
identified from back office functions and the £2.6m savings from cost releasing
efficiency savings, which are not clearly stated in the proposals.

Currently funding is identified to manage the implementation of the new model;
this budget is required for consultation, staff training and development. As part
of our cost-efficiency action back office functions are expected to contribute to
the reduction of the over-spend. The £2.6m relates to ‘Gershon’ action

requirements, which is also applicable to Local Authorities. The £1m corporate

contribution will limit the impact on front-line services and the Trust will manage
this.

Q. 3.3. The model of care seems heavily reliant on significant capital
investments in the Resource and Recovery Centres (RRCs). There is no clarity
about the likelihood of this funding or contingency plans should the funding not
materialise.

The funding is from our capital funding and it is available now for the minof (less
than £200k) alterations. Funding has also been identified from the Trust’s
capital programme for work required in Peasley Cross Court.

The redevelopment of the Sherdley unit in the long term is subject to a Strategic
Outline Business Case (SOBC).

A number of people have expressed the view that the in-patient services at
Hollins Park should be relocated to central Warrington. We are not opposed to
this idea, however, the proposals to develop in-patient services in Warrington
does not form part of the current proposals, and would be subject to an SOBC.

Q.3.4 There is no clarity in relation to transitional resources. A significant shift

in the type of services provided is likely to lead to the need for fransitional
resources to be invested, which will facilitate shifts in services.
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The “Transitional” resources in fact have been invested over the last three
years and equate to several £million (i.e. see previous details of community
service developments). Additional resource has been allocated to the Trust to
manage the latter stages of implementation of the model of circa £0.5million.

Q. 3.5. There are concerns about the workforce implications and, in particular,
the impact on recruitment and the basis for decisions about filling posts.

The Trust is currently holding a significant number of vacancies at present,
around 10% of total. The model sees an overall reduction in staff
numbers, ailthough through re-deployment, enhanced staffing will be
available for some services, e.g. in-patient facilities in RRCs. It is
anticipated that existing staff will fill the vast majority of posts identified in the
new model.

The process for this will follow agreed best HR practice for Trust staff, which
was developed and agreed with staff side representatives.

The Director of Workforce and Development in the Trust will be working with his
equivalents in Local Authorities to ensure the implications of the various HR
policies are understood and any action required is agreed with the Local
Authority.

These issues will need to formally agreed as part of the Partnership -
Agreements most of which are in the process of being formally negotiated

Q. 3.6. The Committee is particularly concerned that Ashton, Leigh and Wigan
do not appear to be properly factored in to the recovery plans. The Committee
acknowledge a statement that they are not included in the process but feels that
there is a lack of clarity about the financial impact of this.

Wigan services have to contribute to any Cash Release Efficieny Savings
(CRES). In addition, Ashton, Wigan and Leigh PCT isactually wanting to
continue to increase the PCT investment in Mental Health.

The FT diagnostic will provide transparent and agreed data for all.

Q. 3.7. The committee would like to know what the budget is for atypical drugs
and a comparison of spends in each borough.

The previous figures that were made available were from third party provider
organisations and had not been validated by the Trust, and they showed
significant variation that requires further review.

We are keen to have accurate information regarding prescribing and

expenditure and have commissioned a member of the Medical teant to conduct
an Audit in August. The issue is as much a governance issue as a financial one
and the Trust would expect adherence to best practice guidelines by all parties
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The developing SLA will cover the governance arrangements costs and
practices associated with the prescribing of atypical anti-psychotic medications.

Q.3.8. There are concerns about the impact on out of borough placements.
What are the current arrangements for joint placement?

The model proposes no changes to Health funded out of area treatments, the
costs for which are currently met by the PCT.

Social Care out of borough placements will clearly remain the responsibility of
the Local Authority and are not expected to be subject to, or impacted by, the
proposal of ‘Change for the Better'.

Q.3.9. Project management - funding for this and process. Will partners have a
place on the project board?

Subject to conclusion of Consultation we would wish to establish local
implementation teams (many based on existing multi agency structures). It is
envisaged we will establish a Programme Board for the implementation of
‘Change for the Better’ and we would hope that Local Authority officers would
be part of the Project Board.

Q. 3.10. Future funding priorities - given the pace of Government change we
may have to look at a different model in the future. How can we resolve this?

We can only work with existing policy and it would be inappropriate to agree
finances on unconfirmed policy. The proposed model is not only based on
evidence it is also congruent with national policy. Both health and social care
policy is subject to change continually in association with national policy
direction and ongoing research into practice. .

Q. 3.11. The Committee would like reassurance that finance invested by
individual Boroughs remains within that Borough and is not used to subsidise
other boroughs.

In respect of PCT investment this will be the case should the option for 4 RRC
be approved. Clearly a number of indirect costs are apportioned across all of
the five boroughs, e.g. Child Protection, Mental Health Act Managers, and
Control of Infection.

It is possible that the impact of Patient Choice may affect this in the longer term,
however, we estimate this will be marginal.

However, if a two-centre more centralised model is adopted, the money will
follow patients as this service may be provided from 2 boroughs (i.e. on 2 sites
not four. We hope this is not the case but this remains an option within the
consultation. :
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4. In-Patient Beds

Q.4.1. There is some confusion in the various documents about the number of
in-patient beds. The Committee has concerns about the level of service for
people who would have been utilising these in-patient beds, particularly in the
light of the described over occupancy.

The proposed bed numbers reflect the Royal College of Psychiatrists
recommended lower level figures and are based on evidence nationally and
locally. The numbers are as per the consultation document. The picture is
slightly complicate due to the way occupancy is calculated i.e. figures include
people who are on home leave and people from another borough. The model is
based on future service delivery and configuration not the present i.e. the
demand for beds in the future will be different than it is today because of the
community service infrastructure.

It should be noted that the four boroughs have the benefit of a better developed
community infrastructure to build upon as a starting point for further
development than has been the case in some of the exemplar areas.

Q.4.2. The Committee were concemed that the proposals relating to in-patient
beds do not include psychiatric intensive care.

Currently, only Wigan borough has a Psychiatric Intensive Care unit (PICU).
Admission to a bed from another borough has been difficult at times.

These beds, and those new beds for which capital funds have been recently
obtained, are additional to the numbers of beds proposed within the model.
Funding for this service is outside of, and additional to, the current funding
arrangements and remains so in the future model. It is a commissioning
decision to fund or not to fund these beds.

The Commissioning Strategy states the need for at least one PICU with higher
levels of security. We will have a service available before the end of the year,
based on the Hollins Park site, that other Trusts are purchasing and would hope
that local negotiations with PCTs will conclude shortly.

The availability of local beds will reduce Out of Area Expenditure by PCTs on
such provision. The longer-term impact of effective community services in
admissions for intensive care will need to be evaluated.

Q.4.3. The impact on Council services, particularly the impact on the
infrastructure currently in place and the type of accommodation required in each
Local Authority given the planned bed reduction.

Most people with metal health problems live at home and the model aims to
ensure that this continues to be the case wherever possible.

Issues paper for Joint Overview and Scrutiny Committee (Halton, St Helens & Warrington) 10.08.06
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It is important that people with mental health problems and their carers should
be able to access mainstream services, though some may need support to do
so. In many respects the Councils’ planning will have addressed this, as
capacity for services would have been designed to cater for all people
irrespective of their disability. It is recognised that some of those services are
currently not available to people at present in some boroughs.

The Commissioning Strategy refers to a range of supported accommodation
being required with modernised day provision, not in institutional settings.

The numbers of people who require some form of special accommodation is not
going to increase as an outcome of reducing the number of in-patient beds, but
they will continue to require care packages to be planned. People who are
currently likely to lose their homes or tenancies due to their illness and.
associated behaviours, would be provided with more support by community
services and thus prevented from reaching that position

5. Access to Services

Q.5.1. The Committee is concerned about proposals to develop access and
advice centres within each borough, as a single. gateway to specialist mental
health services. Based on the information provided, the Committee believes
that further thought should be given to access to mental health services being
from within Primary Care and other tier 2 services.

Access and Advice centres are an important part of the model. The
Commissioning Strategy refers to such services as Single Points of Access
(SAP) (Ref: p.63). The consultation is clear about what it proposes i.e. that
these services are based in local RRCs. It is critical that such a service exists in
a borough; it is less critical where it ‘sits’. The Trust is actively considering a
number of themes that have emerged from the consultation so far; this is one of
those themes.

Q. 5.2. The Committee are disappointed that the RRC model seems mainly
focussed on 9.00 a.m. to 5.00 p.m. services and the details of other out of office
hours services are sparse. The Committee would welcome further information
about staffing levels and implications for Council services out of hours.

The RRC is a 24-hour operation in terms of Crisis Resolution and Home
Treatment and In-patient Beds. Assertive Outreach will be PIG complaint 8am
to 8pm. Access and Advice services will also need to be operating 24/7.

The Enhanced Therapy sessions are indicated as 9-5 and from a resource
perspective that reflects the “quantity” of time available. As the service becomes
established we believe there will be opportunities to be more flexible about the
times the resource is made available. The trust will trial different patterns of
provision by spreading the available capacity over different hours and will
respond to feedback from service users.
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Q. The committee would like a comparison of Assertive Outreach Services —
what currently exists and what will be required.

Investment in Assertive Qutreach Services

Current Current Future Future
Investment* Caseload Investment Caseload
: 000s 000s
Halton £201 84 £426 84
St Helens £412 72 £393 72
Warrington £303 24 £303 60

* Services are being provided at higher levels of input than that for which
funding has been obtained through commissioning. The re-deployment of
resources from in-patient provision will allow these services to be fully
funded. In addition, working practices will be standardised to effect
efficient delivery in all the teams

The levels of Assertive Outreach will be Policy Implementation Guide (P1G)

compliant and be sufficient to meet the anticipated demand. The table above
reflects services from pre-PIG, currently and in the future

6. Impact on Council Services

Q. 6.1. The Model of Care refers to the impact on Council services including
social care, however, the Committee were concerned that detailed information
was not available.

The impact of new services, Assertive Outreach, Crisis Resolution, Early
- Intervention in Psychosis, and Access and Advice, -have and will provide a
positive impact for service users and carers.

In tackling the issue of stigma and prevention it is important that people with
mental health problems and their carers should be able to access mainstream
services.

In many respects, the Councils’ planning will have addressed this, as capacity
for services would have been designed to cater for all people irrespective of
their disability to help ensure that people with a mental health problem are able
to recover and resume their lives in mainstream society. This is inherent in
social inclusion policies

Delivering care in people’s own homes assists in the maintenance of the
existing family and friend support mechanisms and networks. These are very
often lost when a person is admitted to hospital, particularly for what may be a
lengthy period currently. This would be expected to have the positive impact of
reducing the levels of complex care packages.
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The Trust is committed to the further development and agreement of detail with
its partners for the delivery of integrated community services in support of the
model, should it be supported.

Q. 6.2. The committee are unclear as to the future functioning of community

mental health teams and how they will operate under the proposed model of
care.

In response to the Comprehensive Health and Social Care Commissioning
Strategy for Adults the NHS will target its resources on those with the greatest
need (Enhanced CPA). The Strategy identifies the continuing need for a team
of multi-disciplinary practitioner providing ongoing care and support to people
with serious mental health problems.

Detailed operational issues will be progressed locally with Local authority and
Trust staff.

Q. 6.3 The committee are concerned about the impact on Council day services
given the proposal to close day units.

The Commissioning Strategy suggests that the need for day services as
currently provided will ‘melt away’. (Ref: pp 66-67). Many Local Authorities have
already decommissioned day services. It is recognised that day services are not
the most effective way to deliver modern mental health services, nor the most
socially inclusive.

The Trust have offered to fund an independent assessment in respect of day
services, however Local Authority officers have indicated they have the capacity

to undertake this internally, discussions are ongoing on how best to progress
- this. : :

7. Consultation Processes

Q. 7.1. The committee are concerned that there was some evidence that the
consultation processes did not appear to be thorough and adequate.

This Consultation reflects the Cabinet Office’s code of practice for written
consultations in addition to the Overview and Scrutiny of Health Guidance
document. The six main criteria of the code are as stated below:

o  Consult widely throughout the process, allowing a minimum of 12
weeks for written consultation at least once during the development of the
policy.

e  Be clear about what your proposals are, who may be affected, what
questions are being asked and the time-scale for responses.

¢  Ensure that your consultation is clear, concise and widely accessible.

Issues paper for-Joint Overview and Scrutiny Committee (Halton, St Helens & Warrington) 10.08.06
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) Give feedback regardihg the responses received and how the
consultation process influenced the policy.

(NB: the formal consultation process has not yet reached this stage, as the
public consultation does not conclude until 24™ August, and the response
date for statutory agencies has been extended until 15" September)

*  Monitor the Trust’s effectiveness at consultation, including through the
use of a designated consultation co-ordinator.

(NB: This is being managed by an external company)

¢  Ensure your consultation follows better regulation best practice,
including carrying out a regulatory Impact Assessment if appropriate.

(NB: This is in process)

The Trust has followed these guidelines and has obtained advice from the
Strategic Health Authority and the Trust's solicitors.

The Trust expects to receive a Report of the Consultation on 30" August
and intends to issue copy to partners thereafter.

Directors of the Trust have also attended Impact Assessment meetings with
Local Authority Colleagues during April and May 06.

An information pack on the consultations is available.

Q. 7.2. The panel appreciate the extension of the timescale in relation to the
Statutory Joint Scrutiny Committee, but feel that the timescales for the public
consultation and the fact that they will still end on 24 August did not allow

proper time for the full and proper involvement of service users, carers and
staff.

Please refer also to the response above.

It should also be noted that the Trust has had the benefit of feedback and
consultation with service users and carers regarding service provision, both
informally and formally, over the last two years. E.g. via - The Acute Care
Forum, the Patient and Public Involvement Forum (PPIF) (15" May '06) and
local service user and carer groups. A formal consultation event, funded by St
Helens PCT in 2004 as part of a review of local services, identified service user
concerns and desires for changes in services, that have been further informed
and confirmed since that time.

A series of 19 meetings were held with staff during the period 29" March and
25" April with more than 500 staff attending these.

In addition to the planned public consultation events, presentations have been
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given to: _

Local Implementation Teams/Mental Health Partnership Boards
Professional Executive Committees of PCTs

PCT Boards

Overview and Scrutiny Committees in all boroughs

Executive Officers of Local Authorities

A total of 12 planned public meetings and 19 other events have been held since -
1* June 2006.

The formal Section 11 public consultation period of 12 weeks commenced on
1%t June '06 and Section 7 consultation commenced at the same time.

Q. 7.3. The committee are concerned that publicity relating to the consultation
process did not appear to be thorough and adequate, and there seemed to be a
general lack of awareness amongst key professional groups and the public
about the consultation process.

There was an issue initially in St Helens when advertising posters had not been’
delivered. This was identified early in the period, and was immediately
addressed. We are not aware of any significant issues since then.

Two rounds of advertisements of consultation events have been placed in local
press in each borough.

Consultation documents were issued to 190 people and representatives of
organisations and all mental health service areas had documents and summary
leaflets available for patients/clients and visitors.

As noted above, 19 meetings were held with staff in the services affected by the -

proposals. In addition, separate meetings have been and continue to be held for
some groups of staff.

In addition to the public consultation meetings, there have been many borough-
based meetings for many groups as referred to previously e.g.

Service User groups

Carers’ groups

Primary Care Trusts

Professional Executive Committees of PCTs

Overview and Scrutiny Committees

Local Implementation Teams for the National Service Framework/ Mental
Health Partnership Boards.

Voluntary organisations.

Arrangements were made for a group of service users to travel to Norfolk and
Waveny Mental Health Trust to visit the services provided there.

Issues paper for Joint Overview and Scrutiny Committee (Halton, St Helens & Warrington) 10.08.06
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Q. 7.4 The cémmittee felt that some of the language used in the consultation
events made it difficult for people to properly understand the issues.

This is helpful feedback, we have not received this comment before, though we
recognise the issues are complex. We have given feedback to the presenters
regarding the language used and apologise if this was not right on all
occasions.

8. General Points

Q. 8.1. The committee felt that some general points were worthy of further
consideration. These include:-

Q 8.1.i) The lack of clear links with existing commissioning strategies for adults
of working age and older people:

The Trust is uncertain of the basis of this comment as the proposed model is
based on the Comprehensive Commissioning Strategy. The older people’s
Commissioning Strategy was still in the process of development and finalising
at the time that the new model was being considered around the boroughs. It is
recognised, however, that there will be a need to dovetail service changes with .
the recently approved commissioning strategy for older people.

To assist in the cross-referencing of the proposals to the Commissioning
Strategy, page references are noted on presentation slides and a separate
reference paper has been compiled for the Joint Overview and Scrutiny
Committee. (Appendix 1)

Q. 8.1.ii) The proposed Model of Care does not cover all recommendations of
the scrutiny exercise “scrutiny. of hospital discharge services for St Helens
residents with mental health problems”.

A joint health and social service action plan and response to the
recommendations is in process and a report is to be provided to the Overview
and Scrutiny Panel as previously advise by Jan East to Mike Wyatt on 8" June
2006. Changes made consequent to the action plan will carry forward into the
new model. ' '

Q. 8.1.ii). The focus on carers within the proposed Model of Care seems weak
and carers issues do not appear to have been properly addressed.

This was highlighted early in the consultation period and action for carers could
have been made more explicit in the Model of Care. However, the issue has
been discussed at many of the public meetings and carer's needs are implicit in
the model and in how we deliver all our services and use Effective Care Co-
ordination. We have also been meeting with carers’ representatives and carers’
groups in different boroughs.

The Trust is committed to working with all partners to ensure that carers’ issues
are addressed.

Issues paper for Joint Overview and Scrutiny Committee (Halton, St Helens & Warrington) 10.08.06
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A list of all the consultation events that have taken place is compiled and being
updated regularly. The most recent update is available as an additional item of
information for the Joint Overview and Scrutiny Committee.

Q. 8.1.iv) The need for a clear and robust training programme for staff at all
levels to support the proposed changes.

This is well recognised by the Trust, thus an existing Assistant Director is to be
seconded, from the 14™ of August, to the post of Assistant Director Staff
Development. His role will be to focus on and support the development of the
workforce as required to support the model.

The additional staffing for in-patient areas will facilitate the ability to release staff
for training

Q. 8.2. Governance and accountability arrangements — how will the new model
fit with current agreements?

Internal to the Trust, its governance arrangements will continue, subject as now
to external scrutiny for compliance against standards.

Locally in boroughs, these will continue to be agreed and exercised through the
Partnership Agreements. The provision of integrated services has been a
strong feature and benefit of local services and its continuation is an integral
element of service delivery, whatever the model.

Externally, the future commissioning by PCTs will be through detailed Service
Level Agreements rather than block purchasing. This will benefit the Trust and
PCTs in greater clarity of what is funded and what is provided. This will enable
improved governance to be applied.

Q. 8.3. Relationship with West Cheshire PCT - currently Halton provides a
service to residents in Helsby and Frodsham. The committee requires further
details about how this will be managed and financed in the future.

We will only in the future provide services for which the Trust is funded. We will
be happy to provide services if they are funded.

Discussions are ongoing to this effect and we expect this issue to be resolved
as part of the refining of financial allocations through the FT Diagnostic
Process.
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Page 69 APPENDIX 3

JOINT OVERVIEW AND SCRUTINY COMMITTEE

KEY ISSUES FOR MEETING WITH PCT’s 24™ AUGUST 2006

1. IMPACT ON SERVICE USERS AND CARERS

Are the PCT'’s satisfied that the plans are based upon the needs and wishes
of service users and carer ?

All 4 boroughs have ratified the 4 Boroughs Commissioning Strategy, which
contained a significant body of needs analysis and intelligence in relation to
feedback from service users and carers. In broad terms this information
translated into a possible direction of travel, which included Resource and
Recovery Centres to transform in-patient environments.

Individual boroughs have also demonstrated a range of engagements both
on-going and specific to inform service planning and redesign. Therefore, a
continuous process is operating to ensure service users and carers are
involved in the construction of local services. This would complement
systems and processes operating within other organisations.

At issue for service users and carers, as for the key partner organisations to
SBPT is the level of detail that is available and when information was made
available. ' ‘

Warrington’s Mental Health Partnership Board convened an extraordinary
meeting to receive a “Change for the Better” presentation. There were many
concerns raised by service users and carers alike which the 5 Boroughs have
endeavoured to consider.
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2. FINANCIAL IMPLICATIONS

2.1. Canthe PCT’s assure members that the financial implications of the
proposed model of care are robust ?

The PCT’s have available financial information as contained with DRAFT
reports leading up to the final version of Models of Care 12B and financial
reports provided by 5BPT at subsequent Borough specific meetings. The
PCT's await further detail and clarifications from 5BPT’s in relation to the

movements of funds from current to proposed service configurations.

It is though recognised that a disproportionate position will operate in relation
to the savings sought against each borough.

HEADLINE COMMENT
HALTON
The following is apparent within the proposed changes presented by 5BPT.

— The level of planned beds (from 69 to 38) could increase the use of Out of
Borough placements at cost to the PCT.

— The removal of the alcohol detoxification bed will potentially impact upon
costs (recognition exists that 5BPT assert that such a facility was never
funded and was based upon bed availability).

~ The transfer of a substantial number of patients out of Specialist mental
health service i.e. CMHT’s down from 2912 (contracts) to 350 (cases) and
the planned closure of day units (prescribing activity) will have a significant
impact for primary care and there is at this stage no planned investments
into Primary Care Mental Health capability and capacity.

— The proposed model does not include Psychiatric Intensive Care Provision
(PICU) and this is a parallel Business Case at a potential cost to the PCT
of £100K (shared bed with St. Helens).

— The proposed model has been costed for Halton without Early Intervention
Service (EIS) which is a component of Resource and Recovery and a
national requirement. 5BPT have identified additional cost of £186K to
delivery EIS.

- The overall financial context and achieving financial balance will lead to

the highest disinvestments within Halton i.e. £1,899,123 down from
£5,811,958 to £3,975,723.

-84
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ST. HELENS

Further discussions and subsequent information afforded by 5BPT would
indicate either a small increase in investment (+£404K) or a small decrease
(-£250K). The lack of clarify is due to accounting practices within 5BPT and
the continued apportionment of full service costs to either St. Helens or
Knowsley for shared services i.e. In-Patient environments, In-patient
Rehabilitation Services (now closed) and Psychological Therapy Services.

— As with Halton the planned reduction in CMHT’s activity from 1280 to 525
will have an impact upon primary care and again at this stage no additional
investment has been identified to increase capability and capacity within
Primary Care Mental Health Services.

— RRC based at Peasley Cross will require substantial capital funding and
whilst an indication of securement has been given by 5BPT, this needs to
be formalised.

— As already indicated, in relation to Halton, the shared PICU cost to St.
Helens would be £100K.

WARRINGTON

The decrease in in-patient beds from 60 to 32 could increase the need for out
of area placements, at extra cost to the PCT, if the calculations are not
accurate. '

The impact the model may have on Primary Mental Health Care Services may
be significant. At this point, there is no plan for investment into this area. |

As indicated in St. Helens and Halton, there is a separate funding request
from 5BPT to fund a PICU bed at a cost of £200k to the PCT.

The PCT is awaiting confirmation of understanding that the non-recurrent
financial support of £250K is to cover double running-costs, project
management and dissolution costs.

In conclusion it is evident that further detailed financial work is required to
inform understanding and decision making.

2.2. Are the PCT’s in a position to provide detailed costings to implement
and support the strategy including transitional costs where relevant ?

The PCT's are not able to provide detailed costings to implement and support
the proposed changes, as these are yet to be agreed and would be the
subject of further work. The PCT’s have indicated that they would make
available funds to assist with transitional work. The PCT'’s have identified

L
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£0.5M additional ONE OFF funds to assist with transition and the
establishment of a Project Team.

2.3. Interms of the 5BPT recovery plan, why are the savings being
financed solely from Adult Mental Health and only 4 of the relevant
Boroughs ?

This question may require further clarification from 5 Boroughs Partnership
NHS Trust, but the PCT’s would consider that this is partly presentational. In
that the 5BPT have parcelled together the financial pressures for 2006 / 2007
which are a combination of over-trading and Cost Releasing Efficiency
Savings (CRES). Together this amounts to a projected over commitment of
£7M. :

The 5BPT Recovery Plan seeks to address this by :
- Reducing back office costs by £1M, applicable to all 5 Boroughs.

— Achieve CRES to the tune of £2.6M, equally applicable to all
boroughs.

— Generate the balance through Models of Care, which is in line with
the recently agreed 4 Boroughs Commissioning Strategy.

Adult Mental Health Services is the core business of 5 Boroughs Partnership
NHS Trust and is considered the area requiring further modernisation and
redesign. As indicated “back office” costs and CRES will be applied across all
services and boroughs.

2.4. Does the recovery plan have any implications for CAMHS or Older
Peoples Mental Health Services. ? '

The proposed changes will not directly impact upon contributions from PCT'’s
to 5BPT in relation to the Commissioning of Child and Adolescent Mental
Health Services. Clearly 5BPT may apportion back-office costs and CRES to
this service area, but they have indicated no reduction of investment.

With regard to Older Adults, the model does incorporate older adults with
functional mental health needs. 5BPT have indicated that such needs will be
met within Resource and Recovery Centres, that access to Enhanced Day
Programmes and Crisis Resolution / Home Treatment will be available.

1
(@]
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However, the PCT’s have received no information in relation to the capacity
assumptions made to enable this change to be implemented.

There are concerns that the RCP recommendations for the number of beds,
which has been set at the lower end for adults, does not include consideration
of old age. This in the light of an ageing population does generate real
concerns. :

Equally discussions have identified a clear difference allied to inclusion of
Older Adults within Resource and Recovery Centres and the appropriateness
of this. '

It should be noted that changes and redesign are ongoing in older persons
mental health services which need to be dovetailed at implementation.

Proposed changes will impact upon Older Adults. Such changes have been
planned more in line with the Adult Mental Health 4 Boroughs Commissioning
Strategy as opposed to the Older Adults Strategy. The dovetailing of these
two positions requires further work.

2.5. The models of care aims to deliver cost reductions of £7M:;
approximately £4.4M from staffing and associated costs, with a further £2.5M
from general efficiency savings. Is this a sustainable solution ?

As explained in 2.1 to 2.4., the 5 Boroughs Partnership NHS Trust have
parcelled together cost reductions from Models of Care, back-office cost
savings and CRES to achieve the overall position of £7M. This is within the
context that whilst acknowledging the underlying financial problem, 5BPT did
achieve a balanced financial position at year end 05 / 06.

Given the available information provided, it is difficult to judge sustainability
without further work. Important will be transitional planning, agreed timelines
for implementation and the actual management and implementation of the
change,

2.6. In a presentation, the 5 Boroughs Partnership NHS Trust stated that the
proposed model would work, providing there was no disinvestments from the
PCT's. Can you confirm that this is the case? Can the PCT’s guarantee that
they are able to sustain this level of investment in future years ?

The PCT’s are not planning to remove investments from 5BPT as a
consequence of the proposed new Models of Care.

Warrington PCT is assured by the 5BPT that post implementation, it will be

investing at a lower level than it is now. There are current redesign projects
and proposals which are currently underway. These will need to be

B ¥
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completed and the cost implications considered separately to the Model of
Care.

However, PCT'’s retain the right as commissioners to explore whether
services can and should be provided by another provider. For example the
proposed Access and Advice Centre does not have to be located within
specialist mental health services and this could sit in Primary Care. This
would involve either a partnership with 5BPT to deploy staff or staff being
employed by the PCT's.

The proposed service changes will not lead to PCT’s disinvesting in mental
health services. To the contrary PCT’s will maintain the current levels of
investment to enable 5BPT to work differently and achieve greater efficiency
and effectiveness allied to current investments. 5BPT are seeking to
reconcile activity to the current investment levels. This explains the dual
objectives of service improvements and financial balance.

As with all statutory organisations, the PCT's are not able to guarantee
investments at a particular level for always. However confidence exists that
PCT investments into mental health services will rise to both keep pace with
pay and prices, but also afford service enhancements. The question will be
the timeframe and level of growth.

2.7. Inthe 5BPT presentation it was identified that overall investments by
PCT's in mental health services was significantly below the regional and
national average. Will the PCT’s not only sustain current investments but look
to increase, if to a reasonable average, so that community services are not
put at risk because of bed closures ?

The PCT's accept the below average spend per head of population on mental
health services that has built up over many years and that will take time to
address. However PCT'’s are firstly seeking to ensure that current
investments are deployed efficiently and effectively to progress positive
outcomes for service users and carers. Equally that the configuration of
services across the whole system is safe, sound and supportive. PCT’s have
invested within mental health services and will continue to do so.

It is acknowledged that Warrington PCT invest at a higher rate (statistics /
evidence). To this effect, the PCT would be looking to disinvest to enable
investment elsewhere.

The PCT's accept that in-patient services can only be reduced with
corresponding enhancements to community service infrastructures. To-date a
shift has been taking place, as required by the Department of Health, away
from in-patient services to supporting individuals at home and within
community locations. This explains the development of Assertive Outreach,
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Crisis Resolution / Home Treatment and Early Intervention Services, together
with Gateway and Graduate Workers to support primary care.

The Resource and Recovery Centre approach is seeking to re-balance
existing resources to promote the shift away from a reliance upon in-patient
services.

3.

BED REDUCTIONS

3.1. Are the PCT’ satisfied that the actual and proposed reduction in in-
patient beds is realistic and sustainable ?

The PCT's would make the following overarching comments in relation to the
planned, in-patient bed reductions within each borough, as this is differentially
applied. The following arises :

The reduction of in-patient bed environments is in line with national policy
and a target of 30%. This is directly related to the establishment of Crisis
Resolution / Home Treatment Services and the switching of resources
away from in-patient services towards community. This position is further
supported by Early Intervention Services, which will identify and intervene
to prevent undetected psychosis and Assertive Outreach Services which
will work intensively with those who are difficult to engage and were
previously characterised by frequent admissions to hospital.

SBPT are not though seeking to adhere to the national position but
seeking to achieve greater in-patient reductions, in line with the minimum
recommended population figures identified by the Royal College of
Psychiatrists.

The proposed in-patient bed reductions is further complicated by the
inclusion by 5BPT of current in-patient beds for Older Adults with
functional mental health needs. At present there are no recommended
bed numbers per population for Older Adults with such needs. The Royal
College of Psychiatrists are currently working to provide advice in relation
to this matter.

SBPT have therefore used the Royal College of Psychiatrists minimum
figure for Adults, but in-patient provision within each borough will respond
to both Adult and Older Adult needs.

In-patient bed reductions can only be achieved, in a safe, sound and
supportive manner, if a comprehensive, complementary and integrated
community infrastructure exists across the whole spectrum of services and
service providers. « This is therefore central to any proposed
reconfigurations of services. In essence the balancing of resources to
assure unintended impacts do not occur elsewhere.

en
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— The consideration of both Adults and Older Adults within the same ward
environments, even with the proposed high staff to patient ratio’s will
present challenges. This has been the subject of further discussion and
the importance of age appropriateness in service terms. For St. Helens,
the proposed move to Peasley Cross will continue current practice of
mixed environments, for Halton and Warrington the proposed change will
move from separate environments to mixed.

HALTON

The context of Halton Borough is such that Crisis Resolution / Home
Treatment Services have only recently been operationalised and that Early
Intervention Services still are not provided. The PCT accepts as
commissioners responsibility for this.

As indicated what is proposed by 5BPT is greater than the national 30%
target. SBPT will seek to reduce in-patient beds from 60 to 38 by the closure
of two wards, ONE for Adults (which would achieve the 30% i.e. 17 adult
beds) and ONE for Older Adults with functional mental health needs, an
additional 14 beds.

At issue with this approach is the Intention to exceed the national target,
without the proposals assuring community infrastructures (i.e. EIS not costed
in) and to add older adult in-patient facility into the reduction. In essence the
proposed Resource and Recovery Centre for Halton will operate at 38 in-
patient beds for both adults and older adults.

WARRINGTON

As for Halton, what is being proposed by 5BPT is in excess of the 30% target.
The proposals for the reduction in in-patient beds is from 60 to 32, with the
complete closure of the older persons functional iliness ward. The PCT have
concerns about the number of beds, the lack of robust community
infrastructure and the ability to manage the two client groups safely in the
same environment.

The proposed reconfiguration of in-patient services, in the absence of a
comprehensive community infrastructure, will involve significant risks to PCT’s
and partners. Such a position is further compounded by the proposed
timeframe for change i.e. Halton will be the first borough to implement the
Resource and Recovery Centre Models.
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3.2. Given that bed occupancy is currently in excess of 100%, are the PCT’s
confident in the Trusts ability to quickly achieve up to 50% bed reductions,
given that there is no sign that the new NHS Teams which are now largely in
place, have had any impact on bed usage by the Trust so far ?

This question reflects both the paucity and reliability of information provided
by SBBT in that it was the case, and could still be applicable in certain
boroughs, that with the existing in-patient numbers, occupancy levels have
exceeded over 100%. This is though equally related to the introduction or
otherwise of the new services. PCT’s acknowledge that Assertive Outreach,
Crisis Resolution / Home Treatment and Early Intervention Services are either
consolidated, still developing or not in place. As such the proposed changes
will achieve consistency of establishments for all boroughs.

Consequently boroughs continue to operate differentially and this correlates to
varying levels of in-patient occupancy.

We therefore require from 5BPT’s actual performance in relation to in-patient
occupancy levels and projected trends. National evidence would support the
Crisis Resolution / Home Treatment target of 30% reduction in in-patient
services.

As indicated earlier the complicating factor remains that 5BPT have imported
Older Adults in-patient facilities into over bed reductions. This explains the
proposed position within Halton and whether the number suggested is
sustainable i.e. the national CRT / HT position is for Adults only.

4. COMMISSIONING STRATEGY

4.1. Are the PCT’s satisfied with the proposed model of care and does it fit
with the relevant commissioning strategies ?

The proposed reconfiguration of services provided by the 5BPT is focussed
upon ADULTS of WORKING AGE and OLDER ADULTS with functional
mental health needs. :

The proposed model does not therefore address other service areas provided
by the 5BPT, notably :

— Children and Young People (CAMHS)

- Older Adults with organic Mental Health needs.

o
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— Adults with Learning Disabilities

— Substance Misuse Services

The model is evidence based and modelled upon service changes within
NORFOLK and WAVENEY.

(Warrington PCT has some concerns that this is the only model that the 5
Borough Partnership appear to have considered. It has only been in place for
8 months so has it been fully evaluated ? The model took 18 months to
implement, much longer than what the 5 Boroughs are anticipating.)

Early indications within this service indicates :
— Reduced in-patient length of stay
— Decreasing emergency admissions

— Positive staff commitment.

Such a position is balanced by operational change less than 12 months and
emerging feedback from primary care of increasing referral rates. It is
planned for a team of officers to visit representatives within NORFOLK and
WAVENEY.

The concept of a RESOURCE and RECOVERY CENTRE, supported by
complementary community services does therefore provide a sound platform
to modernise mental health services. The key though remains transition and
implementation recognising that “the devil is in the detail”.

With regard to the recently agreed 4 Boroughs Commissioning Strategies
(Adults of Working Age, Older Aged Adults and CAMHS) a direction of travel
towards New Models of Care was indicated. However, this was within a
whole systems context and a tiered approach to mental health services.

It is the case that 5BPT are seeking to work differently without fully
considering the implications for the whole systems of support and service
provision. The PCT's would therefore endorse in principle but seek efficient
and effective transition planning to assure implementation.

4.2. Are the PCT's satisfied that the proposed model is clinically robust ?

The model as proposed by the 5BPT is considered to be clinically robust. In
that it is seeking to comply with the National Policy Implementation Guide for
the Complementary specialisms i.e. CRT / HT , AOT and EIS, it is based upon
evidence in practice elsewhere i.e. NORFOLK and WAVENEY Mental Health
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Trust and will progress the standards recommended by the National Institute
for Excellence (NICE). Equally the reconfiguration of in-patient services will
comply with Safety First and Safer Services in the levels of patient to staff
ratio’s, fit for purpose physical environments and workforce development to
embrace the proposed service models.

The PCT would seek advice from the specialist provider “as the expert” in
relation to overall clinical governance.

The Warrington PCT Board have requested evidence of the clinical
governance impact assessment to ensure patient safety, risk management
and business continuity.

4.3. How does the proposed model of Care, and the recovery plan, relate to
emerging developments in practice based commissioning ?

It is at this stage too early to give a definitive position in relation to the
emerging Practice Based Commissioning Consortia within each of the
Boroughs. Presentations by 5BPT's to the Professional Executive
Committees and Primary Care Trust Boards has identified a need for further
engagement with Primary Care.

Primary Care is supportive of the move from in-patient provision to enhanced
community infrastructures. This change would be in line with the imperatives
for Practice Based Commissioning to further develop primary care capability
and capacity.

As indicated already, such a position recognises a tiered approach to service
provision and advances STANDARDS TWO and THREE of the National
Service Framework i.e. Primary Care and Access.

All of the above though is set within a financial context of constrained
resources across health economies.

5. CONSULTATION PROCESS

5.1. The PCT’s believe that there has'been effective consultation with staff
working in the 5 Boroughs Trust and allied professionals, for example GP’s ?

With the progress of the formal consultation and direct meetings held within
the specific boroughs, 5BPT have provided reassurance that staff
consultations have been undertaken. This is a continuous process and both
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internal and publically held meetings have afforded staff consultation. The
5BPT have also actively engaged with Unions and professional bodies.

Presentations to the Professional Executive Committees of PCT's and PCT
Boards has identified a need for engagement with G.P’s and Primary Care.
Whilst supportive of the shift away from in-patient services, further discussion
is required given the movement of patients.

5.2. Do the PCT’s have confidence in the 5 Boroughs Partnership NHS Trust
to deliver the proposals as described safely and in full and that appropriate
consultation with all stakeholders will have been undertaken ?

The PCT'’s are at this stage not able to reach conclusions in relation to the
delivery of the proposals to change services. This reflects the on-going
nature of the consultation process, a developing body of information and a
focus, now acknowledged by 5BPT, that agreement in principle is the first
stage of the proposed change programme. As such engagement with 5BPT
is building and more information has been provided to inform decision making
as to the appropriateness of the model.

However, the PCT's are clear that if agreed in principle, critical to the change
programme would be transitional planning, involving all partners and
stakeholders and a robust programme of implementation, that is realistic and
achievable within appropriate timelines. A measured approach, incremental
in nature, is required to assure services are safe.

The PCT’s do accept that the proposed change programme, within a context
of financial imbalance, will challenge the capability and capacity of the
organisation.

SBPT are endeavouring to learn fro the consultations and respond to partners
enquiries in a meaningful manner. The proposals are significant and will
require organisational leadership, workforce developments, strong
communication processes and capacity to project manage the change
programme. To-date 5 Boroughs have no experience of change within
services on the proposed scale.

The PCT’s are endeavouring to work with 5BPT and partners to ensure that
the proposed changes, if agreed, are implemented in a robust manner.
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6. ELIGIBILITY CRITERIA

6.1. Who is responsible for defining eligibility criteria for Mental Health
Services in the boroughs.

A combination of factors, interdependent in nature apply in relation to service
accessibility and eligibility. A different position operates in part for health and
social care organisations, but recognises the need for organisations to
manage demand for services, within finite resources. In broad terms the
statutory bodies are responsible for demand management and the use of
eligibility criteria.

— For health eligibility is a clinical activity and access to services will reflect
resources deployed. Health will manage demand through waiting lists.

— In the case of Local Authorities Fair Access to Care Services (FACS) is
applied.

— Integrated services will seek to weld these two positions to discharge the
respective responsibilities and duties of each organisation within available
resources.

The key is patient appropriate care pathways affording progression of an
individuals needs and circumstances.

6.2. The PCT have any analysis of how the tightening of eligibility criteria will
impact on the range of community health services including G.P’s. Are the
PCT’s intending to allocate additional resources to G.P’s and other
community services to cover any gap in services currently provided by 5BPT?

The PCT’s are engaged with Local Authority Commissioners and Providers to
complete Whole Systems Impact Assessments. Such Assessments will seek
to identify the potential impacts given the planned reduction to in-patient
services and changes to community services currently provided by 5BPT.
Such a position recognises that services other than those provided by 5BPT
are constrained and in some cases under-developed. As a consequence the
proposed movement of people away from specialist mental health services
will create pressures elsewhere within the local health and social care
systems.

As already indicated at this stage, the PCT’s have identified no additional

investments to absorb the potential implications flowing from the proposed
New Models of Care.
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7. IMPACT ON SOCIAL CARE SERVICES

7.1 Are the PCT's satisfied that the Trusts claim that there will be little or no
impact on social care services and costs following bed closures is correct ?

The PCT’s are not able to endorse such a position because the partners are
still seeking to scope whole systems impacts allied to the proposed change.
The new Models of Care has been progressed largely in isolation and is
focused upon 5BPT working differently. There is therefore little ewdence to
suggest that 5BPT have considered other implications.

The PCT'’s are therefore not able to confirm the assertion by 5PT that there
will be no cost consequences to partners. On the contrary the outcome is
likely to be additional costs for both the PCT’s and Local Authority partners.
The New Models of Care will not release resources for reinvestment.
Additionality will be achieved, if at all, through a rebalancing of services.

7.2. Do the PCT's consider that additional pump-priming monies over an
extended period are needed to fund additional community health and social
care services, so that closures can be done safely ?

As already indicated, the PCT’s recognise that in-patient services can only be
reduced safely with corresponding enhancements to community services.
The 5BPT are indicating that proposed service model will provide
complementary community services to sustain the proposed levels of in-
patient services.

For St. Helens, as now presented, this has been achieved and 5BPT will only
seek to reduce the RRC by one additional bed. In contrast within Halton, the
PCT is not assured that the planned level of RRV in-patient service is
sustainable. This is because the proposal, as presented will not deliver Early
Intervention Services and involves the loss of ONE Older Adult Ward for those
with functional mental health needs. Equally partners have reported that the
wider community service infrastructure is constrained.

WARRINGTON
Warrington PCT will only be pump-priming, on a non-recurrent basis, £250K,
to facilitate the transition of services — project management, double-running

costs and dissolution costs.

Again, there are concerns about the range and robustness of community
services.
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Therefore a mixed picture prevails across the three boroughs requiring further
discussions before a resolution of the way forward can be achieved.

7.3. Given that Mental Health Services are provided on a very integrated
basis between the Trust and the LA’s and are closely interdependent, are the
PCT's satisfied with the low level of recognition by the Trust within its process
of Consultation and its published document as to the importance of Local
Authority Social Care Services is achieving bed reductions, social inclusion
and recovery ?

This is, in many ways, the most fundamental of all the questions, in raising the
nature of current relationships and whether partnership is real. It is the case,
that despite formal and informal partnerships to assure integration, co-location
and professionals working together, that the 5 Boroughs Partnership NHS
Trust is a health organisation.

It is therefore difficult to evidence proactivity allied to social inclusion,
recovery or the social model of mental health. This remains a challenge for
5BPT.

Such a position was evidenced in the earlier drafts of Models of Care, which
reconfigured and provided services with health only establishments. The
absence of social care was apparent but reflects both the core Service Level
Agreements i.e., PCT’s and the original remit from PCT Chief Executives
allied to the Department of Health policy to achieve financial balance.

It could therefore be considered that in the current integrated service
situations, that Local Authority Social Care establishments will be additional to
the proposed Models of Service as presented by 5BPT. Again this matter
requires further discussion.

8. TIMESCALES

In the PCT'’s views, are the revised timescales for the lmplementatlon of the
proposals realistic and achievable ?

Given the scope of the proposed changes, and that partner organisations
were not include in the pre-planning, then the statutory 12 weeks consultation
period has generated undue haste. The danger exists that the condensed
period of consultation will not enable a thorough exploration, given a relatively
low starting point of available information.

77




Page 84

This explains the 5BPT decision to extend for statutory partners the
consultation period.

The reality now is such that there is a growing sense of mistrust on the part of
partners. The timing and length of consultation is set against the financial
context within which 5BPT is operating.

The PCT's are of the view that the concept and model proposed is
appropriate and a sound basis for modernisation of services.

However, the scale of the proposed changes will require robust transitional
planning and rigorous project management to enable implementation. The
PCT's would therefore require evidence of joint impact assessments and
transitional plans to inform decision-making before any service changes were
implemented.

The original proposals were not realistic or achievable and it is noted that
SBPT will now reschedule the original plans to at least the commencement of
financial year 07 / 08.

9. GENERAL

Are the PCT's satisfied with the out of hours arrangements proposed in the
reports ?

The information as provided was confusing in relation to Resource and
Recovery Centres and availability Monday to Friday 9.00 a.m. — 5.00 p.m.
SBPT have clarified that this is in relation to enhanced day therapies.

The Crisis Resolution / Home Treatment Team and in-patient services will
operate on a 24 / 7 basis to provide appropriate responses to people in acute,
emergency or crisis situations.

10. ASHTON, LEIGH AND WIGAN

Can the PCT’s explain the position relating to Ashton, Leigh and Wigan. In
particular the panel would like to know why Ashton, Leigh and Wigan are
being excluded from the consultation when our understanding is that it still
intends to utilise higher tier services from 5BPT. The Panel would also like
clear understanding of what will happen to St. Helens residents who utilise
Wigan Services, some of whom are registered with G.P’s in Ashton, Leigh or
Wigan ?

Ashton, Leigh and Wigan are not subject to the proposed New Models of Care
and therefore the Consultation process, as they have commissioned a
separate review of all mental health services. Ashton, Leigh and Wigan will
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explore a range of service configurations identified through this process to
determine the future providers of mental health services. Ashton, Leigh and
Wigan continue to commission services from 5BPT pending the conclusion of
the options appraisal. ,

Equally Ashton, Leigh and Wigan were performance managed by Greater

Manchester Strategic Health Authority whereas the other 4 Boroughs relate to
Cheshire and Merseyside Strategic Health Authority.

11.  ST. HELENS, HALTON AND WARRINGTON PCT SPECIFIC

11.1 |Is the PCT satisfied that the actual and proposed reduction in in-patient
beds in St. Helens is realistic and sustainable ?

ST. HELENS

Discussions with 5BPT has now clarified the current in-patient position. 5BPT
have confirmed that with the additional investments provided by the PCT
(£1.4M over three years), Crisis Resolution / Home Treatment, Assertive
Outreach and Early Intervention Services are operational. This has enabled
an incremental in-patient bed reduction from 50 down to the present position
of 34. The proposed change to a Resource and Recovery Centre Model will
only involve ONE further bed reduction.

HALTON
Seeltem 3
WARRINGTON

See Item 3.

11.2. The Panel would also like clear understanding of what will happen to
St. Helens residents who utilise Wigan Services, some of whom are
registered with G.P’s in Ashton, Leigh or Wigan ?

PCT Responsible Commissioner Guidance is based upon G.P. registered
populations and not ordinarily resident, as is the case of Local Authorities.
This explains the ability of residents of one borough, registered with G.P.’s in
another borough able to access health services within that borough. This
position will remain unchanged. R
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HALTON SPECIFIC QUESTION

11.3. Can the PCT please clarify whether the funding in relation to Frodsham
and Helsby patients has been resolved ? :

This matter remains the subject of on-going discussions involving both 5
Boroughs Partnership NHS Trust Officers and Officers from Halton PCT. 5
Boroughs Partnership NHS Trust, as part of preparatory work for the
proposed New Models of Care, have identified that the current activity
exceeds the £130K p.a. received from West Cheshire PCT. 5BPT have
quantified the value of such activity to be in excess of £1M.

However at this stage West Cheshire are not accepting the case made by
5BPT and this remains the subject of on-going negotiations. The reality is
that costs incurred in the provision of services will not be recovered. The
focus will be to determine the value of the Service Level Agreement for the
remainder of this year and the future thereon.

Whilst this is an important issue, Halton PCT are focused upon the proposed
reduction that is Halton specific i.e. £1,899,123. In that whatever the
resolution is allied to West Cheshire, 5BPT are proposing reductions to the
cost of Halton wide services.




