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TO: Social Work Committee 

FROM: Alexis Jay 
Head of Social Work Services 

NORTH LANARKSHIRE COUNCIL 

Subject: Management of Residential and 
Nursing Home Care Turnover 

REPORT 

DATE OF 
COMMITTEE: 26 November 1996 

IREF: I 

1 PURPOSE OF REPORT 

1.1 The purpose of this report is: 

(a) 

(b) 

(c) 

to describe the Social Work Department's arrangements for public funding of residents in 
residential and nursing home care in the voluntary and private sectors; 
to report the budgetary implications of new placements and deaths amongst publicly funded 
residents between April and September 1996; 
to make proposals for managing budgets for the remainder of the 1996/7 financial year. 

2 BACKGROUND 

2.1 One of the major changes introduced by the 1993 community care reforms was the transfer of 
responsibility for the public funding of residential care and nursing home places from the 
Department of Social Security (DSS) to Social Work. Under the DSS, public funding was available 
provided the individual's income was insufficient to meet the cost of care, and they were eligible for 
income support. After April 1993, funding became conditional on a community care needs 
assessment, in addition to means testing which local authorities were required to apply on the same 
basis as the DSS income support rules. 

2.2 In addition to the obligation to assess individual needs, local authority Social Work Departments 
are required under Secretary of State's Directions and Scottish Office Circulars to: 

(a) 

(b) 
(c) 
(d) 

(e) 

offer people care in their own homes or in a homely environment, wherever this is possible 
and consistent with their assessed needs; 
ensure that the care packages are determined by assessed needs and individual choice; 
respond flexibly to individuals' needs; 
avoid fitting individuals into existing services, and to tailor services to meet individual 
need; 
offer people a choice of establishments, whether nursing or residential home, if this is 
consistent with their assessed needs. 
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2.3 The new funding regime involved progressive transfer of funding from the DSS to local 
authorities, originally intended to occur between 1993/4 and 1998/9, although it should be noted 
that there has been no recent confirmation that the original timescale will be adhered to. 
Essentially, local authorities receive an additional amount of funding transferred from the DSS 
each year (known as Care Element Transfer or CET). This has to meet the cost of: 

(a) 

(b) 

(c) 

providing community based services as an alternative to residential and nursing care; these 
should be developed flexibly, to meet assessed needs; 
funding new residential placements, as DSS funded residents die and new placements are 
made from local authority funding (known as Turnover); 
a small element of growth (in residential or nursing home placements, or community 
alternatives) which the DSS would have funded through the former system. 

2.4 Changes in the NHS are also directly relevant, particularly in relation to changed criteria for the use 
of NHS continuing care beds for frail older people and people with dementia. This will be the 
subject of a separate report to the Social Work Committee. For the purposes of this report, 
Committee is asked to note that there has been no additional transfer of resources from Lanarkshire 
Health Board in respect of older people since January 1995. The Health Board has indicated that no 
NHS continuing care beds for older people have closed since January 1995, although it is 
understood that there currently are a significant number of unoccupied beds in some NHS units. It 
is proposed that the Director of Social Work should seek urgent discussions with the General 
Manager of the Health Board on this issue. 

3 MANAGEMENT OF CARE ELEMENT BUDGETS 

3.1 The management of the residential and nursing home turnover budgets is complex for a number of 
reasons: 

(a) the Social Work Department is required to anticipate the outcome of needs assessments in 
order to provisionally estimate the likely level of new placements it will require to make in 
nursing homes and residential homes throughout the year, but to nevertheless retain the 
flexibility to respond to assessed need by providing a home based package of care where 
this is required and is the choice of the individual: 
the number of rm new placements depends among other factors on deaths of existing 
residents 
the rate of uniovrr from DSS funding to local authority public funding is also 
unpredicidblc. since i t  is determined by deaths of DSS funded residents: 
placements and deaths are unlikely to be spread evenly over the financial year. 
Circumstances such as severe weather conditions and influenza epidemics impact on the 
numbers of deaths and may result in increasing numbers requiring residential or nursing 
home care. Again, the impact is unpredictable in terms of the likely effect of net new 
placements: 
Towards the end of the financial year, an increase of net placements over the figure 
anticipated has a limited, part year effect on the current year's budget but if uncontrolled 
will result in  a much higher opening commitment than the Council's turnover funding for 
the following year. 

(b) 

(c) 

(d) 

ho are publicly funded by the Council, and is therefore unpredictable: 

(e) 
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3.2 The Committee will be aware that in the latter half of 1995/6, the Scottish Office Social Services 
Inspectorate carried out an inspection of social work practice with regard to assessment and choice 
for older people in Lanarkshire. Its findings included: 

(a) 

(b) 

(c) 

that the predecessor authority's funding of residential and nursing home placements was 
consistent with Scottish Office assumptions and Care Element funding transferred; 
that there was evidence of intensive services having been developed and made available to 
support people in their own homes; 
that there was no evidence to support allegations of bias on the part of Social Work 
authorities in making placements in residential and nursing homes. 

3.3 Members will be aware that because the care element budget is cash limited, the Social Work 
Department's capacity to sustain existing community based services at current levels, and provide 
home based packages following new community care assessments or reviews, is contingent on 
effective management of placements in residential care and nursing homes. If net placements 
significantly exceed anticipated levels, this would result in a reduction of care element funds 
available to support community based services. 

4 OPENING COMMITMENT INHERITED BY NORTH LANARKSHIRE 

4.1 The social work information system and related financial information system which the shadow 
authority inherited from Strathclyde indicated that at the end of March 1996, North Lanarkshire 
Council inherited a commitment to fund 433 residential and nursing home places. Both 
information systems were suspended over the period of re-organisation, leading to a situation where 
placements continued to be made up to 31 March 1996, but neither placements nor discharges were 
logged on the system. A detailed check has now been completed, which shows that the opening 
commitment at the start of April 1993 was for 483 places. This represents an inherited financial 
commitment of f4.83M, which is 60.5M greater that originally estimated. 

5 ANTICIPATED PLACEMENTS 1996/7 

5.1 On the basis of Scottish Office figures, and subject to the qualifications regarding assessment of 
individual's needs and choices, it  is estimated that the care element funding received by North 
Lanarkshire was sufficient to fund an additional 188 netplucemerzts in residential and nursing 
homes during 1996/7. This is equivalent to a net increase of L&,Z,&unlacements per month. The full 
year financial effect of these placements in 1997/8 is estimated at f878,OOO. 

5.2 In addition to long term placements, it was estimated that funds were required for 468 episodes of 
respite care, to support carers and help sustain people living in their own homes. 
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6 ACTUAL PLACEMENTS APRIL - SEPTEMBER 

The table below provides information on a monthly basis for anticipated placements, admissions, 
deaths and the net monthly placement figure up to October 1996. 

Anticipated and Actual Net Lons Term 

Residential and Nu rsing Home Placements ( A y i l  - Octobe r 1996) 

April 
May 
June 
July 
August 
September 
October 
November 
December 
January 
February 
March 

Anticipated Actual 
net placements net placements 

Monthly Cumulative Monthly Cumulative 

15.7 
15.7 
15.7 
15.7 
15.7 
15.7 
15.7 
15.7 
15.7 
15.7 
15.7 
15.7 

15.7 15 15 
31.4 38 53 
47.1 22 75 
62.8 19 94 
78.5 15 109 
94.2 6 115 

109.9 
125.6 
141.3 

157 
172.7 
188.4 

6.1 An analysis of the first two quarters of 1996/7 shows that a net total of 115 long term places were 
made during this period. This means that net placements averaged at 19.2 per month, instead of the 
anticipated 15.7 net places per month. A number of factors are relevant in explaining the higher net 
placement 'figure, with substantial variation at local level. These include: 

(a) 

(b) 

(c) 

(d) 

in some areas, backlogs of completed assessments recommending placement, for whom 
decisions about funding had been deferred to the new financial year: 
increased placements by Wishaw area team arising from the closure of Stewarton House, 
in line with needs assessments and residents' choices; 
differential demand for residential and nursing home placements from acute hospital units. 
These patterns are still being investigated; 
significant variations in the pattern of discharges (which are mainly deaths), impacting on 
net placements made by the area teams in an unpredictable manner. 

C:LOTSUITEL~MIPROWSREPOR~~NHCTTEE~.SAM 
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7 PROPOSED TARGET PLACEMENT LEVELS NOVEMBER - MARCH 1997 

7.1 It is considered essential that the Department remains within its original estimates for funding for 
growth in net placements for 1996/7. The consequences of failing to do so would be: 

(a) 

(b) 

some reduction in the Department's capacity to provide community based services in 
response to assessed need, during the current financial year; 
a higher than anticipated opening commitment for public funding of residential care and 
nursing homes at the start of 1997/8. If the current level of placements were to be sustained 
at 19.2 instead of reducing to bring the average net monthly admissions back to 15.7 over 
the year, the full year effect of the a&z placements in 1997/8 would be 5372,000. This 
would inevitably result in serious restrictions on the Department's capacity in 1997/8 to 
fund new residential/nursing home placements or community based services to meet 
assessed needs. 

7.2 It is therefore proposed that the Social Work Department make every effort to bring residential and 
nursing home placements back within the original target of net growth of 188 long term placements 
during the current financial year. This would require net long term placements to be limited to 73 
places up to the end of March 1997. 

8 MANAGEMENT ACTION 

8.1 To achieve the target of 73 net long term placements during the remainder of the current financial 
year, the following management action is proposed: 

(a) the Social Work Department will respond to assessed needs for nursing home and 
residential care by targeting the allocation of resources at only the most vulnerable people. 
In so doing it  is recognised that these are likely to be people currently living in the 
community rather than those already living in forms of institutional care; 
Social Work Headquarters will take an overview of nursing home and residential care 
placements, in order to ensure a consistent approach to placing across the authority, and 
priority based on need: 
senior officers will seek urgent discussions with Lanarkshire Health Board, to assess the 
impact of changes within the NHS on the demand for residential and nursing care, with a 
view to negotiating an appropriate transfer of resources from the Health Board. 

(b) 

(c) 

RECOMMENDATIONS /.... 
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9 RECOMMENDATIONS 

9.1 Committee is asked to: 

( i )  note the terms of the above report; 

(i i)  endorse the management action proposed by the Social Work Department officers; 

(iii) note that the Director of Social Work will seek urgent discussions with the General 
Manager of the Lanarkshire Health Board regarding resource transfer for services for 
elderly people. 

Lv %v 
Alexis Jay 
Head of Social Work Services 
November 1996 

I? 
For further information on this report p l eae  contact, Duncan Mackay, Principal O f f e r  (Planning and Development) (TEL: 01698 332067) 
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