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ADULTS & HEALTH SELECT COMMITTEE 
14 JULY 2020 
ASC TRANSFORMATION UPDATE 
 
 
Purpose of report: To provide an update on the Mental Health, Market Management and 
Practice Improvement transformation programmes. The Committee is considering separate 
reports on the Learning Disabilities and Autism Service and Accommodation with Care and 
Support programme.  
 
 
Background  
 
1. The ASC transformation programmes were set up in April 2018 as part of the 

Council’s transformation programme and built upon changes already underway in the 
Directorate. They were shaped by the findings of the Local Government Association 
(LGA) peer review which was undertaken in summer 2018 and supported by the 
Social Care Institute for Excellence (SCIE) as our improvement partner.  

 
2. In October 2019, the Adults Leadership Team reshaped the portfolio into five 

transformation programmes which were agreed by Council as follows: 

• Accommodation with Care and Support 

• Learning Disability & Autism 

• Mental Health 

• Market Management 

• Practice Improvement 

3. £3.8m of transformation funding was agreed by Council in February 2020 to support 
the Learning Disability & Autism, Mental Health and Practice Improvement 
programmes during 2020/21. A further £1.4m was agreed by the Council to support 
the Accommodation with Care and Support and Market Management programmes. 
This funding is designed to provide additional capacity to deliver change. 

4. Adult Social Care continues to be busy through the current and future anticipated 
surges in Covid-19 activity. All the transformation programmes have been impacted 
to some degree by the pandemic. Some deliverables have been delayed, but for 
others Covid-19 has provided an impetus, such as for the set-up of a joint central 
placement team. We are also looking for creative ways to deliver things in different 
ways, e.g. strengths-based practice is being rolled-out virtually and teams are 
undertaking telephone reviews (where appropriate). 

 
 
Progress and forward focus  
 
5. The long-term strategic ambition of each of the transformation programmes is set out 

in the tables below. The headline messages, the key achievements and activities 
planned for the next period are also summarised. Looking forward, we have included 
the key milestones for the programmes during 2020/21. 

 

6. A member of the ALT is the Accountable Executive for each programme and 
progress is reviewed each month by ALT. 
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Case studies  
 
7. A couple of case studies have been included to illustrate some of the ways in which 

the ASC transformation programme is reshaping our services to make a difference to 
people’s lives whilst also delivering savings.  

 
8. They demonstrate our strengths-based approach in action. This is all about focusing 

on what is most important to people, recognising their strengths, helping them to stay 
connected to their communities, providing short term help, only assessing for the long 
term when someone is at their best and actively promoting independence. 
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Mental Health  AMBER 

Long-Term Strategic Ambition 

• Develop a new operational model and structure, with a clear professional social work MH identity 

• Embed new social models that support people at an earlier stage and deliver outcome focussed recovery 

• Set up an ASC Mental Health Hospital Discharge Team 

• Reshape Older Adults Mental Health 

• Develop the Approved Mental Health Practitioner (AMHP) service 

• Deliver enablement and reablement for people with mental health needs 

• Look at demand and capacity requirements 

• Develop a training and professional development plan 

• Embed a strength-based approach and the increased use of technology enabled care 

Headline messages (end June 2020) 

• Phase 2 programme plan has been revised in light of the Covid-19 pandemic 

• Work is now underway to resume the review of mental health service structures 

• Efficiencies plan to be finalised 

Key achievements and activity completed (end June 2020) Key activity planned for the next period  

• Work has begun on options for delivering efficiencies 

• Structural review work undertaken to identify ways in which a new 
management model could be funded 

• Information Sharing agreement between Surrey and Borders 
Partnership (SABP) and SCC to be formalised 

• Agreement to be reached on the approach to delivering identified 
efficiencies 

• Review of mental health structures 

Key milestone for 2020/21 

• Establish a Hospital Discharge Team with key supporting protocols to facilitate the timely discharge of mental health patients by April 
2020 
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Market Management  AMBER 

Long-Term Strategic Ambition 

• Introduce new centralised processes, governance and decision-making accountabilities and authorities 

• Embed a new structure and organisation of commissioning roles including a new central placements team 

• Refresh the Adult Social Care commissioning strategy 

• Undertaken market intelligence and benchmarking 

• Revise Market Positioning Statements 

• Undertaken stakeholder management and communications planning 

• Revise contracts with suppliers 

Headline messages (end June 2020) 

• Market Position Statements - Will need to be reviewed in light of Covid-19  

• Inflationary Uplifts - All requests have been told no reply until post Covid-19 funding - transferred into the Commissioning & Contract 
Support Team 

• Joint Central Placements Team – Moving into phase 2 and looking to move away from block contracts which end in early July 2020 

• Residential Block Contract Utilisation – Analysis/review of current in-house provision currently being undertaken  

Key achievements and activity completed (end June 2020) Key activity planned for the next period  

• Joint Central Placements Team has met the challenge through 
existing block. Moving to phase 2 providers offering spot capacity 
at guide prices 

• Commissioning and Procurement drafting new terms and 
conditions and standard spot contracts for residential and nursing 
spot providers. KPIs being proposed at two levels - general for 
the delivery of the service and client specific linked to individual 
outcomes. Strategic and critical provider contract and relationship 
management approach in development 

• Review of in-house provision phase one report to be completed 
and phase two funding, resourcing and deliverables to be agreed 

• Inflationary uplifts process to be embedded as business-as-usual, 
consideration as part of future residential and nursing framework / 
preferred provider list 

• Residential Block Contract Utilisation - Commissioning to start 
working on long-term strategy for residential and nursing (with 
operational teams, procurement, Quality Assurance and 
Commissioning & Contract Support) 
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• Residential Block Contract Utilisation - Review of in-house 
provision with recommendations to ALT by end of June 20 

• Homecare re-procurement paper presented to address revised 
timeframe for re-commissioning and next steps 

 

• Homecare re-procurement position to be taken on mandating 
Electronic Call Monitoring (ECM) work. 

Key milestone for 2020/21 

• Implement a phase two of central placements function, including the application of the CareCubed costing model for complex placements, 
by June 2020. 
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Practice Improvement  AMBER/RED 

Long-Term Strategic Ambition 

• Embed a strengths-based approach that supports people to live independent and fulfilling lives. 

• Review care and support packages in a timely way to ensure they are appropriate and proportionate to meeting needs and outcomes. 

• Review our reablement offer to support recovery and maintain or increase people’s independence. 

• Increase technology-enabled care to maximise independence. 

• Make Direct Payments (DPs) our preferred offer to increase choice and control for residents. 

Headline messages (end June 2020) 

• Programme rescoped to focus upon Strengths Based Practice; Review of ASC Front Door; Reviews; Reablement; and Direct Payments 

• Roll out of virtual strengths-based practice training for Learning Disabilities & Autism commenced in May and is being planned for 
Reablement and Mental Health services 

• Implementation of OT led reablement service continues alongside work to firm up operational and commissioning processes on the 
Collaborative Reablement Offer 

• Momentum has continued to implement the more generous DP calculation for existing DP clients (flat rate of £10.75 from April); 
Children’s have indicated a potential ‘transitionary’ arrangement which carries a financial risk for ASC inheriting the more generous rates; 
‘One Council’ Task & Finish Group established to design and support the implementation of a PA recruitment campaign (June - July)  

• An initial brief has been drafted to develop a Digital Technology Enabled Care and Telehealth programme 

Key achievements and activity completed (end June 2020) Key activity planned for the next period  

• Strengths-Based Practice (SBP) - Roll out of virtual training for Learning 
Disabilities & Autism commenced in May 

• Review ASC Front Door - Interim reports on digital and contact centre 
front doors produced; agreement to work with Commissioning to understand 
which community-based services deliver best outcomes for people.  

• Reviews – SBP workshops now being planned to be delivered virtually; 
evaluation report presented to Practice Improvement Board in June and 
work being undertaken to audit a sample of cases which resulted in an 

• SBP - Virtual training planned for Reablement and 
Mental Health with input from people with lived 
experience. Audit tool finalised and a virtual roll out 
planned for July/August 

• Review ASC Front Door - Contact centre performance 
dashboard to be in place by the end July; next steps for 
digital front door to undertake user testing of our web 
pages; review of the locality front door and work to 
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increase in funding or no change, to better understand the reasons behind 
these results. 

• Reablement - Options on commissioning and in-house offer to be 
presented to ALT on 8 July; implementation of OT led service continues 
with interviews taking place in June to fill permanent posts; work continues 
on firming up operational and commissioning processes on the 
Collaborative Reablement Offer. 

• Direct Payments (DPs) - Project team has been responsive to people’s 
concerns arising from Covid-19; momentum has continued to implement the 
more generous DP calculation for existing DP clients (flat rate of £10.75 
from April); Children’s implemented uplifted rate for all new DP clients but 
have indicated a potential ‘transitionary’ arrangement. This carries a 
financial risk for ASC who can be expected to inherit the more generous 
rates. Children’s finance is modelling the financial impact before the final 
decision is made and ASC is seeking to ensure the decision is informed by 
the impact on ASC budgets; ‘One Council’ Task & Finish Group established 
to design and support the implementation of a PA recruitment campaign 
(June - July) 

• Technology Enabled Care (TEC) - An initial brief has been drafted to 
develop a Digital Technology Enabled Care and Telehealth programme. If 
approved the programme will be managed by the Integrated Transformation 
Support Unit (ITSU) as part of the Health and Social Care Integration 
programme. 

monitor if people who have been connected to the 
community bounce back to recommence 

• Reviews - proposals for ‘phase 3’ of project will be 
presented to Practice Improvement Board in July 

• Reablement – Work has re-started on the Mental 
Health reablement GPs in Mental Health Services 
(GPIMS) pilot and scoping a co-located Mental Health 
and In-House reablement model; 12-month fixed term 
contract project panager recruited to start in July 

• DPs - Direct Payment support contract retender: a 
working group has been established to review what 
might be needed to support the DP Strategy. This 
review includes consideration of whether independent 
support is deemed advisable or whether the function 
might be brought in-house; DP training for Mental 
Health teams postponed to July 

Key milestone for 2020/21 

• All ASC staff will be trained in strengths-based practice to promote independence and wellbeing by end November 2020  
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Conclusions 

 
9. The ASC transformation programmes are making steady progress towards delivering 

transformational change. All the programmes have been impacted to some degree by 
the Covid-19 pandemic and plans are being adjusted to deliver in a different way. 

 

Recommendations 

 
10. Members of the Adults & Health Select Committee are invited to note the update and 

to raise any challenges they feel appropriate. 
 

Next steps 

 
11. Continue work to deliver the key activity planned for the next period. 
 
____________________________________________________ 
 
Report contact:  
 
Kathryn Pyper, Senior Programme Manager, ASC 
Liz Uliasz, Deputy Director & Mental Health, ASC 
 
 
Contact details: 
Kathryn Pyper  T: 020 8541 7076  E: kathryn.pyper@surreycc.gov.uk   
Liz Uliasz T: 01483 518072  E: liz.uliasz@surreycc.gov.uk 
 
 
Sources/background papers: 
 

• Adult Social Care Bespoke Peer Review, September 2018 

• April programme update reports for ASC Transformation Programme 

• Adult Social Care Directorate Plan 2020/21 
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