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	OBJECT OF REPORT
	

	To provide the Partnership Board with a summary of actions and an update regarding CTP/CCG commissioned organic and functional mental health services in NEL.


	STRATEGY
	

	The proposed changes arise directly from developments being implemented as part of the CCG’s Commissioning Framework for Organic Mental Health Services and the Commissioning Strategy for Functional Mental Health Services (both initially approved by the CEC and CTP in 2010).



	IMPLICATIONS
	

	Services previously provided by NAViGO at The Willows have been replaced or transferred as part of the phased implementation of the CG’s strategic plans for the development of Mental Health Services for older people locally (both functional and organic), leaving just 7 intermediate care beds in use, currently supported by non-recurrent funding. The proposed closure of these remaining beds would complete this stage of implementation, with the needs of service users being fully met through the enhanced range of community-based services, including specialist services provided by NAViGO and support services provided by a range of organisations, in line with the agreed plans and new service models.



	RECOMMENDATIONS (R) AND ACTIONS (A) FOR AGREEMENT 
R&A

That the Board notes and agrees the strategic context for these commissioning decisions including imminent closure of the remaining services at The Willows, as an integral part of the implementation of strategic plans for the development of mental health services in NEL.



	
	
	Agreed?

	
	
	


	
	
	Yes/No

	Comments

	
	Does the document take account of and meet the requirements of the following:
	
	

	i)
	Mental Capacity Act
	Yes
	

	ii)
	CCG  Equality Impact Assessment
	No
	Although there isn’t an EIA in the new CCG format the body of the paper details numerous consultation and engagement exercises.

	iii)
	Human Rights Act 1998
	No
	See above

	iv)
	Health and Safety at Work Act 1974
	N/A
	

	v)
	Freedom of Information Act 2000 / Data Protection Act 1998
	Yes
	

	iv)
	Does the report have regard of the principles and values of the NHS Constitution?
www.dh.gov.uk/en/Publicationsandstatistics/Publications/PublicationsPolicyAndGuidance/DH_113613
	Yes
	Drawing on principles contained within “no health without Mental health”


Implementing the Commissioning Strategy for Mental Health Services: 
Changes to Services at The Willows
1. Background

The Willows is a mental health resource centre for older people, transferred from the local authority to the PCT in 2006, then to the CTP and to NAViGO on its formation in 2011. It has provided a range of ASC functions for local people with mental health problems in older age, including day care, respite care and intermediate care services and associated offices. It has built up a clear identity as an important part of the local service provision, working closely with the Gardens (acute unit) and other specialist community services provided by NAViGO for older people with mental health problems.
In 2009/10 the CTP commenced a review of the Older People’s Mental Health (OPMH) services, starting with an extensive consultation process with a range of stakeholders, especially current service users and their families and carers and staff in both primary care and specialist MH services. This, together with the publication of the National Dementia Strategy (NDS) in late 2009 started to provide a clear agenda for change in the local services. Plans for significant change in the service patterns and use of resources in older people’s and adult mental health services were developed in parallel, both being based on reducing the focus and spending on high cost specialist services, with a transfer of resource to more community-based services through new tiered service models. The detailed plans for changes to services and the use of commissioning resources were agreed by the CEC and  presented to the CTP board at the same time as the business case for the establishment of NAViGO as a social enterprise in August 2010. The associated Memorandum of Agreement was intended to provide a jointly agreed approach to implementing the planned changes over a three year period.

2. Progress on Implementation, Including Replacement of Services from The Willows

To achieve a significant start on implementing the new model for OPMH (organic) services the CCG made an investment of £500,000 new funding in 2011. Of this, £320,000 went direct to NAViGO to establish a new liaison team to work with the hospital and care homes to improve assessment and reduce inappropriate admissions. The remainder was used to enhance other community resources at the ‘front end’ of the service model, including dementia cafes and person-centred support workers (Alzheimer’s Society) and integrated case managers for dementia. Changes at the Gardens enabled the release of significant resource (£820,000) to establish an intensive home treatment service, whilst still retaining the existing number of acute beds for OPMH (10). 
These early changes, together with the use of short term bridging funds by the CTP/CCG to support NAViGO through the changes, were intended to address many of the key objectives of local plans and the NDS and to provide a sound platform for the subsequent changes to community-based services, including the reprovision of services from The Willows. The whole plan was about providing more appropriate services: not reducing them. The commissioning plans required some existing services to be reprovided more efficiently in new facilities in the community, with the residual resource being used to deliver other key parts of the new model of care – the Memory Support System (MSS). Additional services which have been established as part of the MSS to relieve pressure on, and provide a real alternative to specialist MH services include dementia champions working across many local services, dementia ambassadors and developing a dementia alliance to make NEL a more dementia-friendly community. This is all very much in line with the NDS and should contribute to providing people with more choice and support at an earlier stage, to reduce pressures on specialist services (which were previously the only option).
Joint management arrangements were established with NAViGO in 2011, with the CCG providing additional non-recurrent funding (£80,000) to enable senior NAViGO managers to devote time to project managing the agreed changes. Similar arrangements were followed in respect of the functional MH plans, to ensure that services would be provided on the basis of individual needs; not on an age-related basis, as before. Regular joint meetings have been held between CCG and NAViGO managers, to refine the plans and ensure successful implementation. With this tight project management from the CCG and NAViGO, most aspects of the commissioning plans have now been implemented, including the reprovision of the majority of services previously located at The Willows. Whilst the other new MSS services in the community set out above will also be available to former users of The Willows, the following table sets out the position on direct replacement services:
	Previous Provision at The Willows 
	New Provision in other Community Facilities

	12 day care places
	12 day care places at Cranwell Court (October 2012)

	9 short stay respite beds (including crisis)
	Organic - 8 shared care and assessment  beds at Cranwell Court (October 2012)
Functional – 2 rethink crisis beds at Fieldview

	7 intermediate care beds – costing 
Full cost of Willows Resource Centre

£1,235,000
	Organic – 2 of 8 respite beds above
Functional – 2 beds to be provided at Sussex House, with access via NAViGO (see below)
Organic and Functional – new community support from liaison  team (£320,000)

Organic and Functional – intensive home treatment (£950,000
)

Organic – investment in Alzheimers Society community services (£180,000 plus £200,000
)
Organic – Two new Case Managers for Dementia (FOCUS)

	No direct equivalent, but some problems experienced in finding move-on facilities
	12 enhanced care beds at Cranwell Court and 15 beds at Grimsby Grange – long term  beds to help move-on (April 2013)


It will be seen that all organic MH services from The Willows have already been replaced in new community facilities commissioned by the CCG and the intermediate care facility is being kept open until there is a clear replacement for the older people with a functional problem still using these beds. These are now the only patient services on site, with 28 staff looking after a 7 bed unit.
Although the detailed project planning has been undertaken in close collaboration with NAViGO, they  remain unconvinced that the needs of all current service users can be accommodated in new services. The particular problem they have highlighted relates to some short stay users with functional MH problems using the intermediate care service. Effectively, this is providing move-on accommodation for patients from Harrison House and the Konar Unit. Despite having transferred half of the former Community Mental Health Team resource to the functional service, they still feel that additional replacement beds are needed to allow the intermediate care beds at The Willows to be closed without moving people to expensive out of area provision. 
This issue has been discussed at length with NAViGO managers and a solution agreed, involving the commissioning of 2 functional MH crisis beds at Sussex House care home in Cleethorpes. These beds will provide ongoing support, with access only through the NAViGO acute home treatment service or Rapid Response. Move-on and discharge arrangements will be managed by NAViGO, to achieve close liaison with their other services. A service specification/agreement is being drawn up for agreement with NAViGO, to clarify their role in managing this new service which should be fully operational by January 2014 following transition.
3. Financial Implications

The table above summarises the financial model associated with the Commissioning Framework for MH services and demonstrates how existing spending has been redistributed to support the new community-focused service model, supplemented by new investment to establish the liaison service in 2011/12 and non-recurrent funding to enable new services to be operational in advance of old ones closing. It also demonstrates that the commitment to sustain funding levels with NAViGO for 3 years has been delivered, partly through non-recurrent funding, whilst plurality has also been achieved though developing some new services with other providers. The Memory Support System was never envisaged as a single service, but as a range of services operating together to meet the range of individual needs and offer them a degree of choice and personalisation.
4. Recommendations and Actions

The board is asked to note the progress made to date on implementing the strategic plans for change in both organic and functional mental health services for older people and to reconfirm the strategic intention of closing all services at The Willows, once alternatives are fully established. 
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� Release of funding from the Gardens contributed towards £950,000 investment in new intensive home treatment service. 





� £200,000 health investment in dementia Alzheimer’s Society. 









