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CHESHIRE EAST COUNCIL 
CABINET 
 

 
Date: 16 June, 2008 
Report of: Chair, Cheshire East People Workstream 
Title Personalisation and the Transformation of Adult Social Care 
  
 
1.0 Purpose of Report 

1.1 This report seeks to make Cabinet Members aware of the Government’s 
plans to develop Personalisation and to transform Adult Social Care 
services. 

 
1.2 The report shares information about the work which has been done, and 

which is currently under way, in the Community Services Department of the 
County Council in support of that. 

 
1.3 The report recommends the Cabinet to endorse that work and that direction 

for the People Directorate, and to agree that, in line with Circular LAC (DH) 
(2008) 1, those agendas should be addressed and supported by all 
Directorates. 

 
2.0 Decision Required 
 The Cheshire East Cabinet is recommended to:- 

 
2.1 Note and endorse the work done and under way to deliver Personalisation 

and Transformed Social Care Services for Adults. 
 
2.2 Agree that further work should be done through the People Workstream to 

develop and deliver those agendas. 
 

2.3 Agree that the implications of the Personalisation and Social Care 
Transformation agendas should be considered and addressed by all the 
Directorates of the Cheshire East Unitary Council. 

 
2.4 Require the manager leading the People Directorate, in collaboration with 

appropriate Members and Officers to work up recommendations for the use 
of the Social Care Reform Grant in 2009/10 and 2010/11, in the context of 
the Revenue Budget setting process. 

. 
3.0 Implications for Transitional Costs 

3.1 This report is about the development and delivery of mainstream services, as 
required by central Government policy. 

 
3.2 In support of the implementation of that policy the Government, through the 

Department of Health, is making available to Councils a new Social Care 
Reform Grant for three years beginning in 2008/09.  The allocation for 
Cheshire in 2008/09 is £0.961m 

 
3.3 There are not likely to be specific Transitional Costs arising from this work. 
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4.0 Background 
4.1 On 17th January, 2008 the Department of Health issued Local Authority 

Circular LAC(DH)(2008) 1.  That circular can be found electronically at:  
http://www.dh.gov.uk/en/Publicationsandstatistics/Lettersandcirculars/LocalA
uthorityCirculars/DH_081934.  It is attached as an Appendix to this paper. 

 
4.2 The circular addressed the Transformation of Social Care, within the context 

of the Personalisation agenda. 
 
4.3 Personalisation is not a new idea, either in Social Care or in public sector 

services more generally. 
 

4.4 For example, Direct Payments, the practice of giving service users cash in 
hand to personalize their own services instead of the set menu of direct 
provision, were formally introduced by the Community Care (Direct 
Payments) Act of 1996, and many Local Authorities had been offering them 
informally before that.   

 
4.5 Early in 2004 a paper by Charles Leadbeater, “Personalisation through 

Participation: A New Script for Public Services” was published by Demos, an 
independent think-tank, and that seems to have been influential in shaping 
Government policy.  Stephen Ladyman, a previous Minister for Community 
Care, quoted Leadbeater with approval in his paper calling for “A New Vision 
for Adult Social Care in England”. 

 
5.0 Definition 

5.1 Personalisation is not a user friendly word but its essence is expressed in 
one of the seven outcomes laid down for Social Care Services – Increased 
Choice and Control. 

 
5.2 The Personalisation agenda is about developing ways of working which:- 

 

• Increase the Choices made available to people so that they have a 
much fuller understanding of the options available to them and far 
better information to enable them to make soundly based decisions. 

• Increase the Control which people exercise over the resources which 
can be made available to them, so that they are able to design for 
themselves solutions which will address their needs. 

 
6.0 The Circular 

6.1 The Circular is about the Transformation of Social Care, and it sets that 
transformation squarely within the bigger context of the personalization 
agenda. 

 
6.2 That bigger context is made plain at the beginning.  The Circular states:- 

 
“The direction is clear: to make personalisation, including a strategic 
shift towards early intervention and prevention, the cornerstone of 
public services.” (§ 3) 
 

6.3 In fact, the Circular contains three main messages:- 
 

6.3.1 Social Care must transform itself to ensure that every person across 
the spectrum of need is helped to have greater choice and control 
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over the shape of his or her support, in the most appropriate setting.  
(The Social Care message). 

6.3.2 This agenda is not just for Social Care. Given that it is seen by 
Government as “a cornerstone of the modernisation of public 
services” (§ 16), all the services in a Local Authority will be required 
to plan how they are going to progress the personalisation agenda.  
(The Local Authority message). 

6.3.3 The whole system must examine how it should change in order to 
support and facilitate the transformation of Social Care (The System 
message). 

 
7.0 The Social Care Message 

7.1 The Circular touches upon most of the things which Local Authorities with 
Social Care responsibilities will be required to do by way of transforming 
their offer to the public:- 

   
7.1.1 Early Intervention and Prevention 

For some time Local Authorities have rationed services and facilities 
by using tight Eligibility Criteria.  Social Care services have been 
structurally underfunded for many years, as the Wanless Report 
highlighted.  Successive rounds of cuts have, in many places, caused 
the tightening of those Eligibility Criteria and the reduction, and even 
elimination, of preventive work.  Some of the measures which form 
part of the Transforming Social Care project are designed to deliver 
efficiency gains which, it is expected, will be recommissioning into 
earlier intervention and prevention. 

7.1.2  Reablement Services 
 Reablement is usually delivered by Home Care-type services and it is 

about making carefully targeted and intensive interventions over a 
short, concentrated period to get a service user metaphorically, and 
often literally, back on their feet again after a crisis of some kind.  Its 
aim is to restore functioning quickly and reduce the risk of decline. 

7.1.3 Assistive Technology 
There is an increasing range of electronic technology which carers 
and their families can purchase to improve the monitoring of 
vulnerable family members and to increase their own peace of mind.  
For example, there are devices which will prompt people to take their 
medication, or alert a control centre if they get up in the night and do 
not return to their beds after a set interval. 

7.1.4 Self-Assessment 
We can save time and improve their experience if more people 
undertake a self-assessment of their situation and their needs.  All the 
evidence suggests that most people can safely be trusted to do that in 
a responsible way.  This requirement is one of the reasons why it will 
be extremely important that the web-sites of the new Unitary Councils 
are not just information notice-boards, but that they have sufficient 
interactive functionality. 

7.1.5 Advocacy 
A proportion of service users will be very vulnerable individuals.  
Advocacy services will need to be in place to ensure that their 
interests are effectively protected and championed. 

  7.1.6 Brokerage 
   As a greater number of individuals find their own way around the 

system, using resources placed in their hands to put together 
combinations of services which address their needs and interests, 
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they will have dealings with a variety of agencies and organisations.  
Many will want to draw upon the services of brokers to help them to 
negotiate and to get the best deals for them. 

7.1.7 Conventional Support 
Not every service user, carer or family will want, or will be able, to go 
down the road of Self Directed Support.  It will therefore be necessary 
to maintain some more conventional support of high quality. 

7.1.8 Person Centred Planning 
A cultural shift is required.  Plans for people should be put together 
with them and for them.  A slogan from the Disability Movement is 
relevant here – “Nothing about me, without me.”  It will not be 
acceptable to construct plans just around the conventional services 
which are already provided. 

 7.1.9 Direct Payments 
This is all about giving people real cash in their hands to enable them 
to design and put together services around their own needs.  

7.1.10 Individual Budgets 
Some will find it irksome and burdensome to handle real money and 
to engage the services of their own Personal Assistants.  However, 
they will still want to know exactly how much money has been set 
aside for addressing their needs and they may well want to keep a 
close eye upon how that money is being spent.  That is where 
Individual Budgets come in.  People will be made aware of the 
allocation to them, and there will be a process of dialogue and 
negotiation with staff about how that allocation is to be utilized. 

7.1.11 Resource Allocation Systems 
If clear, upfront allocations of funding are to be made to enable people 
to make informed choices about how best to meet their needs, 
systems will need to be put in place to determine funding in relation to 
need, and those systems will have to be transparent.  Work will be 
required to develop a Resource Allocation System (RAS). 

7.1.12 Community Equipment  
For many years Social Care organisations and their partners have run 
or purchased Loan Stores, warehouses from which equipment for 
disabled adults is sent out on loan to them, and in which it is cleaned 
and stored if, and when, it is returned.  A personalised approach to 
securing equipment for disabled people would come much closer to 
the sort of interaction experienced by ordinary citizens when they 
purchase from a retailer the type of equipment which they need and 
choose.  

7.1.13 Information and Advice Services 
The operation of personalized systems and processes will depend 
upon the availability of excellent Information and Advice Services, to 
ensure that choices made are informed choices and that all citizens 
are given help, not just those who seem to be eligible for publicly 
funded services. 

7.1.14 A Common Assessment Framework 
Work will be needed to develop and implement a Common 
Assessment Framework.  The ambition is to reduce the extent to 
which people have to be asked the same questions by different 
agencies attempting to respond to their needs.  

 
7.2 As usual, it will be expected by Government that local partners, through their 

commissioning activity, will redirect a certain amount of existing resource 
towards the development of the various initiatives and measures listed 
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above.  However, to fund some of the change process the Department of 
Health will make available to Local Authorities a ring-fenced grant, the Social 
Care Reform Grant.  The Grant allocated to Cheshire West and Chester and 
to Cheshire East in 2009/10 will be in total £2.317m. 

 
7.3 Obviously, officers from Government Office North West will be working with 

the two new Councils to track their progress on using the new Grant to 
advance this agenda.  More specifically, the Councils’ Social Care operations 
will be inspected against those expectations by the newly established Care 
Quality Commission. 

 

8.0 The Local Authority Message  
8.1 The Circular makes it plain that it contains clear messages for Local 

Authorities, not just for their Social Care Services.  It states, for instance, 
that: 

 

“Personalisation and early intervention are issues for the whole of 
Local Government, not just for Directors of Social Services.”  (§ 43) 
 

8.2 Appendix B of the Circular sets out the challenge to Local Authorities:- 
 

“By 2011 all 150 Councils will be expected to have made significant 
steps towards redesign and reshaping their adult Social Care services, 
having most of the core components .. in place.”  (Appendix B, §10) 
 

8.3 It is indicated (§ 47) that scrutiny of this will be part of the Comprehensive 
Area Assessment (CAA).  The recent letter from the Minister, John Healey, 
outlines his expectation that the two new Unitary Councils will become 
flagship Authorities within two years from vesting day.  To have any chance 
of achieving that, their performance on this agenda, measured in their first 
CAA, will need to be good.  

 

8.4 That performance will be looked at on two dimensions:- 
 

8.4.1 How well is each Directorate of the Local Authority progressing in its 
 own implementation of the personalisation agenda? 

8.4.2 How well are the other Directorates and services supporting Adult 
Social Care with its Transformations? 

 

8.5 Some help is going to be made available for the Council wide personalisation 
work.  The Circular states: 

 

“Some tools are already available: others will need to be developed.  In 
particular, a means to capture how the wider contribution of Local 
Government services, such as housing, leisure, adult education, 
transport and environmental services, can support personalisation.” 

  (§ 56) 
 

8.6 But Councils will also have to develop their own tools: 
 

“Councils will need to develop their own monitoring systems to 
understand how the change is experienced by the population.  This 
diagnostic data will need to look at not only efficiency, but also take 
into account quality assurance and customer satisfaction.   Councils 
will be able to use this information to develop coherent support plans 
for delivery of personalisation.” (§ 69 ) 
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8.7 At the same time, Directorates will be expected to change their services, 
processes and systems in order more fully to support the Adult Social Care 
transformation project.  A few examples will suffice.  If Adult Social Care is to 
move its customers away from the old set menus of traditional, congregated 
services (for example, Day Centres for disabled people) and towards 
individually designed packages of support it is likely to need: 

 

• Leisure services providers to make it easier for Adult Social Care 
customers to be helped, with support, to undertake programmes of 
activity within Leisure facilities. 

• Library services to make space and resources available for small 
groups of users and carers to access information and entertainment. 

• Adult education to consider how it can focus effort upon enhancing the 
employability of disabled people. 

• Business Support services to reflect upon their services and particularly 
upon how they can sometimes be experienced by customers with 
challenges in their lives. 

 
9.0 The System Message  

9.1 The Circular also sends a clear message to the whole system: 
 

“Personalisation is about whole system change, not about change at 
the margins.  It will require strong local leadership to convey the vision 
and values which underpin it and to reach beyond the confines of 
Social Care.”  (§ 22) 
 

9.2 In particular, that is a message about the sort of whole system 
commissioning which will increasingly be done through the mechanisms put 
together to deliver Local Area Agreements.  It is expected that through that 
whole system commissioning resources which are dispersed around 
agencies will, in line with a clear and coherent strategy, be bent more in the 
direction of early intervention and prevention and be bent more towards 
supporting the transformation of Adult Social Care. 

 
9.3 Thus the Circular declares: 

 
“When considering transformation partners should look at resources 
spent through mainstream services, the NHS, housing and other 
relevant statutory agencies, the voluntary and private sectors, and not 
just those resources spent via the Adult Social Services Department.” 
(§ 4) 
 

9.4 That point is reemphasised in paragraph 24 of the Circular: 
 
“Local commissioners working with local partners, in particular the 
NHS, should consider how resources may be released across the 
whole system and redirected to enable investment in early intervention 
and prevention for all levels of need.” 
 

10.0 Progress So Far 
10.1 The two new Unitary Authorities will be relatively well placed to take up this 

agenda because of what has already been done by the Community Services 
Department of the County Council. 
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10.2 During late 2006 and early 2007 work was done in collaboration with three 
other Authorities in the North-West, to develop new models of Assessment 
and Care Management.  That was part of a national programme being taken 
forward by the Care Services Efficiency Development (CSED) initiative of the 
Department of Health.  It included work to develop Self-Assessment.  It 
concluded that the organisation should commit itself to progressing Self-
Directed Support as its basic operating model. 

 
10.3 During 2007 Vanguard Consulting was engaged to assist with the application 

of Lean Systems to the ways in which the front-end of Social Care services 
are organised and managed. That work sharpened the focus upon waste in 
the system.  It helped the organisation to be much clearer about its basic 
purpose and to articulate its design principles for a programme of Social Care 
Redesign.  That programme has been fully under way since January 2008, 
supported by a small, dedicated team.   

 
10.4 In January 2008 the Executive of the County Council approved work on an 

Experiment to be conducted in Chester, which will test the new processes to 
determine whether they are appropriate and safe for eventual application 
across the piece.  A fundamental decision was taken that, far from Local 
Government Reorganisation requiring these developments to be de-
prioritised, it actually required them to advanced determinedly, in the cause of 
ensuring that the new Councils will be effectively equipped to achieve flagship 
Authority status. 

 
10.5 That Experiment “went live” in April, 2008.  Amongst other things it will test the 

implementation of a local version of a Resource Allocation System.  That 
phase of development will be completed in early Autumn 2008, and the 
findings will be used to design new Social Care structures, systems and 
processes which will be part of the costed operating model to be transferred 
into the new People Directorates. 

 
10.6 The County Council is one of the national pilot sites for the development of 

the “Retail Model” of delivering community equipment to disabled adults.  That 
is being progressed in collaboration with the two Primary Care Trusts.  Under 
the Retail Model disabled people will be given a “prescription”, which they can 
then exchange for equipment through an approved retailer, topping it up with 
their own resources if they wish.  A number of Independent Living Centres are 
being set up at which disabled people will be able to get advice and help. 

 
10.7 On 4th April, 2008 the North-West Branch of the Association of Directors of 

Adult Social Services held a Regional Workshop on Personalisation.  
Cheshire was one of the three Local Authorities chosen to present their 
leading edge implementation work. 

 
10.8 Impressive performance is already being demonstrated in the areas of Direct 

Payments.  There are now almost 1,000 adults receiving Direct Payments, 
and the full year effect amounts to expenditure of around £7m. 

 
11.0 Conclusions 

11.1 The Personalisation agenda is of great importance for the whole public 
sector system, for Local Authorities and for Social Care.  
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11.2 If the two new Unitary Councils are to do well in their first Comprehensive 
Area Assessment and to meet the implementation targets for 2011, they will 
need to pick up this agenda energetically from the outgoing County Council. 

 
 
 

11.3 In particular, the agenda will require the two Unitary Councils to ensure that:- 
 

11.3.1  They contribute effectively to the implementation of 
personalisation across the whole Public Sector system. 

11.3.2 Each Directorate has, and implements, its own personalisation 
plan. 

11.3.3 The other Directorates contribute positively in support of the 
Social Care Transformation programme, which will be the 
responsibility of the People Directorate. 

11.3.4 The People Directorate effectively Transforms Social Care. 
 
 
  JOHN WEEKS 

 Director of Community Services 
 

For further information:-  
   

Officer : John Weeks, Director of Community Services  
Tel No: 01244 973231    
Email:             john.weeks@cheshire.gov.uk    
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For further information:- 
 
Officer : John Weeks, Director of Community Services 
Tel No: 01244 973231 
Email:  john.weeks@cheshire.gov.uk 
 
Background Documents:- 
 
 
Documents are available for inspection at:  
Joint Committee Support Office/ or EC JIT Support Office (delete as appropriate) 
Town Hall 
Macclesfield 
SK10 1DX 


