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APPENDIX 1 

People Directorate  

FULL BUSINESS CASE  

 

Maximising Independence of Adults’: Internal Care Review – Learning 

Disability Short Breaks 

Purpose 

The purpose of this document is to present the business case for the recommended option in relation to the future 

delivery of the Council’s Learning Disability Short Breaks service. 

The Business Case focuses on the current practice and situation and market capacity. This document describes the 

proposals and the recommended option for the service, together with an outline implementation plan. 

 

Project Mandate 

Scope The internal Specialist Care Service (SCS) Short Breaks service is currently delivered from The 

Laurels – Stechford and Brook House – Lozells. 

Background Background and business context 

The service provides planned and unplanned short breaks for people with learning disabilities 

and respite services for carers.  Unplanned short breaks enable the Council to respond to 

situations such as long term hospitalisation of carers, break down in a placement and in the 

worse scenario, where there has been a sudden death of a carer/parent. 

 

Due to the scale of funding reductions but also the changing times in which we operate, the 

City Council has recognised that there is a need for radical change in how our organisation 

works – its role and functions and the culture that determines how we work together with the 

people of the city. To address these challenges, the City Council set up the Future Council 

programme during 2015 to deliver an integrated and strategic approach to managing the 

necessary changes. This has taken on board all the recommendations of the Kerslake review of 

corporate governance, published in December 2014 and the ongoing advice and support from 

the Improvement Panel set up at the beginning of 2015. 

 

A small part of the Future Council programme has focussed on developing proposals for the 

Council’s internal Specialist Care Service (SCS). In November 2015 the Council released its 

2016+ Budget proposals for consultation, one of which concerned the Internal Care Review – 

Learning Disability Short Breaks service. 

 

Further details about the Council’s wider approach can be found in the Council Business Plan 

and Budget 2016+ Consultation document.  The Budget 2016-2019 consultation set out a 

range of proposals to deliver the savings required to balance future budgets.  The Budget was 

approved in March 2016.  

 

Vision Statement 

Birmingham City Council intends to reorganise its internally provided services, so that people 

may choose to buy these or different community based services which meet their assessed 
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eligible needs for care and support. Government guidelines currently  prevents the use of a 

Direct Payment to purchase services run by their Council. Birmingham City Council is 

committed to developing services for people that help them to live as independently as 

possible, exercising choice and control over the planning and delivery of the support they 

need. 

 

 

The Council gives people a personal budget, of which all or some can be taken as a Direct 

Payment, to spend on their care and support services.  The Council is seeking to move away 

from block funding the present Council Short Breaks services and instead give people choice 

and control over which service they can purchase. We will encourage eligible service users to 

take this budget as a Direct Payment, from which they can buy a range of services including 

traditional residential short breaks, support from a personal assistant, or other types of 

community based support. The Council’s approach will be to encourage people to manage 

their own resources and care wherever they can to maximise their independence. 

 

Outcomes 

The Vision is intended to deliver the following outcomes: 

 

• An increase in the range of services people can buy with a personal budget.   

• An improvement in the overall quality of services available for people to buy should they 

choose to do so. 

• Contribute to an increase in the numbers of people directing and coordinating their own 

care and support. 

• Contribution to the reduction in the Council’s overall workforce. 

• A shift away from the internal provision of these services.  

• To deliver the savings identified in the Council Business Plan and Budget 2016+. 

 

Service 

Objectives 

The purpose of the service is: 

• The Council’s internal Specialist Care Services (SCS) division currently provides residential 

short breaks and respite care for approximately 130 people with learning disabilities per 

year in two units. 

• The Care Act 2014 places a duty on Local Authorities to meet the assessed eligible care and 

support needs of individuals and their carers when assessed against the National Eligibility 

Framework. While the Local Authority is not duty bound as an organisation to deliver or 

provide the care and support itself, it must ensure sufficiency of provision – in terms of 

both capacity and capability – to meet anticipated needs for all people in their area who 

have eligible need for care and support. 

• Birmingham City Council has long recognised the need to offer family carers a range of 

options to provide them with a break or respite from their caring responsibilities and the 

sort breaks service is part of a suite of services designed to maintain people in their home 

and prevent people requiring more intensive and costly long term care services. 

• The service is regulated by the Care Quality Commission. 

 

Service 

Demographics 

Service locations 

 

The service currently operates from two locations which are owned and managed by 

Birmingham City Council: 

• The Laurels – Stechford 

• Brook House - Lozells 

 

Service users 
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The service provides residential short breaks and respite care for approximately 130 people 

with learning disabilities and their carers/families. 

 

Employees 

The service currently employs the following numbers and grades of staff: 

Grade Headcount 

Grade 5 3 

Grade 4 4 

Grade 3 15 

Grade 2 18 

Grade 1 6 

 

 

Current Position 

 

Current service operation 

The current service is provided internally by Birmingham City Council and its employees at a 

cost of £1.444m per annum. People using the service are allocated a number of ‘bed nights’ 

per year on an individual basis dependent on their assessed eligible need for care and support. 

 

Performance 

Performance of the service is judged on three criteria – service quality, service occupancy and 

service unit cost as follows: 

 

• Service quality – The Care Quality Commission’s (CQC) view is that The Laurels provides 

‘good’ quality care and that Brook House ‘requires improvement’.  The benchmark for such 

services is a ‘good’ rating by CQC and the Council continues to make improvements.  Brook 

House has an action plan in place to ensure the required improvements are made.  

 

• Service occupancy – Data between 1st August 2015 and 31st July 2016 has been analysed as 

follows: 

 

The Laurels - on average 5.9 beds or 34.7% of the 17 available beds were in use for 

planned respite / short breaks. The busiest days of the week were Friday, Saturday and 

Sunday when on average 7.2 beds or 42.4% were used for planned short breaks. On 

Monday, Tuesday, Wednesday and Thursday 4.9 beds or 28.8% were used for planned 

short breaks. 

 

Over the period an average of an additional 3.5 beds were used to accommodate 

‘extended guests’ on a long term basis as a result of a breakdown in their long term care 

arrangements. 

 

Brook House - on average 3.6 beds or 25.7% of the 14 available beds were in use for 

planned respite / short breaks. The busiest days of the week were Friday, Saturday and 

Sunday when on average 4.3 beds or 30.7% were used for planned short breaks. On 

Monday, Tuesday, Wednesday and Thursday 3.1 beds or 22.1% were used for planned 

short breaks. 

 

Across the 2 services 9.5 beds or 30.6% of the 31 available beds were used for planned 

respite / short breaks. The benchmark is 90% occupancy, a figure achieved by private 

operators and the service’s own identified target. 

 

Over the period an average of an additional 5.2 beds were used to accommodate 

‘extended guests’ on a long term basis as a result of a breakdown in their long term care 

arrangements. 
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• Unit cost –The average cost of a week’s stay in 2015 at The Laurels was £1,508 and at 

Brook House £1,900. The benchmark weekly cost ranges from £349 with a Shared Lives 

provider to up to £1,480 with a similar residential care provider in the private market. 

 

Need for Change Need for change / drivers 

The following drivers for change have been identified: 

 

Policy 

• The Maximising Independence of Adults’ Programme sets out a series of plans, 

proposals and activity to deliver benefits and savings to reduce the predicted gap 

between increasing demand for service and reducing budgets. 

• Between November 2015 and January 2016, the Council consulted upon its Budget 

proposal for 2016+ in order to deliver in excess of £250m of savings.  

• Birmingham City Council is committed to developing services for people that help 

them to live as independently as possible, exercising choice and control over the 

planning and delivery of the support they need. 

• The Council intends to move away from a system of block contracted or internally 

delivered provision to increase choice and reduce costs. 

 

Financial 

• The Council is required to make significant savings as detailed in the Council Business 

Plan and Budget 2016+. The internal Specialist Care Services – Short Breaks service has 

been identified as a contributor to these wider savings plans. The savings target 

requirement is as follows: 

2016/17 

(£000) 

2017/18 

(£000) 

2018/19 

(£000) 

2019/20 

(£000) 

2020/21 

(£000) 

(192) (364) (364) (364) (364) 

 

 

• The Laurels requires significant capital investment if it is to remain viable in the 

medium to long term. 

• The services are not cost effective when compared to alternatives available on the 

market. 

 

 

Buildings 

• The service has reduced in size in recent years as a result of unused capacity and poor 

quality building stock.  However, continuation of the service would require significant 

capital investment. 

• The Laurels is not fit for purpose in the long term. It is well located, but the building is 

old and the size and quality of the rooms and facilities are not of the size, type and 

quality that people expect and wish to use. There is very limited access for people who 

use wheelchairs or require the use of a hoist. The site needs a major refurbishment to 

make it fit for purpose in the future. 

• Brook House is in better physical condition than The Laurels and has had some 

refurbishment and investment in the last few years.  

 

Occupancy 

• Analysis of occupancy data showed that use of the service for short breaks, averaged 

30.6% against a benchmark of 90% occupancy, a figure achieved by private operators 

and the services own identified target. 

• There would appear to be scope to consolidate supply in order to meet demand by 
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considering closure of both or one of the services as long as the ‘extended guests’ can 

be accommodated in long term provision.  
 

Future Demand Projections 

• It is difficult to translate general projections of population increases into future 

demand for specific services like short breaks or respite care, as so many different 

factors determine which services people will want to use or purchase.  

• A flexible system is therefore required, which offers people a range of choices. 

 

Outline Business 

Case and 

proposals 

On 28th June 2016 the Council’s Cabinet gave permission to consult on six options for change 

to the internal Short Breaks service. The six options were as follows: 

Option 1 – No change 

Option 2 – Close The Laurels and move the service to alternative Council owned 

accommodation and retain Brook House 

Option 3 – Close The Laurels and continue to provide a service at Brook House in the medium 

to long term 

Option 4 – Close the Laurels and transfer Brook House as a short breaks service to an 

alternative provider 

Option 5 – Close the Laurels and Brook House on a phased basis and offer service users 

alternative provision in the market through a Personal Budget 

Option 6 - Close the Laurels and Brook House together and offer service users alternative 

provision in the market through the provision of a Personal Budget 

 

Consultation and 

impact 

assessment 

Between 6th July 2016 and 4th October 2016 the Council carried out public consultation on the 

six proposals. Service users, family carers, the wider public, staff and other stakeholders were 

encouraged to share their views through a number of different channels including completing 

printed questionnaires, online surveys, attending consultation meetings or getting in touch by 

email or telephone. 

Analysis of the completed questionnaires and other comments received has been carried out. 

The report and findings are detailed in Appendix 2. Detailed below are the key messages 

received during the consultation process: 

• Of the two recommended options in the Outline Business Case (Options 5 and 6), the 

most supported was  Option 5, phased closure of The Laurels and Brook House (28%). 

 

• The most preferred was Option 1, no change (69%), followed by Option 2, closure of 

The Laurels and moving services to alternative Council owned accommodation (44%). 

• There is a clear message that Council run services are well liked and staff at both The 

Laurels and Brook House are highly regarded. 

• Changing services and its impact on service user is a major concern.  Allowing sufficient 

time for change will be crucial in minimising any potential impact. 

• There is concern that without provision, isolation may increase and independence may 

be reduced. 

• Being able to source and fund alternative service provision, especially for self-funding 

service users was concerning, with some feeling Direct Payments were confusing. 
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• Support for respite care was clear, recognising the impact on the family or carer as 

well as the service user. 

• Stability, continuity and health were key themes that were reflected throughout 

responses to the consultation. 

Equality Impact Assessment 

An Equality Impact Assessment has been carried out to identify the impact of the proposed 

changes. Details of the full Impact Assessment can be found in Appendix 3 – Short Breaks EIA. 

The Impact Assessment identified one issue: 

• Carers of people with a disability have raised concerns about the ability of alternative 

providers to support people with behaviour that challenges. 

 

If services are closed and people are required to move, the Council will carry out the following 

to mitigate this risk: 

• Each service user will have a dedicated social worker who will work with them to 

assess their needs, plan their future support and work with them to find appropriate 

short breaks support that can meet their unmet assessed eligible needs. 

• Implementation plans will be of sufficient duration to enable service users to identify 

appropriate support and providers to develop good care plans to enable smooth 

transition. 

• If required, the Council will work directly with short breaks providers to put in place 

appropriate arrangements to meet the needs of people with challenging behaviour. 

 

Market analysis Between 6th July and 4th October 2016 the Council carried out an exercise to consult with the 

care provider market about the proposals for change, map out the range of short breaks 

provision across the City and identify providers with plans to expand their services or develop 

new provision. The findings of this exercise are as follows: 

Market supply – Current 

A range of alternative provision is already supplied by a number of different care providers 

including:  

• Three independent residential respite care homes – Silverbirch Road and Greswolde 

Park Road (provided by Birmingham Multicare) and Emscote House (provided by 

Norman Laud Association). Silverbirch Road have reported that they have on average 

between 1 and 2 beds vacant during the week and between 0 and 1 bed vacant at 

weekends. The other two homes report they are near full capacity. 

• Shared Lives – As at 30th September 2016 eight carers had been recruited and 

registered to deliver respite care by the Council’s own internal Shared Lives Service 

and through the Person Shaped Support (PSS) shared lives contract let by Birmingham 

City Council. It is the Council’s intention to expand the Shared Lives market further and 

increase the number of people using Shared Lives to meet their care and support 

needs. 

• Home Support - There is a well-developed market in Birmingham for home support 

services, which provide care in the citizen’s home and can include help with; personal 

care including washing and dressing; housekeeping or cleaning; cooking and preparing 

meals; taking medications or health care needs; and companionship or activity based 

support.  These services could be used to provide respite. 

• Personal assistant – a personal assistant can deliver a range of support to an 

individual. A personal assistant is usually employed directly by the person in need of 
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care and support. 

 

Market supply – Future 

During the consultation process the Council was approached by a small number of 

organisations who either confirmed or shared their plans to develop short breaks services in 

Birmingham. 

• Upward Care & Housing is building a 12 bed ‘Care Hotel’ as part of its development in 

east Birmingham – ‘The Bromford’.  The hotel comprises 10 serviced apartments with 

integrated care and support. Upward Care has indicated they expect the service to be 

open in Spring 2017. Upward Care has also indicated that they will operate an 

additional two apartments to cater for people who are in crisis and in need of 

emergency accommodation. 

• Midland Mencap has made a clear offer to people using the Council’s residential short 

breaks services. If a decision is made to close one or both of the services, Midland 

Mencap have offered to consult and work with individuals and their family carers, 

establish stakeholder groups based on geographical location, develop service models 

in partnership with them, to provide small community based short breaks 

accommodation close to where families live. The organisation has recognised the 

shortage of respite care in the South and West of the City and is actively seeking to 

purchase property in this area with the aim of developing a fully operational service by 

January 2017. 

• Sense currently runs short breaks / holidays for children under a model that enables 

the individual to have a break in a location of their choice. Sense supports the 

individual to identify accommodation and supply care and support to accompany the 

person on their break. Sense has indicated that they wish to expand this provision to 

deliver a similar service to adults. 

 

 

PROJECT DEFINITION 

Way Forward Between 6th July 2016 and 4th October 2016 the Council carried out public consultation on a 

range of future service delivery proposals. The feedback from this consultation has been taken 

into account in the appraisal of the options below and the development of the recommended 

option being  presented for approval by the Council’s Cabinet.  

Dependencies • The readiness of high quality supply of alternative services to take up demand created 

by the recommended option. 

• The capacity of an implementation team of Social Workers to carry out the required 

assessment and support planning work with existing service users and implement the 

recommended option. 

• The need to have robust alternative services available for use in emergency situations. 

• The ability to accommodate the current extended guests into alternative and 

appropriate long term provision. 
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Options Appraisal 

 

Option 1  No change 

Information Considered  Analysis of the following was carried out: Market-wide costs, Market wide quality, Information Considered Analysis of the following was carried out: current service use/occupancy, availability 

of alternative provision, financial information, and feedback from the public 

consultation. 

 

Current service occupancy 

• On average 9.5 or 30.6% of the 31 available beds across the service are used for 

planned short breaks. At the busiest times (Friday, Saturday and Sunday) 11.5 or 

37.1% of the 31 available beds across the service are used for planned short 

breaks. 

• The service is operating significantly below capacity and there is not sufficient 

justification to continue to operate a service of this size. 

 

Availability of alternative provision 

• There is a range of alternative short breaks provision across the City. In terms of 

the bed based alternatives these include current residential provision, Shared 

Lives and Upward Care Hotel.  There is additional capacity of between 10 and 20 

beds either available or available in the near future. In addition Midland Mencap 

has indicated they will work directly with groups of people to create further new 

short breaks capacity. 

• There are other alternatives such as Sense’s holiday / short breaks service which 

people can use in combination with other services. 

 

Finance 

• The cost of a week’s stay in the internal service is between £1500 and £1900. The 

cost of alternative provision ranges from £349 to £1480 per week. 

• The net operational saving to the Council of the implementation of this proposal 

is detailed in the table below: 

2016/17 

£000 

2017/18 

£000 

2018/19 

£000 

2019/20 

£000 

2020/21 

£000 

0 0 0 0 0 

 

• In addition The Laurels is not fit for purpose in the long term and needs major 

refurbishment to bring it up to modern standards. Property Services have 

previously estimated that this will cost approximately £1.5m of capital investment 

to carry out, but no recent exercise had been done to update / verify this figure. 

 

Consultation feedback 

• Of the six options this one received the most support. People expressed the view 

that they did not want to see the services close. 

• People commented that they felt very settled at the services and noted the good 

quality of the staff working there. 

• There were also many comments put forward about the detrimental impact on 

both service users and carers that would be caused if a decision is made to close 

the services. 

• There was some recognition that this option might not be viable because of the 

financial issues and condition of The Laurels building. 
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Delivery of option 

against the vision 

outcomes 

Delivers the outcome partially 

• This option could deliver an improvement in the overall quality of services, if the 

current internal service action plan is implemented successfully. 

 

Does not deliver the outcome 

• The option does not deliver an increase in the range of services people can buy 

with a personal budget. 

• The option will not contribute to an increase in the number of people directing 

and coordinating their own care. 

• The option will not contribute to a reduction in the Council’s overall workforce. 

• The option does not represent a shift away from the internal provision of these 

services. 

• The option will not deliver any of the savings included in the Council Business Plan 

and Budget 2016+. 

 

Stakeholders engaged. A range of stakeholders have been consulted. These include services users and their 

family carers, staff, the wider public, providers in the care market, Councillors and a 

range of Council officers.  
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Option 2 Close The Laurels and move the service to alternative Council owned 

accommodation and retain Brook House. 

Information Considered  Analysis of the following was carried out: current service use/occupancy, availability 

of alternative provision, financial information, and feedback from the public 

consultation. 

 

Current service occupancy 

• On average 9.5 or 30.6% of the 31 available beds across the service are used for 

planned short breaks. At the busiest times (Friday, Saturday and Sunday) 11.5 or 

37.1% of the 31 available beds across the service are used for planned short 

breaks. 

• The service is operating significantly below capacity and there is not sufficient 

justification to continue to operate a service of this size. 

 

Availability of alternative provision 

• There is a range of alternative short breaks provision across the City. In terms of 

the bed based alternatives (current residential provision, Shared Lives, Upward 

Care Hotel) there is additional capacity of between 10 and 20 beds either 

available or available in the near future. In addition Midland Mencap has 

indicated they will work directly with groups of people to create further new 

short breaks capacity. 

• There are other alternatives such as Sense’s holiday / short breaks service which 

people can use in combination with other services. 

 

Finance 

• The cost of a week’s stay in the internal service is between £1500 and £1900. The 

cost of alternative provision ranges from £349 to £1480 per week. 

• The net operational cost to the Council of the implementation of this proposal is 

detailed in the table below: 

2016/17 

£000 

2017/18 

£000 

2018/19 

£000 

2019/20 

£000 

2020/21 

£000 

0 (44) 217 217 217 

• The following capital receipt and investment considerations are made.  

• Sale of The Laurels will generate a one-off capital receipt which will also produce 

an annual revenue stream –To date an alternative building has not been 

identified and this may have to be either acquired or appropriated from another 

Council department.  However capital investment will be required to bring any 

future building up to an acceptable standard and would likely negate any 

financial benefit derived from the sale of The Laurels and potentially cost more. 

 

Consultation feedback 

• Of the six options this one received the second highest level of support. 

• People commented that they thought highly of the services and the good quality 

of the staff working there. 

• There were also many comments put forward about the detrimental impact on 

both service users and carers that would be caused if a decision is made to close 

the services. 

• Some respondents recognised that The Laurels building is not fit for purpose and 

supported refurbishment or a move to alternative accommodation. 

Delivery of option 

against the vision 

 

Delivers the outcome partially 
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outcomes • This option could deliver an improvement in the overall quality of services, if the 

current action plan is implemented successfully. 

 

Does not deliver the outcome 

• The option does not deliver an increase in the range of services people can buy 

with a personal budget. 

• The option will not contribute to an increase in the number of people directing 

and coordinating their own care. 

• The option will not contribute to a reduction in the Council’s overall workforce. 

• The option does not represent a shift away from the internal provision of these 

services. 

• The option will not deliver any of the savings included in the Council Business 

Plan and Budget 2016+ and will incur the Council additional costs. 

 

Stakeholders engaged A range of stakeholders have been consulted. These include services users and their 

family carers, staff, the wider public, providers in the care market, Councillors and a 

range of Council officers. 
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Option 3 Close The Laurels and continue to provide a service at Brook House in the medium 

to long term 

Information Considered  Analysis of the following was carried out: current service use/occupancy, availability 

of alternative provision, financial information, and feedback from the public 

consultation. 

 

Current service occupancy 

• On average 9.5 or 30.6% of the 31 available beds across the service are used for 

planned short breaks. At the busiest times (Friday, Saturday and Sunday) 11.5 or 

37.1% of the 31 available beds across the service are used for planned short 

breaks. 

• The service is operating significantly below capacity and there is not sufficient 

justification to continue to operate a service of this size. 

 

Availability of alternative provision 

• There is a range of alternative short breaks provision across the City. In terms of 

the bed based alternatives (current residential provision, Shared Lives, Upward 

Care Hotel) there is additional capacity of between 10 and 20 beds either 

available or available in the near future. In addition Midland Mencap has 

indicated they will work directly with groups of people to create further new 

short breaks capacity. 

• There are other alternatives such as Sense’s holiday / short breaks service which 

people can use in combination with other services. 

 

Finance 

• The cost of a week’s stay in the internal service is between £1500 and £1900. The 

cost of alternative provision ranges from £349 to £1480 per week. 

• Assumption is made that 50% of the staff team will transfer from The Laurels to 

Brook House to provide care and support to a potential increase in service users 

transferring from The Laurels. 

• In addition the net operational saving to the Council of the implementation of 

this proposal is detailed in the table below. Savings are contained within 

brackets, costs are not: 

2016/17 

£000 

2017/18 

£000 

2018/19 

£000 

2019/20 

£000 

2020/21 

£000 

30 (97) (53) (53) (70) 

• In addition the sale of The Laurels will generate a one-off capital receipt which 

will also produce an annual revenue stream . 

 

Consultation feedback 

• People commented that they thought highly of the services and the good quality 

of the staff working there. 

• There were also many comments put forward about the detrimental impact on 

both service users and carers that would be caused if a decision is made to close 

the services. 

• Some of the opposition to this option was about Direct Payments and that some 

people feel they would not be able to manage them. 

• Just over a third of comments were in favour of Brook House remaining open. 

• 17% of people were concerned about where they would go in the future. 
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Delivery of option 

against the vision 

outcomes 

 

Delivers the outcome partially 

• The option could deliver an improvement in the overall quality of services, if the 

current internal service action plan is implemented successfully.  

• The option may deliver an increase in the range of services people can buy with a 

personal budget, if the market continues to develop new services. 

• The option may contribute to an increase in the number of people directing and 

coordinating their own care. 

• The option will deliver some of the savings included in the Council Business Plan 

and Budget 2016+, but does deliver savings of the level required. 

• The option represents a partial shift away from the internal provision of these 

services but is not fully consistent with the vision. 

• The option will make a contribution to a reduction in the Council’s overall 

workforce, but not as significant as Options 5 and 6. 

 

 

Stakeholders engaged A range of stakeholders have been consulted. These include services users and their 

family carers, staff, the wider public, providers in the care market, Councillors and a 

range of Council officers. 
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Option  4 Close The Laurels and transfer Brook House as a short breaks service to an 

alternative provider 

Information Considered  Analysis of the following was carried out: current service use/occupancy, availability 

of alternative provision, financial information, and feedback from the public 

consultation. 

 

Current service occupancy 

• On average 9.5 or 30.6% of the 31 available beds across the service are used for 

planned short breaks. At the busiest times (Friday, Saturday and Sunday) 11.5 or 

37.1% of the 31 available beds across the service are used for planned short 

breaks. 

• The service is operating significantly below capacity and there is not sufficient 

justification to continue to operate a service of this size. 

 

Availability of alternative provision 

• There is a range of alternative short breaks provision across the City. In terms of 

the bed based alternatives (current residential provision, Shared Lives, Upward 

Care Hotel) there is additional capacity of between 10 and 20 beds either 

available or available in the near future. In addition Midland Mencap has 

indicated they will work directly with groups of people to create further new 

short breaks capacity. 

• There are other alternatives such as Sense’s holiday / short breaks service which 

people can use in combination with other services. 

 

Finance 

• The cost of a week’s stay in the internal service is between £1500 and £1900. The 

cost of alternative provision ranges from £349 to £1480 per week. 

• The assumption has been made that TUPE would apply to the outsourcing of the 

Brook House service and that all staff and associated costs would transfer to the 

new provider. 

• The net operational saving to the Council of the implementation of this proposal 

is detailed in the table below. Savings are contained in brackets, costs are not: 

2016/17 

£000 

2017/18 

£000 

2018/19 

£000 

2019/20 

£000 

2020/21 

£000 

30 (51) (161) (161) (196) 

• In addition, the sale of The Laurels and Brook House will generate a one-off 

capital receipt andalso produce an annual revenue stream. 

 

Consultation feedback 

• People commented that they thought highly of the services and the good quality 

of the staff working there. 

• There were also many comments put forward about the detrimental impact on 

both service users and carers that would be caused if a decision is made to close 

the services. 

• Some of the opposition to this option was about Direct Payments and that some 

people feel they would not be able to manage them. 

• Some people recognised The Laurels building is not fit for purpose. But there was 

support for the continuation of a service at Brook House. 
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• Some people were concerned that if the service were outsourced the service 

quality may not be any better. 

• Respondents were concerned about future service provision and questioned 

whether alternative provision would be better. 

Delivery of option 

against the vision 

outcomes 

 

Delivers the outcome partially 

• The option could deliver an improvement in the overall quality of services.  

• The option may deliver an increase in the range of services people can buy with a 

personal budget, if the market continues to develop new services. 

• The option may contribute to an increase in the number of people directing and 

coordinating their own care. 

• The option will deliver some of the savings included in the Council Business Plan 

and Budget 2016+, but does deliver savings of the level required. 

• The option represents a partial shift away from the internal provision of these 

services but is not fully consistent with the vision. 

• The option will make a contribution to a reduction in the Council’s overall 

workforce, but not as significant as Options 5 and 6 

 

 

Stakeholders engaged A range of stakeholders have been consulted. These include services users and their 

family carers, staff, the wider public, providers in the care market, Councillors and a 

range of Council officers. 
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Option  5 Close The Laurels and Brook House on a phased basis and offer service users 

alternative provision in the market through a Personal Budget 

Information Considered  Analysis of the following was carried out: current service use/occupancy, availability 

of alternative provision, financial information, and feedback from the public 

consultation. 

 

Current service occupancy 

• On average 9.5 or 30.6% of the 31 available beds across the service are used for 

planned short breaks. At the busiest times (Friday, Saturday and Sunday) 11.5 or 

37.1% of the 31 available beds across the service are used for planned short 

breaks. 

• The service is operating significantly below capacity and there is not sufficient 

justification to continue to operate a service of this size. 

 

Availability of alternative provision 

• There is a range of alternative short breaks provision across the City. In terms of 

the bed based alternatives (current residential provision, Shared Lives, Upward 

Care Hotel) there is additional capacity of between 10 and 20 beds either 

available or available in the near future. In addition Midland Mencap has 

indicated they will work directly with groups of people to create further new 

short breaks capacity. 

• There are other alternatives such as Sense’s holiday / short breaks service which 

people can use in combination with other services. 

• There is a dependency on care providers delivering on the their offers, but in 

conclusion there is sufficient capacity developing in the care market over the 

coming months to meet the demand created by a closure of the internal service. 

 

Finance 

• The cost of a week’s stay in the internal service is between £1500 and £1900. The 

cost of alternative provision ranges from £349 to £1480 per week. 

• The net operational saving to the Council of the implementation of this proposal 

is detailed in the table below. Savings are contained in brackets, costs are not: 

2016/17 

£000 

2017/18 

£000 

2018/19 

£000 

2019/20 

£000 

2020/21 

£000 

30 (174) (346) (346) (411) 

• In addition, the sale of The Laurels and Brook House will generate a one-off 

capital receipt and also produce an annual revenue stream. 

Consultation feedback 

• A large number of comments expressed concerns about spare capacity in 

alternative provision and the location of these services predominantly in the 

north and east of the City and a lack of provision in the south. 

• Some comments were received that this was a cost effective and sensible 

solution. 

• Some people felt that phasing the closure process over time would mitigate the 

impact of change. 

• There were also many comments put forward about the detrimental impact on 

both service users and carers that would be caused if a decision is made to close 

the services. 
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• Some people expressed concern about the suitability and accessibility of 

alternative provision. 

• Some of the opposition to this option was about Direct Payments and that some 

people feel they would not be able to manage them. 

• Over a quarter of comments related to people being unsure about what they 

would do if services closed. 

Delivery of option 

against the vision 

outcomes 

 

Delivers the outcome fully 

• The option will deliver an increase in the range of services people can buy with a 

personal budget, if the market continues to develop new services. 

• The option may contribute to an increase in the number of people directing and 

coordinating their own care. 

• The option will make a significant contribution to a reduction in the Council’s 

overall workforce . 

• The option will deliver the savings included in the Council Business Plan and 

Budget 2016+, but not as quickly as Option 6. 

• The option represents a shift away from the internal provision of these services. 

 

Delivers the outcome partially 

• The option could deliver an improvement in the overall quality of services. 

 

 

Stakeholders engaged A range of stakeholders have been consulted. These include services users and their 

family carers, staff, the wider public, providers in the care market, Councillors and a 

range of Council officers. 
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Option  6 Close The Laurels and Brook House together and offer service users alternative 

provision in the market through the provision of a Personal Budget 

Information Considered  Analysis of the following was carried out: current service use/occupancy, availability 

of alternative provision, financial information, and feedback from the public 

consultation. 

 

Current service occupancy 

• On average 9.5 or 30.6% of the 31 available beds across the service are used for 

planned short breaks. At the busiest times (Friday, Saturday and Sunday) 11.5 or 

37.1% of the 31 available beds across the service are used for planned short 

breaks. 

• The service is operating significantly below capacity and there is not sufficient 

justification to continue to operate a service of this size. 

 

Availability of alternative provision 

• There is a range of alternative short breaks provision across the City. In terms of 

the bed based alternatives (current residential provision, Shared Lives, Upward 

Care Hotel) there is additional capacity of between 10 and 20 beds either 

available or available in the near future. In addition Midland Mencap has 

indicated they will work directly with groups of people to create further new 

short breaks capacity. 

• There are other alternatives such as Sense’s holiday / short breaks service which 

people can use in combination with other services. 

• There is a dependency on care providers delivering on the their offers, but in 

conclusion there is sufficient capacity developing in the care market over the 

coming months to meet the demand created by a closure of the internal service 

 

Finance 

• The cost of a week’s stay in the internal service is between £1500 and £1900. The 

cost of alternative provision ranges from £349 to £1480 per week. 

• The net operational saving to the Council of the implementation of this proposal 

is detailed in the table below. Savings are contained in brackets, costs are not: 

2016/17 

£000 

2017/18 

£000 

2018/19 

£000 

2019/20 

£000 

2020/21 

£000 

40 (326) (346) (346) (411) 

• In addition, the sale of The Laurels and Brook House will generate a one-off 

capital receipt and also produce an annual revenue stream.  

 

Consultation feedback 

• A large number of comments expressed concerns about spare capacity in 

alternative provision and were concerned about finding trusted provision. 

• Many comments raised concerns that sudden closures do not allow people time 

to change and make appropriate adjustments and understand new options. 

• There were also many comments put forward about the detrimental impact on 

both service users and carers that would be caused if a decision is made to close 

the services. 

• Some people expressed concern about the amount, suitability and accessibility 
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of alternative provision. 

• Some of the opposition to this option was about Direct Payments and that some 

people feel they would not be able to manage them. 

Delivery of option 

against the vision 

outcomes 

 

Fully delivers the outcomes 

• The option will deliver an increase in the range of services people can buy with a 

personal budget, if the market continues to develop new services. 

• The option may contribute to an increase in the number of people directing and 

coordinating their own care. 

• The option will make a contribution to a reduction in the Council’s overall 

workforce.  

• The option will deliver the savings included in the Council Business Plan and 

Budget 2016+, earlier than Option 5. 

• The option represents a shift away from the internal provision of these services. 

 

Partially delivers the outcome 

• The option could deliver an improvement in the overall quality of services.  

 

Stakeholders engaged A range of stakeholders have been consulted. These include services users and their 

family carers, staff, the wider public, providers in the care market, Councillors and a 

range of Council officers. 

 

Conclusion and 

recommendation 

Financial analysis of the cost of the internal service and alternative provision 

concludes that the Council does not provide a cost effective service and that better 

value alternative short breaks services can be purchased from a range of providers 

across the City. 

 

Analysis of the occupancy of the current service concludes that it is running well 

below full capacity. There is not sufficient justification for the Council to continue 

operating a 31 bed service when on average only 9.5 of these are in use to deliver 

short breaks. 

 

Additionally, The Laurels building requires investment that has previously been 

estimated at £1.5m to make it fit for purpose but no recent exercise had been done 

to update / verify this figure, . The Council cannot prioritise this investment when 

the service is underutilised and there is alternative provision available. 

 

Analysis of the availability of alternative provision concludes that there is sufficient 

capacity from a range of sources either available now, or in the near future that can 

accommodate the people that use The Laurels and Brook House. 

 

There are two options which deliver best against the outcomes outlined in the 

Council’s vision statement, the primary goals being to deliver the best opportunity 

to give people choice and control through a Direct Payment and to deliver the 

greatest financial savings and best value for the public purse. These are Options 5 

and 6. 
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Both Options 5 and 6 deliver best against these outcomes. The difference between 

the two options is that Option 6 delivers the savings quicker than Option 5. The 

Council recognises that these two options were least popular with service users and 

carers.  

 

This report concludes that Option 5 is recommended for implementation over 

Option 6, for the following reasons: 

 

• Feedback during the consultation from key stakeholders, such as service users 

and their family carers, raised a number of issues relating to the implementation 

of any changes. People highlighted the upheaval associated with change and the 

need to build in sufficient time to the process to allow effective support 

planning, identification and trial of alternative services. The Council recognises 

that the impact of change is very unsettling and seeks to ensure that people are 

supported effectively during this transition phase. The phased closure of the two 

services will support the delivery of this. 

• Family carers also highlighted that all of the current services are in the east and 

north of the City and that there is a need for short breaks provision in the south 

and west of the city. A phased closure of the two services will give time and 

enable providers, like Midland Mencap, to work with service users and their 

family carers to develop local alternatives. 

• The Council also recognises that some of the provision identified during this 

process is not currently available and is not scheduled to become operational 

until Spring 2017. A phased closure programme will enable the Council to 

consolidate its own provision while the future alternative provision is completed 

and becomes available. This will minimise the risk of their being insufficient 

available capacity in the market to meet demand. 

• Carers have commitments, especially over Christmas and have already made 

bookings and plans. The implementation plan will seek to honour existing 

bookings made over the Christmas period and minimise disruption to carers. 

• The Equality Impact Assessment identified that carers of people with a disability 

have concerns about the ability of alternative providers to support people with 

behaviour that challenges. This risk will be mitigated by putting in place 

dedicated Social Workers to assess need and identify appropriate provision. The 

Council will where required work directly with providers to ensure appropriate 

arrangements are in place and that sufficient time is allowed to enable smooth 

transitions. A phased approach to implementation will support this. 

 

 

Implementation Plan 

• The Council intends to make a phased closure of its two short breaks services. 

• Phase One involves the closure of The Laurels. It is proposed that no new 

bookings are taken at The Laurels after the December  Cabinet decision. Any 

short breaks bookings up to 31st January 2017 already in place at the time of the 

Cabinet decision at The Laurels will be honoured. If people have bookings at The 

Laurels after 31st January 2017 the Council will work with them to identify an 

alternative solution. These alternatives may include one or a combination of the 

following: 

o Staying at Brook House 

o A Shared Lives placement 

o Staying at one of the residential short breaks homes provided by 

Birmingham Multicare 

o Having support provided in the person’s home from a home support 

agency 
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• Phase Two involves the closure of Brook House and is dependent on the 

availability of alternative provision currently under development. The Council 

intends to commence the closure of Brook House in April 2017, to be completed 

by 30th September 2017. 

• In order to implement this plan and ensure that service users and carers are 

supported through this process, a dedicated team of Social Workers will 

commence reviews of individual’s needs and begin the process of planning 

future support. The team will contact individuals and their families to 

commence this process from December 2016 onwards. 

 

 

 

 Project Development Requirements/Information  

Products required to 

implement the 

recommended option  

• Implementation plan 

• Communications Plan 

• Establishment  of dedicated social work team 

• Reassessment of service user/carers needs 

 

Estimated time to 

complete project  

9 Months 

Estimated cost to 

complete project 

development  

The cost of the social work team is included in the savings figures above which are 

net of the costs of implementation. 

Funding of development 

costs  

N/A 

EIA: the main risks so far 

identified a strategy for 

managing them and 

need for any contingency 

arrangements. 

 

A Full Equality Assessment has been completed and is contained in Appendix 3. 

 

Budget and management information  

See above Options for summarised financial information. 

 


