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	Purpose of the Report
	Please note that this report was written and discussed by the West Glamorgan RPB Programme Office for the West Glamorgan Regional Partnership Board meeting held on the 12th April.  The RPB paper is attached as appendix 1.
The purpose of this report is to update members on:
· The Purpose of Pooled Funds and the links to the Regional Investment Plan.
· Pooled Fund or Section 33 arrangements that are in place across West Glamorgan.
· Progress on the development of further pooled fund arrangements for the region.

	Key Issues



	There are a number of pooled fund arrangements already in place across West Glamorgan as outlined in section 2 of this report.  
In addition partners have agreed to support the development of a pooled fund for Adults under the Learning Disability budget for statutory commissioned support and partners have agreed in principle to a pooled fund for Mental Health third sector commissioned grants/contracts.
A review of two existing pooled budgets has been agreed as follows:
· Intermediate Care Services Model and its corresponding Section 33’s as part of the Communities and Older Peoples Programme
· Joint Regional Equipment Store Model and its corresponding financial agreement as part of the Communities and Older Peoples Programme.
Opportunities to develop further pooled funds are being explored as outlined in section 2 of this report.

	Specific Action Required 
(please choose one only)
	Information
	Discussion
	Assurance
	Approval

	
	☒	☐	☐	☐
	Recommendations

	Members are asked to:
· Note the current pooled fund position across the region.


West Glamorgan RPB Pooled Funds Report

1. INTRODUCTION

The following report provides an update on the information provided at the April meeting of the West Glamorgan Regional Partnership Board (WG RPB) in relation to Pooled Budgets.

2. BACKGROUND

2.1 Purpose of Pooled Funds

· Pooled funds are a mechanism for achieving integrated systems of care that are more holistic, person centred and support improved outcomes for people.
· Fragmentation of resources makes it more difficult to commission integrated care and may lead to impediments or inefficiencies.
· Pooling funds between commissioners is seen as the most practical and efficient way to overcome fragmentation and jointly commission as a whole system.  Examples of intended benefits include: Less duplication, Fewer gaps, Reduced silo working, more efficient process, reduced delays, encouraging more joined up provision that strengthens partnership working.
· Integration through pooled funds is intended to create better quality and more efficient services and encourages partners to collaborate in a way that maximises their capacity to shape the market. 
· Working towards pooled funds provide an opportunity for partners to work together to understand issues affecting quality and stability of services.
· Shared understanding and common goals can help to develop more strategic, collaborative solutions for improving care and providing more relevant, sustainable services. This does not mean homogenising all services and practices. Rather it means creating opportunities for mutual gain. Local differences in contracting and commissioning arrangements which are necessary to maintain effective services should be accommodated where appropriate.
· Pooled funds are merely a means to an end. Ultimately pooled funds must be used to create commissioning models which will, improve the experience of residents and their families, address local and regional commissioning priorities, create positive financial impacts or improved efficiency for each partner, deliver more sustainable and resilient services which are manageable and deliverable.

2.2 
Regional Investment Fund

The guidance provided for the Health and Social Care Regional Integration Fund included support for how regions could utilise the 50/50 Integrated Mainstreaming Fund.  
Extract from the guidance:
After a project has concluded its three years funding under the embedding fund it should now be ready to be mainstreamed.  However, projects can be fast tracked and enter this stage within any year of the fund if partners agree that the circumstances are right to support mainstreaming at an earlier stage.
Under this fund projects should now be well established models of care that have been adopted across the whole region or wider.
Partners must agree and commit resources to ensure that the project or model of care will be sustained long term.
This fund will take the shape of a recurrent pooled fund with partners contributing 50% and Welsh Government contributing the remaining 50%.
If Partners are still using non-monetary match resources at this stage, they must be separately ring-fenced and accounted for to support sustainable delivery and ensure regional tapering has been realised.

2.3 Pooled Funds across West Glamorgan

There are a number of pooled fund arrangements already in place across West Glamorgan
They include:
· Intermediate Care Services Section 33 – between Swansea Bay University Health Board and Neath Port Talbot Council - £6.3m
· Intermediate Care Services Section 33 – between Swansea Bay University Health Board and Swansea Council - £18.5m
· Joint Community Equipment Store Section 33 – between Swansea Bay University Health Board, Neath Port Talbot Council and Swansea Council - £2.9m 
· Adoption Service – Inter-agency Authority Agreement – between Swansea Council and NPT Council - £2.3m

There is also a pooled fund arrangement in line with Part 9 of the Social Services and Wellbeing Act 2014 which cover the Older Persons Residential Care Homes.

2.3 Planned Pooled Budgets

Partners have in principle agreed to support the development of a pooled fund for Adults under the Mental Health and Learning Disability budget for statutory commissioned support e.g. residential care, supported living, day services etc.
Value of the Fund - to be confirmed and a commitment by the Health Board has already been provided
Partners have agreed in principle to a pooled fund for Mental Health third sector commissioned grants/contracts (agreement with Health Board and RPB Funds to date).
Value of the Fund would be approximately £1.9m 

2.4 Review of Pooled Budget

· Partners have agreed to review the Intermediate Care Services Model and its corresponding Section 33’s as part of the Communities and Older Peoples Programme.
· Partners have agreed to review the Joint Regional Equipment Store Model and its corresponding financial agreement as part of the Communities and Older Peoples Programme.

2.5 Steps required to develop further pooled funds
· Developing strategic intentions on pooled funds for different population cohorts through regional strategies.  Strategies are currently in development for:
· Older People
· Children and Young People
· Regional Strategies that include pooled fund intentions have been completed for:
· Mental Health – third sector commissioned services
· Mental Health and Learning Disabilities - statutory commissioned services
· Neurodiverse will need to be considered further to be part of the Mental Health and Learning Disability pooled fund, as some aspects are currently supported under the same teams but not in all services
· Regional Strategies are signed off by the Regional Partnership Board; the strategies that include pooled fund intentions will be ratified at this point.
· A project plan detailing the implementation and relevant officers’ involvement, along with pooled fund principles, financial analysis and defining a pooled fund approach will be developed for each population cohort.
· Lessons learnt from the current pooled funds will be included as part of the development work.
· Reviewing what has occurred in other parts of Wales including challenges and what has worked well.
· An options paper will be presented to board for decision once all risks/issues/opportunities have been developed within each proposed pooled fund.
· There will be a phased approach to the development of pooled funds to ensure all risks and issues are addressed and they are not rushed into.
· Lessons will also be learnt from other RPB’s that have developed or are in the process of developing pooled funds.

2.6 Risks to the Delivery of Pooled Funds
· Pooled funds on such a large scale are new territory for all partners. Understandably there is some degree of nervousness about the complexity and level of risk that these arrangements will present. Examples of risk issues raised by partners include:
· Financial Risks:
· Underestimating the contribution of partners. 
· Managing resource shortages where contributions of partners are insufficient perhaps due to unforeseen levels of demand or problems controlling types of placements. 
· Difficulty committing future resources without knowing settlement figures and in the context of reduced budgets. 
· Deliverability due to complexity: 
· Establishing a regional pooled fund will have implications for all processes which operate to enable support 
· This could include “pathway” processes from initial assessment, authorisation, placement options, contracting, performance management, payment of providers and termination. 
· It could also include planning and commissioning functions such as demand analysis, service model development, strategy design, contract development and fee rate negotiations.
· Political and organisational acceptability:
· Underpinning part 9 is the principle that doing things 22 different ways is not sustainable. 
· This position, though not explicit, is one which encourages greater centralisation or standardisation as a way to achieve improved efficiency.
· Impact on market stability:
· Systems changes may need to be carefully planned to avoid negative market impacts. Any proposed changes to systems which affect ability to make placements, ensure quality or pay providers should be assessed carefully. 
· Changes to commissioning processes or structures must be capable of responding to market volatility. Process for achieving political approval across several organisations may well lead to a delay in decision making and responsiveness. 
· Pooled fund arrangements will need to ensure that commissioners can respond quickly to sudden market changes such as closure or crisis affecting continuity of services.

· Risks to Service Users: 
· Rushing to achieve change could lead to problems described and may negatively affect services and people who use them.
· At this stage, the extent to which these issues are a genuine threat is not clear.  Further work is needed to explore the impacts of options for delivering pooled arrangements.

3 GOVERNANCE AND RISK ISSUES

There are no direct risks for members to consider.  Visibility and effective partnership working is critical to deliver pooled fund arrangements.

4  FINANCIAL IMPLICATIONS
 
There are no direct financial implications for members to consider.  

5 RECOMMENDATION

· Note the current pooled fund position across the region.




	Governance and Assurance


	Link to Enabling Objectives
(please choose)
	Supporting better health and wellbeing by actively promoting and empowering people to live well in resilient communities

	
	Partnerships for Improving Health and Wellbeing
	☐
	
	Co-Production and Health Literacy
	☐
	
	Digitally Enabled Health and Wellbeing
	☐
	
	Deliver better care through excellent health and care services achieving the outcomes that matter most to people 

	
	Best Value Outcomes and High Quality Care
	☐
	
	Partnerships for Care
	☐
	
	Excellent Staff
	☐
	
	Digitally Enabled Care
	☐
	
	Outstanding Research, Innovation, Education and Learning
	☐
	Health and Care Standards

	(please choose)
	Staying Healthy
	☐
	
	Safe Care
	☐
	
	Effective  Care
	☐
	
	Dignified Care
	☐
	
	Timely Care
	☐
	
	Individual Care
	☐
	
	Staff and Resources
	☐
	Quality, Safety and Patient Experience

	No implications to note. 


	Financial Implications

	No implications to note. 


	Legal Implications (including equality and diversity assessment)

	No implications to note. 
 

	Staffing Implications

	No implications to note. 
 

	Long Term Implications (including the impact of the Well-being of Future Generations (Wales) Act 2015)

	Partnership working supports the delivery of the Act


	Report History
	This is the first report in relation to Pooled Fund arrangements.


	Appendices
	Appendix 1 – WG RPB Pooled Fund Arrangements Paper
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Regional Partnership Board

Pooled Funds Report

12th April 2024



Purpose

1.1 The purpose of this report is to update members on:

· The Purpose of Pooled Funds and the links to the Regional Investment Plan.

· Pooled Fund or Section 33 arrangements that are in place across West Glamorgan.

· Progress on the development of further pooled fund arrangements for the region.



Purpose of Pooled Funds

1.1 [bookmark: _Toc471463497]Pooled funds are a mechanism for achieving integrated systems of care that are more holistic, person centred and support improved outcomes for people.

1.2 Fragmentation of resources makes it more difficult to commission integrated care and may lead to impediments or inefficiencies.

1.3 Pooling funds between commissioners is seen as the most practical and efficient way to overcome fragmentation and jointly commission as a whole system.  Examples of intended benefits include: Less duplication, Fewer gaps, Reduced silo working, more efficient process, reduced delays, encouraging more joined up provision that strengthens partnership working.

1.4 Integration through pooled funds is intended to create better quality and more efficient services and encourages partners to collaborate in a way that maximises their capacity to shape the market. 

1.5 Working towards pooled funds provide an opportunity for partners to work together to understand issues affecting quality and stability of services.

1.6 Shared understanding and common goals can help to develop more strategic, collaborative solutions for improving care and providing more relevant, sustainable services. This does not mean homogenising all services and practices. Rather it means creating opportunities for mutual gain. Local differences in contracting and commissioning arrangements which are necessary to maintain effective services should be accommodated where appropriate.

1.7 Pooled funds are merely a means to an end. Ultimately pooled funds must be used to create commissioning models which will, improve the experience of residents and their families, address local and regional commissioning priorities, create positive financial impacts or improved efficiency for each partner, deliver more sustainable and resilient services which are manageable and deliverable.




Regional Investment Fund

1.8 The guidance provided for the Health and Social Care Regional Integration Fund included support for how regions could utilise the 50/50 Integrated Mainstreaming Fund.  

1.9 Extract from the guidance:

After a project has concluded its three years funding under the embedding fund it should now be ready to be mainstreamed.  However, projects can be fast tracked and enter this stage within any year of the fund if partners agree that the circumstances are right to support mainstreaming at an earlier stage.

Under this fund projects should now be well established models of care that have been adopted across the whole region or wider.

Partners must agree and commit resources to ensure that the project or model of care will be sustained long term.

This fund will take the shape of a recurrent pooled fund with partners contributing 50% and Welsh Government contributing the remaining 50%.

If Partners are still using non-monetary match resources at this stage, they must be separately ring-fenced and accounted for to support sustainable delivery and ensure regional tapering has been realised.



Pooled Funds across West Glamorgan

1.10 There are a number of pooled fund arrangements already in place across West Glamorgan

1.11 They include:

· Intermediate Care Services Section 33 – between Swansea Bay University Health Board and Neath Port Talbot Council - £6.3m

· Intermediate Care Services Section 33 – between Swansea Bay University Health Board and Swansea Council - £18.5m

· Joint Community Equipment Store Section 33 – between Swansea Bay University Health Board, Neath Port Talbot Council and Swansea Council - £2.9m 

· Adoption Service – Inter-agency Authority Agreement – between Swansea Council and NPT Council - £2.3m

1.12 There is also a pooled fund arrangement in line with Part 9 of the Social Services and Wellbeing Act 2014 which cover the Older Persons Residential Care Homes.



Planned Pooled Budgets

1.13 Partners have in principle agreed to support the development of a pooled fund for Adults under the Learning Disability budget for statutory commissioned support e.g. residential care, supported living, day services etc.

Value of the Fund would be approximately £25 Million

1.14 Partners have agreed in principle to a pooled fund for Mental Health third sector commissioned grants/contracts (agreement with Health Board and RPB Funds to date).

Value of the Fund would be approximately £1.9m 



Review of Pooled Budget

1.15 Partners have agreed to review the Intermediate Care Services Model and its corresponding Section 33’s as part of the Communities and Older Peoples Programme.

1.16 Partners have agreed to review the Joint Regional Equipment Store Model and its corresponding financial agreement as part of the Communities and Older Peoples Programme.



Steps Required to Develop further pooled funds

1.17 Developing strategic intentions on pooled funds for different population cohorts through regional strategies.  Strategies are currently in development for:

· Older People

· Children and Young People

1.18 Regional Strategies that include pooled fund intentions have been completed for:

· Mental Health – third sector commissioned services

· Learning Disabilities - statutory commissioned services

1.19 Neurodiverse will be part of the learning disability pooled fund as they are currently supported under the same teams; spend is not split within budgets by all partners.

1.20 Regional Strategies are signed off by the Regional Partnership Board; the strategies that include pooled fund intentions will be ratified at this point.

1.21 A project plan detailing the implementation and relevant officers’ involvement, along with pooled fund principles, financial analysis and defining a pooled fund approach will be developed for each population cohort.

1.22 Lessons learnt from the current pooled funds will be included as part of the development work.

1.23 Reviewing what has occurred in other parts of Wales including challenges and what has worked well.

1.24 An options paper will be presented to board for decision once all risks/issues/opportunities have been developed within each proposed pooled fund.

1.25 There will be a phased approach to the development of pooled funds to ensure all risks and issues are addressed and they are not rushed into.

1.26 Lessons will also be learnt from other RPB’s that have developed or are in the process of developing pooled funds.



Risks to the Delivery of Pooled Funds

1.27 Pooled funds on such a large scale are new territory for all partners. Understandably there is some degree of nervousness about the complexity and level of risk that these arrangements will present. Examples of risk issues raised by partners include:

1.28 Financial Risks:

· Underestimating the contribution of partners. 

· Managing resource shortages where contributions of partners are insufficient perhaps due to unforeseen levels of demand or problems controlling types of placements. 

· Difficulty committing future resources without knowing settlement figures and in the context of reduced budgets. 

1.29 Deliverability due to complexity: 

· Establishing a regional pooled fund will have implications for all processes which operate to enable support 

· This could include “pathway” processes from initial assessment, authorisation, placement options, contracting, performance management, payment of providers and termination. 

· It could also include planning and commissioning functions such as demand analysis, service model development, strategy design, contract development and fee rate negotiations.

1.30 Political and organisational acceptability:

· Underpinning part 9 is the principle that doing things 22 different ways is not sustainable. 

· This position, though not explicit, is one which encourages greater centralisation or standardisation as a way to achieve improved efficiency.

1.31 Impact on market stability:

· Systems changes may need to be carefully planned to avoid negative market impacts. Any proposed changes to systems which affect ability to make placements, ensure quality or pay providers should be assessed carefully. 

· Changes to commissioning processes or structures must be capable of responding to market volatility. Process for achieving political approval across several organisations may well lead to a delay in decision making and responsiveness. 

· Pooled fund arrangements will need to ensure that commissioners can respond quickly to sudden market changes such as closure or crisis affecting continuity of services.

1.32 Risks to Service Users: 

· Rushing to achieve change could lead to problems described and may negatively affect services and people who use them.

1.33 At this stage, the extent to which these issues are a genuine threat is not clear.  Further work is needed to explore the impacts of options for delivering pooled arrangements.



[bookmark: _Toc471463502]Recommendations

1.34 To note the current pooled fund position across the region.
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