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Where is the Money? 
This paper sets out Ophira’s response to the flurry of recent publications by the Association of 

Directors of Adult Social Services’ ADASS which includes the Common Resource Allocation 

Framework.  

 In the context of contributing to the debate and hopefully shaping the implementation of Self 

Directed Support, we have considered each of the documents produced. We have paid 

particular regard to financial probity given the challenging economic and demographic forecasts 

for adult social care over the next three years.  

Our thoughts differ significantly from the rationale and conclusions outlined by ADASS with the 

exception of the Personalisation and the Law publication, which sets out the current legal 

framework in a thorough and robust fashion. Indeed the analytical approach of that document 

appears to be at odds with assumptions    that are weakly evidenced, and that in our opinion 

characterise some of the other documentation issued.  

Making Progress with Putting People First: (ADASS October 2009) 

The suggestion that the issues and risks associated with the ‘comprehensive change for 

councils’ that arise from the implementation of self-directed support and personal budgets can 

be tackled ‘over time’ during implementation should we believe be interpreted as less than 

prudent. The legal guidance issued is helpful; but to dismiss strategic planning and sound 

financial management on the basis that there is some good learning and experience in ‘some 

councils’  may in our opinion be regarded as reckless. With efficiencies for 2010/11 already 

factored and a Comprehensive Spending Review looming, this is surely not the best time for 

taking an approach that is at best predicated on the existing financial landscape. Indeed, in the 

current economic climate proclaiming that self-directed support can be accomplished ‘without 

greater costs’, does not appear to be a sensible rationale for reshaping service models.  

The elements of self-directed support as outlined in this paper issued by ADASS we feel are 

inadequate. We will address these matters in more detail within our response to the resource 

allocation framework document. However in essence we consider that the use of self 

assessment for resource allocation purposes is now largely discredited. It is too simplistic to 

suggest that crucial issues of eligibility, risk, safeguarding, mitigation, natural support and 
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variable levels of need can be accommodated in support planning processes that are focused 

on a ‘desired set of outcomes’.  

What is the rationale for an indicative personal budget allocation when the application of 

charging regimes can substantially reduce an ‘upfront’ sum?  

What is the rationale for an indicative allocation if there is likely to be a dearth of available 

service options?  

What price for self directed assessment when universal services and personalised advice could 

mitigate the need for long term funded provision? 

 The proposed approach unnecessarily raises expectations, invites increased complaints and 

increases workloads for no discernable purpose from our perspective. 

We find no contradiction between person centred assessments that address statutory 

obligations, equitable and sustainable resource allocation systems, and support planning 

mechanisms that maximise choice and control using creative and flexible solutions.  ADASS 

rightly rejects personal budgets and support plans expressed in terms of hours, but in our view 

professional and responsive resource centred planning does not negate the requirement for 

comprehensive assessments and financial rigour.   

What are councils expected to do?  (ADASS October 2009) 

The Department of Health target of 30% for self-directed support by the year 2010-11 (N130) 

may be realistic in terms of support planning mechanisms but the reality is that unless budgets 

are aligned correctly against the whole of the user population, allocations probably cannot be 

financially sustained over the lifetime of the package.    

We believe authorities will potentially face economic meltdown if resources for personal 

budgets are allocated based on the current availability of funding and existing service levels. It 

is already clear that testing against current care packages and prevailing patterns of distribution 

across users groups is inadequate regardless of the sample size, the RAS correlation or the 

support planning methodology.  

In our opinion it is essential to have comprehensive financial plans over a 3 year period, based 

on the 4% minimum efficiencies already required by the Treasury and the costs of 

personalisation. This will enable authorities to harness this unprecedented opportunity to 
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establish equitable distribution of resources and decommission traditional service agreements 

that are no longer relevant in an era of choice and control. 

 As ADASS acknowledges  ‘the situations in which an authority would be legally justified in 

walking away from a person faced with assessed eligible needs that can no longer be financed 

from their budget would be very rare indeed’.  

The questions that must be addressed as a matter of urgency are not just how do we allocate 

resources? But of equal importance is, what resources will there be in my authority over the 

next three years available for allocation?   

Final thoughts 

At Ophira, we do not agree that early small-scale implementation to generate a local success 

story is a desirable way to proceed. Our approach integrates assessments that determine a 

relationship between needs and cost, the allocation of resources based on a whole systems 

methodology within a three year financial planning cycle, and support planning processes that 

reflect the capacity of the local economy to deliver options that reflect customer choices within 

allocated net personal budgets. 

We consider: 

a) There are several legal, regulatory and policy issues that need attention before an 

authority can effectively and securely introduce Self-Directed Support. 

b) Business processes should be streamlined with distinct roles and responsibilities 

established, with integrated systems embedded. 

c) Resource Allocation offers an exceptional opportunity to resolve inequity between client 

groups.  

d) The utilisation of transitional policies can deliver ‘soft landings’ for the potential losers 

of personalisation.  

e) Whole systems financial planning is a pre-requisite of personalisation and the proposed 

models outlined in the recent publications are inappropriate for adoption across all 

customer groupings. 

f)  Councils should start to decommission services that are focused upon cost and volume 

arrangements.  

g) The use of Individual Service Funds is likely to gain momentum and become a popular 

option.  

h) Progressive authorities may become victims of their own success with Self Directed 

Support, unless they introduce policies that manage the increase in demand.  
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For a comprehensive response to the following documents and an outline of the ways in which 

Ophira can assist your authority watch this website. 

Operating Models: Learning from the Early Adopters 

Common Resource Allocation Framework: 

a) Policy issues 

b) Financial framework 

System Mapping 

Making Better Use of Resources 

If you would like more assistance, please do not hesitate to contact us.   

 

 


