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Self Directed Support is fundamental to enabling people to fulfil their aspirations and to

contribute to society in a variety of roles as active and equal citizens.

Self Directed Support, incorporating Direct Payments, is a relatively new means of both funding & | '.l
and delivering social and heath care. The National Guidance on Self Directed Support referred

to specific guidance on financial matters which had previously been issued by CIPFA, aimed

principally at England and Wales. Since then, CIPFA has worked with social care professionals ‘

through ADSW and the Scottish Government to develop Scotland-specific financial guidance that
supplements the Scottish national guidance on Self Directed Support.

Finite resources and tightening budgetary pressures are a reality. But stream-lining accounting procedures may
well create some leverage to maximise the effectiveness of the available spend. We are taking the opportunity to
balance financial risk against service outcomes. The consequence of this is a proportionate risk based financial
framework that has the capacity to impact positively on unnecessary bureaucracy for local authorities and service
users.

This guidance is for finance professionals and can be used by recipients of social care services. The consequence
of this, is a transparent system that allows the service deliverer and the service users clarity on the proportionate
accountability required by both.

This guidance is a key resource for Local Authorities and | encourage them to embrace it fully. The Scottish
Government is committed to encouraging the use of this document and will form part of our wider work on
improving the uptake of Self Directed Support.

| would like to take this opportunity to thank CIPFA and ADSW for their work in producing this ground breaking
document as this will provide a sound basis for good quality support for individuals whilst contributing to allowing
more professional time being deployed on the frontline.

Shona Robison MSP
Minister for Sport and Public Health

Scottish Government
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The Status of the Guidance Note

Direct payments are an integral part of Self-Directed Support, which itself is an overarching term for a variety
of approaches to give people in need of care services greater levels of control over how their support needs
are met. The policy intention supports a modern means of delivering social care enabling individuals to take
control of their lives and fulfil their role as citizens.

The driver for self-directed support is the delivery of choice, flexibility and control for individuals who require
social care. The policy has developed over time and encompasses primary legislation as supported by
statutory guidance issued in 2007 and entitled National Guidance on Self-Directed Support (issued under
Section 5(1) of the Social Work (Scotland) Act 1968).

This guidance note complements that national guidance but focuses specifically on financial matters in
Scotland. Itis aimed, principally, at Local Authorities in Scotland. There are three specific objectives:

to set out a proportionate risk based national framework for financial monitoring and assessment
to provide national guidance on the level of record keeping required

maintenance of accountability in the use of public funds

The framework specifically seeks to ensure that financial monitoring and record keeping is proportionate

to both the service deliverer and service recipient while supporting the growth and development of Direct
Payments. This policy area is dynamic. Inevitably the guidance will require to be capable of flexible evolution
to meet distinct local needs while setting national parameters.

There is overall a need to strike an appropriate balance between the need to ensure public money is spent
appropriately and the need to promote creative and individual solutions to meet people’s support needs.

This document does not seek to provide guidance on professional care. That is necessarily a matter for
professionally qualified social care staff. The focus is however on the financial accountability associated with
the decision made by professional staff. The guidance is by design short, focused and intended to be a desk-
based resource. Somewhat uniquely, the guidance can also be used by recipients of the services, the principal
intention of which is to ensure that both the service deliverer and the service recipients can be clear on what
accountability is required.



Direct Payments - Making it Work

Finance and administrative staff will generally not come into contact with social services clients. They will
however have a contribution to make to the financial administration of direct payments. For the benefit of
finance and administrative staff, this section very briefly outlines a practical context to the application of direct
payments.

In order to make best use of the resources available to them, individuals will require to be given greater
levels of flexibility and support. The systems of monitoring for both finance and professional care as applied
to people directing their own support, using direct payments or other means will also require a support and
monitoring framework which not only respects the flexibility envisaged by policy but ensures accountability.
This short section sets the scene in a series of case studies on how direct payments can impact directly on
service delivery and sets the foundation for a more modern means of service delivery and funding.

Crucially, monitoring will be focused on whether the individual has achieved the specific outcomes identified in
their care/support plan. A balance however requires to be struck to maintain accountability whilst encouraging
people to find more cost-effective and creative ways of utilising the resources available to them. What this
could mean in practice is best demonstrated from the following case study:

Andrew is in his 40s: employed full-time and requires support due to a long term chronic illness.

He was assessed as needing 4 hours of social work support per week. The agreed outcomes to be achieved using this
support are to promote independence and therefore reduce reliance on his ageing parents in particular with domestic tasks
such as shopping and laundry. The support will be provided via Direct Payment (DP).

The DP Support Organisation helped Andrew to learn how to shop using the internet.

He now confidently does all his own food shopping on line, paying for a one hour delivery slot from his DP His laundry is
collected from his house one evening a week and delivered the following day and is funded by the DP

Andrew also employs a Personal Assistant (PA) for one hour per week to undertake domestic tasks. He co-ordinates the
delivery of his shopping and laundry with the arrival of his PA to assist with domestic tasks.

There is evidence that the outcomes are being met successfully and within the set budget.

Local authorities should make clear to people directing their own support what is expected of them in terms

of financial reporting and administration and the limits of flexibility offered. Clarity over these matters at the
outset will help prevent difficulties later on and this guidance note seeks to provide that clarity. This guidance
sets financial boundaries which are clear but do not restrict the creativity which is a policy feature of this type
of expenditure. It will be important to allow people to be creative and not to over-prescribe how outcomes
should be met. Inevitably this means that people will find some ways of meeting outcomes which might
challenge the normal perceptions of what is possible. Again a case study example can demonstrate how this is
achieved in practice.



Brian has a profound learning disability with difficult and challenging behaviour. The local authority previously purchased
Respite Care for him at a traditional respite unit at £8,000 per annum (40 nights stay at £200 per night]. A case conference
concluded that the service, after repeated attempts at adjustment, was not effective in meeting the need for a respite break.
The conclusion was that a cost of approximately £8,000 per annum was being incurred on something that did not work.

The identified alternative was that a direct payment of £7,000 per annum could be made to purchase community based
respite using mainstream short break options with the support of employed personal assistants.

These consisted of 5 short breaks at a B&B in Scotland, a long weekend in a hotel, and 2 weeks in a sheltered complex in
Spain.

Most of the direct payment was spent on the personal assistant salary costs with the remainder on accommodation and
travel costs.

The review of the respite identified clear evidence of satisfactory outcomes. A break for his carers was achieved, and
resulted in reduced costs to the local authority.

Whatever boundaries are agreed Local Authorities should make clear that money may not be used for any
illegal activities or for instance by employing people “cash in hand”.

Whether it is appropriate for an individual to spend money in certain ways will depend on the reasons why the
money was first allocated. A support process which specifies outcomes to be achieved, rather than hours of
support purchased or items which must be bought, will encourage people to be more flexible in finding ways to
meet outcomes. Local Authorities should seek to offer direct payment recipients that flexibility so that people
are encouraged and given permission to find creative and cost-effective ways to meet their support needs.

Calum was assessed as having complex needs and the local authority previously provided respite, home and day care for
him. He had a history of feeding difficulties and risk of pneumonia caused by aspiration, resulting in repeated hospital
admissions. He had ILF funded personal assistants who were trained to meet his specific needs, and to manage the
aspiration risks using a skilled feeding technique. This was something the Day and Respite services, with a higher staff
turnover and changing shift patterns, were not able to achieve.

Hospital admissions were triggered by aspiration episodes resulting from respite and day care. None of these episodes
occurred at home where PA care was more skilled and consistent.

The Home Care service agreed that their carers were unable to meet his needs and could not provide an appropriate service.
The Health Authority, having balanced the cost of hospital admissions against the impact on the individual, offered funding
towards a viable alternative.

A case conference was called with representation from the health authority and concluded that that the current community
care service provision was inappropriate. Substantial resources were being committed to a service that did not meet
Calum’s needs and may have been placing him at risk.

An alternative support plan, consisting of 24 hour support delivered by the employed PAs using an individual budget made
up of DP funding (in lieu of the LA direct services), ILF and Health funding, was agreed. The employed PAs are now able to
meet Calum’s needs in a way which has resulted in improved quality of life, improved flexibility and hospital admissions have
been avoided completely.

The cost of the support is less than the previous arrangement with further cost benefits to health as hospital admissions are
no longer necessary.



Designing the Financial Framework

The practical application of Direct Payments as described in Section 2, places a different administrative
requirement upon both the local authority and the individual. Evidence emerging from the procedures
introduced to date by local authorities is that the level of administration, in particular financial record-
keeping, has in fact increased. This guidance provides a framework which rebalances the level of financial
administration required. It also enables local authorities to implement, on a consistent basis across Scotland,
a proportionate financial administrative framework. This guidance recognises the following key areas, for
which an effective financial framework should be able to demonstrate clear arrangements:

a formal agreement (including clarity on agreed care outcomes)
costing of the care package

banking arrangements

charging for care

support services

Financial Monitoring is considered separately at section 4 of this guidance.

This framework reinforces the need for the existence of evidence of the formal arrangements between the
local authority and the individual. A formal direct payment agreement requires to be implemented to ensure
that all parties understand their mutual financial responsibilities. An example of a formal agreement is
included at Appendix 1.

Care requirements should be discussed at the outset and should be clearly reflected in the statement of
agreed outcomes or individual care or support plans. This document reflects the professional care outcome
(irrespective of the means of payment] an example of which is included at Appendix 2.

Where an individual would prefer not to manage the financial aspect of self directed support a legally
appointed representative (Power of Attorney/Financial Guardian) or a representative appointed by the individual
can fulfil this role. The Council should ensure that Appendix 1 is signed to ensure that payment is made to

the appropriate person. This may be a Power of Attorney or Financial Guardian for a legal representative, or a
mandate signed by the individual and the person that they have appointed to administer the finances.

The Disability Discrimination Act 1995 requires LA's to ensure individuals are not disadvantaged due to the
specific needs arising from disability. Supplementary payments may need to be made to ensure equal access
for all in relation to financial monitoring/management.

The methods used for calculating direct payments have been typically based on a task and time breakdown
usually related to unit costs for home care services. Because there is an implied link between direct payments
and traditional services, this tends to inhibit creative uses of the former.

The Scottish Government SDS guidance encourages creative uses of direct payments and local authorities are
challenged to provide sufficient encouragement for people to find innovative ways of meeting their needs.

These systems need to be accompanied by more flexibility for recipients in how funds can be used (leaving
users a wider range of choices about how to make best use of monies) and support to be able to source
innovative solutions to needs.



Local authorities should acknowledge the additional minor costs associated with managing self directed
support services e.g. cost of refreshments, cost of personal hygiene items. Appropriate provision should be
made for these items.

Information on calculating direct payment rates and costing care packages is contained in Appendices 3 to 4.

Generally where the direct payment is for a small amount or where it is intended for the purchase of one-
off goods or services, Local Authorities should not require individuals to set up separate bank accounts. To
add clarity, a series of de-minimi levels are set out to determine the circumstances where separate banking
arrangements are required. The key driver is the level of payment made.

Separate Banking Arrangement Determinator

Level of Weekly Payment Requirement

<£50 per week (or up to approx No requirement for a separate
£2,600 per annum). bank account.

>£50 per week (or greater than Separate banking arrangements,

approx £2,600 per annum) or any | distinct from personal accounts,
circumstance where the recipient | require to be maintained.
acts as employer.

People choosing to direct their own care using a direct payment should be treated for charging purposes
equitably with people who are receiving services directly.

Local authorities are advised to monitor the Scottish Government and COSLA websites for the most up to date
advice in regard to charging policy.

It is important that everyone who chooses to direct their own care should also have access to appropriate
support as and when they need it. The 2007 National Guidance on Self-Directed Support makes it clear that
funding of local support should be part of mainstream financing activity at local authority level.

Whatever approach local authorities decide to adopt locally they should seek to ensure that people have a wide
variety of support to choose from and that the support available is comprehensive enough to enable people to
take and maintain control of their arrangements.

Support services should work to encourage creative uses of money to improve people’s lives, and cover the
following areas as a minimum to:

assist people to think and plan creatively to make the best use of the resources they have available

navigate the market place and choose goods and services to achieve outcomes

assist people to set up and maintain their support and manage their finances

assist people to fulfil their responsibilities as good employers

assist people to troubleshoot problems and resolve difficulties with managing their support

assist people to participate fully in reviewing and refining their support plans to achieve outcomes

train people to learn new skills to plan and take control of meeting their support needs



Independent support organisations work in partnership with users, local authorities, voluntary organisations,
service providers and advocacy services to offer information and practical services for individuals, such as
payroll systems for PA employers. A well-run local support organisation may reduce the work of the local
authority.

In issues relating to employment, individuals can be referred to external agencies that have expertise in this
area. Advice and support should be accessible, impartial and independent from the assessor. Peer support,
provided by people with experience of using self-directed support is invaluable in sharing experiences,
exchanging practical information and ideas, and sometimes trouble-shooting over a longer period to ensure
arrangements work for an individual.

With appropriate resources, support organisations may be able to help build expertise into new and developing
support services for users.

Local authorities are expected to fund essential training for users and PAs. To strongly encourage take-up

of these training opportunities, local authorities should fund user training separately from the hourly rate for
support, whether by ring-fencing funds per individual, or funding provided via the local support organisation.
Individuals on self-directed support should understand and fulfil the training obligations placed on them.

Enabling an increased number of people to direct their own support may have consequences for the level
of investment in support services. Insufficient investment in these services could make it difficult for local
authorities to promote self-directed support effectively and to achieve greater take up of direct payments.

Local authorities will also want to make sure that the amount of money that is available for support services
is economically sustainable in the longer term, taking into account the level of resources available and local
agreements with NHS bodies.



Risk Based Financial Monitoring Arrangements

The National Guidance on Self-Directed support recognises two forms of monitoring that local authorities
undertake for direct payments:

monitoring of service

monitoring of finances

It is an implicit objective of this guidance that financial monitoring is proportionate to enable the service
monitoring to focus upon the service outcomes.

For the purposes of this guidance, financial monitoring of direct payments is defined as those actions which
seek to gain evidence to ensure that payments made to individuals have been utilised for the intended service
purpose. Activities may include examination of separate (but not personal) bank accounts and examination of
records and receipts.

Against that background, the following guiding principles are considered to be paramount in setting out a
framework for financial monitoring:

the assurance of individual independence and choice balanced with evidence of personal responsibility. It
is reasonable to ask people to account for how they have spent their funds in achieving their support plan
outcomes.

financial monitoring arrangements should be ‘light touch” and proportionate to the level of risk involved

local authorities can set a local de-minimis level of expenditure below which receipts are not required. £50
may be an inidicative level but each local authority should set the level based on local circumstances. The
annual financial audit should be aligned as closely as possible with the process to review agreed outcomes.

Flexibility, within clear boundaries, to spend the resources allocated creatively in ways which reflect the
agreed outcomes.

The national guidance specifically requires that financial and professional care monitoring should be co-
ordinated. The financial monitoring will likely be carried out by a member of staff such as a finance officer
while monitoring of the service will be carried out by senior care staff such as the care manager. It is essential
that that monitoring information is exchanged internally and that all those involved understand the purpose

of self-directed support and the role that the local authority’s monitoring plays in the successful operation of
the policy. Consequently any information exchange and co-ordination should be directed towards ensuring the
service outcome.

In particular, information from both forms of monitoring should be considered in any decision to change the
level of, or stop direct payments.

Local authorities may consider a phased support package in the early stages of the provision of direct
payments. Early support could include additional input from the financial monitoring officer to introduce
the recipient, at an early stage, to the level of financial record keeping necessary. This early investment may
enable the local authority to more clearly set out the standards required within an environment of support.

The nature of the service and the likely service recipient may however mean that standards of probity while
desirable in theory may be more difficult in practice. Inevitably, financial matters can and do go wrong. In
such instances service continuity and security is crucial. In some instances, local authorities may issue

‘stop payment’ warnings automatically when an administrative matter goes wrong. Local authorities will
however wish to balance the consequences of errors in financial monitoring with the consequences of service
withdrawal.
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Monitoring people’s use of the money should be focussed on agreed outcomes and management of risk and not
on the number of care hours.

People should be encouraged to find alternative ways of meeting their needs and achieving the outcomes they
are seeking. Local authorities should describe the flexibility to social care users in relation to outcomes rather
than inputs so that people would normally only be required to ask permission for using their direct payment or
personal budget differently if they wanted to pursue different outcomes.

A key test of flexibility is where local authorities identify and assess instances where people have utilised direct
payments in ways other than those identified in the original support plan but which meet the agreed outcomes.

Professional social care staff should carry out the initial assessment of financial risk and reach an agreement

with Finance staff regarding the depth and frequency of monitoring. Where an individual can demonstrate
that they are managing their direct payment, the level of risk may for example be determined as low. In such
circumstances it may be that an annual review will suffice. There will be occasions however where greater
support is required. Ininstances where there is evidence that additional support is required, the level of
support should be a reflection of the level of service and financial risk. The following support matrix can be
applied to determine what level of support is required:

Level of Weekly Payment

Evidence

Likely Risk Level

Support Package

<£50 per week (or approx
£2,600per annum)

Evidence of administrative
competence.

Low

Annual financial review

(with reliance placed upon the service
review).

Evidence of administrative
difficulty.

Low

Monthly financial and service monitor for
first 3 months.

(with reliance placed upon the service
review).

Thereafter, annual financial review.

£50 - £300 per week (or
approx between £2601-
£15,600) per annum

Evidence of administrative
competence.

Low - Moderate

3-monthly financial and service monitor
for first 6months.

Thereafter annual financial and service
review.

Evidence of administrative
difficulty.

Moderate - High

3-monthly financial monitor and service
review for first 12 months.

Thereafter annual financial and service

review.
>£300 per week (or approx Evidence of administrative | Moderate 3-monthly financial monitor and service
£15,600 per annum) or any competence. review for first 12 months.
C|rc.urnstance where the Thereafter 6 monthly financial and service
recipient acts as employer. .
review.
Evidence of administrative | High Monthly financial monitor and service

difficulty.

review for first 12 months.

Thereafter quarterly financial and service

review for first 18 months.




CIPFA would advocate that an initial monitoring is carried out within the first six to eight weeks of the services
being implemented at which point administrative competence or difficulty can be assessed. The assessment
should be based on evidence from social care staff, finance staff and the experience of the individual.

The above matrix does not preclude any local authority revising monitoring periods where individual case
circumstances determine that a greater level of review or support is required. The matrix does however
ensure that early support can be balanced with the minimum requirement for at least one review annually.

[t may, in some cases, be easier and prudent for the individual to maintain regular monthly or 4 weekly returns
as this will enable them to maintain their records on an ongoing basis rather than being asked to provide it
quarterly or annually. Local authorities may wish to facilitate this.

The annual financial review should be carried out in conjunction with a review of the service outcomes.

When it is established that an individual is continuing to manage their money reasonably effectively within
the boundaries of what the money can be used for, the following broad indicators may provide evidence of
administrative competence:

where a separate bank account is required, an account operating consistently with a credit balance and/or

ready evidence of receipts, bank statements and other financial records

Importantly, the following broad indicators may provide evidence of administrative difficulty or a change in
personal circumstances:

where a separate bank account is required, an account operating irregularly with credit/debit balances
where a separate bank account is required, the application of bank charges to the account

inability to provide ready evidence of receipts, where required, bank statements and other financial records
and expenditure for which no records are available or where explanations are not provided by the individual.

It would be the responsibility of social care staff to ascertain that outcomes are being met and to consider

does the individual need any additional support to help them achieve the goals in their care / support plan
and

has the person’s needs or circumstances changed so that their budget is no longer appropriate to meet their
needs

As a minimum, subject to the separate bank account determinator, individuals must be able to provide
reasonable evidence of their income and expenditure on direct payments. This may be achieved by providing
bank statements together with the supporting invoices and receipts. Individuals may need support to complete
their financial returns. An example of a sample record of expenditure for use by a service recipient is held at
Appendix 5.

Reviews for people directing their own support using a direct payment should focus on outcomes, and whether
the resources available have been used effectively to meet outcomes. Consequently, social care staff will

play a lead role in reviewing the outcome of self-directed support and confirming that the agreed outcomes
have been met (using the Care Summary at Appendix 2). That assessment will be influenced by the results of
financial monitoring.

Where risks are identified in the planning process, Local authorities should offer support to people to consider
ways of managing risks and supporting people to plan how to mitigate risks. Care Plans should illustrate
clearly how identified risks will be managed.
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In accordance with the above risk based framework, local authorities should make clear to both service users
and social care staff early in the process what the financial monitoring will involve and the frequency with
which this information is required. It may be appropriate for finance staff, subject to resources, to be present
at the early reviews to enable a co-ordinated assessment to be made.

From the outset, local authorities need to be clear under what circumstances, emergency payments can be
made, money may be reclaimed, or what other action might be taken if people mismanage their money.

Individuals may, for a variety of reasons accrue an underspend in their direct payment bank account. This may
occur where their circumstances have improved and they need less support. If however a large balance builds
up in an account the local authority may wish to reclaim some of the unspent funds. However, any underspend
should, at the outset, trigger an immediate review of the individual's circumstances, to ensure that this does
not indicate that monies are not being spent and, as a consequence, outcomes cannot be met. Itis in this
circumstance that financial monitoring can contribute directly to the care monitoring.

Any reclaim of funds should only be carried out with reference to the assessment and whether the agreed
outcomes are being met.

Itis also possible that an individual's circumstances may require an increase in support. A practical example
may be where an unpaid carer is ill and unable to provide their usual support. This may result in an overspend
which should also trigger a review. It may be necessary to provide emergency funds to meet the need for
additional support either as a single payment or a regular increase in funding.

Local Authorities should be aware that people might have to accrue a balance to pay for planned expenditure
(for example tax/NI returns or respite care). For this reason, consideration of what excess money may be
reclaimed from the Direct Payment account must be carried out jointly with finance and operational staff.

Individuals should be allowed to carry a reasonable amount of contingency money. While individual
circumstances will necessarily determine what is appropriate, CIPFA would recommend any contingency
should be no less than the equivalent of four weeks of their Direct Payment.



