Case Study - Fair Working principles and test of change in Care at Home service by Dundee Health and Social Care Partnership
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Background
NHS Tayside and Dundee City Council have delegated some of their functions to the Dundee Health and Social Care Partnership (The Partnership). The Partnership consists of Dundee City Council, NHS Tayside, and partners from the third sector and independent providers of health and social care services.

The Partnership organises, runs, and funds projects and initiatives that are designed to meet specific health and social care related outcomes for the people of Dundee. The purpose of these projects is to ensure the partnership responds flexibly to meet the service and support needs of citizens and communities. 

Requirement
The Partnership recognises the vital contribution of the social care workforce to the health and wellbeing of the population and are committed to working with providers to achieve fairer working conditions. 

This case study focusses on the test of change project that was undertaken from October 2022 - March 2023, with the primary aim of supporting service users achieve positive outcomes by testing the impact that implementing fair working principles for the social care workforce might have.  

The results of this test of change have informed the future procurement of Care at home service for adults in Dundee.

Procurement Process

The contract will be a multi-provider framework for care and support services to adults in Dundee. Providing a personalised service that helps to meet the individual's agreed outcomes. This may include personal care, support tasks, respite at home, and aspects of health care such as medication support. The contract value will be £20 million with an anticipated duration of 3 years with the option to extend by up to 2 years. The new contract is expected to start in April 2025.
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Review
[bookmark: _Hlk179359402]Management of the current contract identified the opportunity to make better use of staff time by moving to an outcomes-based commissioning model where care provision could be more responsive to the health and wellbeing needs of service users. This view was reinforced by a review of Fair Work practices within the care at home sector undertaken in response to a Trade Union enquiry and concerns raised by staff representatives. To inform their approach The Partnership conducted an audit of current care at home providers asking for information, including whether they pay care workers from the start of shift to the end of shift.

It was established that only 50% of providers paid care workers from start to end of shift (6 out of 12 providers).

[bookmark: _Hlk179296282][bookmark: _Hlk179464844]This was attributed by providers to the policy of paying on actual care hours provided and not full shift hours. Providers indicated that it would not be affordable under the current contract/s to pay their care workers for full shift hours as The Partnership paid them based on actual contact time. Typically, care workers were not paid for downtime such as gaps in the rota, cancellations of visits to service users or travel time to/from and between visits, causing their pay to fluctuate. 

Test of change
Following the audit, it was decided that the existing contract for care at home would be redesigned to amend the terms and conditions of the workforce to facilitate payment of full shift hours (where workers were not already being paid on this basis). The additional cost of this was estimated at 14% for the duration of the test of change (6 months). This was covered by The Partnership.

The contract was amended for the duration of the test of change to facilitate the move to pay full shift hours:

‘A Test of Change has been introduced from 10 October 2022 to 31 March 2023 to improve fair work terms and conditions for care staff in order that they are paid for full shifts worked rather than just actual hours of service delivery.  Payments to the Provider for the period from 10 October 2022 to 31 March 2023 will be based on the deployed shift hours of service in line with the guidance supporting the Test of Change.  Any overpayment made, due to advance payments being made at the block contracted level of hours via the Payment Schedule and the deployed shift hours of service being lower than this, will require to be repaid to the Council.

The Provider is required to ensure they pay care staff from 10 October 2022 to 31 March 2023 based on the shifts worked rather than actual hours of service delivery in line with the guidance supporting the Test of Change.’

Benefits
Feedback was obtained from service users, care workers, and care provider organisations and analysed to measure what impact the test of change made. 

The results of the feedback suggest a range of benefits for the workforce, service users, and the care provider organisations by paying the workforce for full shift:

Workforce benefits
· Greater financial security
· Feeling valued and respected
· Improved motivation and morale
· Reduced anxiety

Service user benefits
· More personalised service
· Continuity of care helping to prevent deterioration or decline.
· Access to rapid support and reducing inequality.
Providers benefits
· Improved recruitment and retention
· Service reliability
· Reputation
The Annex includes the full results of the analysis.
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Considering the extent of potential benefits, it was agreed the next procurement for care at home services would make the shift to outcomes-based commissioning, supporting providers to deploy staff for full shifts without significant periods of downtime. 
· service users can be supported in a more holistic manner to improve their health and wellbeing, with this reablement approach assisting providers to deploy staff for full shifts without significant periods of downtime.
· Support Fair Work practices by paying providers for full shifts on a permanent basis beyond 31st March 2023, and strengthening Fair Work principles within the terms and conditions of the provider’s contract by making it a requirement that care workers are paid, at least at the rate as detailed in the funding letter, for the full shifts of work they undertake.
· Continue the engagement with providers to ensure any downtime or ad hoc availability is used effectively to meet the outcomes of the people we support, including stepping up care and support when needed to maintain the person at home.
· Continue to monitor the difference between actual contact and shift time so that this is kept to a minimum.
· Monitor additional benefits of this approach including prevention of hospital admission.

The new contract will include the wording in relation to ensure shift payment.

Contribution to National Outcomes

This project supports Scotland’s Purpose ‘To focus on creating a more successful country with opportunities for all of Scotland to flourish through increased wellbeing, and sustainable and inclusive economic growth’, and contributes to our national outcomes: 
Economy: We have a globally competitive, entrepreneurial, inclusive, and sustainable economy
Fair Work and Business: We have thriving and innovative businesses, with quality jobs and fair work for everyone.
Poverty: We tackle poverty by sharing opportunities, wealth, and power more equally
Human Rights: We respect, protect, and fulfil human rights and live free from discrimination.
Education: We are well educated, skilled and able to contribute to society
Communities: We live in communities that are inclusive, empowered, resilient and safe
Health: We are healthy and active
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Benefits to Social Care Workforce


Benefits to the Organisation




Benefits to Service Users


What are the benefits of being paid for your full shift during the test of change?

Front Line Workforce Feedback (171 Responses)	I Know My Pay Each Month 	I Feel Less Anxious 	I Now have Financial Security	Helps with cost of living 	I feel Respected 	I feel Valued 	Can plan/Budget more effectively	114	86	121	121	84	101	120	



What are the benefits of your workforce being paid for their full shift during the test of change?

Organisational Feedback (19 Organisations) 	Lower Staff Turnover 	Workforce Feel Valued 	Workforce feel Rewarded 	Workforce morale has improved 	Workforce  feel more motivated 	Workfoce have an increased job satisfaction 	Workfoce feel proud to work for us	Workforce are better supported with the cost of living pressures 	16	16	15	16	16	14	16	12	



What are the benefits to your Organisation during the test of change ?

 Organisation Feedback (19 Organisations)	Organisational stability 	Service Reliability 	Improved Recruitment 	Improved retention 	Financial Stability 	Improved reputation 	Improved Terms and Conditions 	Company can use the extra income on training (If already paying for full shifts) 	13	14	17	17	11	13	13	7	



Case Studies (21 submitted)  – Outcomes achieved during the test of change

Service User Feedback 	Continuity of Care and Support 	Prevention of Hospital Admission 	Increased Person's Confidence 	Maintained Good Health and Wellbeing	Maintained Good level of Nutrition and Hydration 	Increased safety 	Supported Reassurance 	Reduced Anxieties	Increase/Maintained Independence 	Prevented deterioation or decline 	Reduced Inequalities 	More personalised service 	Access to rapid support 	12	18	6	13	10	15	14	8	14	21	21	21	21	Organisation/ Front Line Workforce Feedback 	Continuity of Care and Support 	Prevention of Hospital Admission 	Increased Person's Confidence 	Maintained Good Health and Wellbeing	Maintained Good level of Nutrition and Hydration 	Increased safety 	Supported Reassurance 	Reduced Anxieties	Increase/Maintained Independence 	Prevented deterioation or decline 	Reduced Inequalities 	More personalised service 	Access to rapid support 	18	18	14	17	15	16	15	16	16	16	13	16	13	



