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Context
· This forum is part of the transformation programme of children’s services including removing profit out of care. We need to ensure we have the right amount of residential, with the right models of care and the right workforce.
West Wales Blueprint for new built children’s homes
Andrew Hopkins, Laura Bale and David Poole
· Eliminate profit policy encourages partners across Wales to take advantage of capital funding in support of developing in-house children's residential provision and to lay out a portfolio of future capital projects detailed in the Regional Partnership Board (RPB) Strategic capital plan.
· We have responsibility to deliver against this plan, influenced by our population needs in West Wales and recommendations arising from our market stability report. The development of children's homes is a relatively new area for our local authorities, who've largely paid private providers large sums to provide the residential placements for children looked after.
· However there was a lack of formal design guide standards provided by Welsh Government or available in Wales, which encompasses the lessons learned on the refurbishment of children's homes.
How and why we developed the blueprint
· We needed a foundational guide for the design of new build children's homes that reflects lessons learnt to be addressed and applied to future schemes. In addition it could share the financial burden required to undertake this piece of work by three separate local authorities.
· The foundational guide will generate a schedule of accommodation transferable to future children's accommodation projects of varied size and stature. This would be a standardised proposal that provides a clear picture of the design requirements and considerations for those involved.
· This process highlighted the value of regional collaboration across all three counties where individuals and partners all played a prominent role and equally contributed. It helped to facilitate problem solving and shared interests.
· We held meetings to establish criteria and nominate main contacts, to consider budget and project management aspects. We agreed on a baseline design, access to a shopping list that can add extras as required; also each project will be based on the needs of the children.
· There are financial savings, revenue saved by all three local authorities spending time and money developing plans, largely similar from a regulatory perspective. It means a reduction in the initial design cost for each local authority and to pool lessons learned to enable the best quality.
· For the limited funding available regionally, this reduces capital applications, streamlines the process and save times over scrutiny queries as we would seek sign off by the regulatory body and its strategic alignment to policies, regulations and guidance.
· This ensures that knowledge isn't lost if people move on and it created a regional community of practice for this area.
· To improve outcomes for children looked after through delivering high quality provision that is standardised across the region while providing continuity. 

What makes a good children's home? 
· An initial workshop with a wide stakeholder engagement resulted in a list of high level requirements for a children's home, contributing to the concept design and expanded regionally to feed into the agreed designs.
· This led us to consider two options. One is a single storey and the other is a two storey option: the 2 storey option may be preferred, depending on where the site is and the local authority’s preferred option.
· The single storey option has flexibility built into the design, with some rooms designed for multiple purposes. The bedrooms meet CIW standards with ensuite bathrooms, including one with a bath. The kitchen is right at the heart of the home, to make the building more of a home for the children. The kitchen has access to the bedrooms from both sides which is good for supervision purposes. 
· Originally we had the bedrooms together, but following consultation the bedrooms were split to either side of the building. This helps if children’s behaviours are disruptive or segregation is required. It gives flexibility to have children on different sides of the building if needed. There are two living rooms and one can be used as additional bedroom or for physiotherapy. This can be accessed through a separate entrance, not having to go through the kitchen.
· There's a study and an office; both are flexible use so could also be used as a bedroom or if parents are coming in. There are 2 doors in and out of the laundry room, for infection control from CIW guidance. 
· The kitchen and living room open out to the outside area so supervision can be provided to external areas. There can be hoists in all rooms for maximum flexibility.
· The two storey option has all rooms and features in line with the single story. There is a quiet room that can be used flexibly also as an additional bedroom for supervision or if you have children who are unable to access upstairs the living room downstairs can be an additional bedroom.
What benefits is the blueprint providing? 
· In West Wales, we have a clear geographical disparity for example in respect of construction costs. The blueprint would give us greater clarity and standardisation, providing a forecast range of the construction cost for both a single and two storey new build. That’s a base cost figure and there are percentage differences with neighbouring counties. For example, in Pembrokeshire there's a base cost and for Carmarthenshire you have 7.5% attributed to the cost that Pembrokeshire would face.
· The costing report allows us to estimate additions required on a project by project basis to provide an early forecast figure. For example, hoist, anti-ligature, generators on site, specialist fencing and so on. It’s a big shopping list, that enables to provide an overall and more accurate cost projection to WG. It is accepted that a degree of flexibility should be applied when designing for specific areas where specialist demands are required. 
· The package includes the schedule of accommodation and a design guide co-produced to help partners design homes for young people. This promotes the high quality design planning and construction, helping to create a positive experience and outcomes in a homely environment. This helped West Wales to develop the strategic capital plan and a forecast programme of activity for eliminate schemes.
· We recognise that regulation and guidance documents will be updated so the RPB and partners will continue to review and update this package and subsequent guidance document as a minimum biannually or as required.
· This regional initiative is at RISCA stage. The standardised model design specifies minimum room sizes and room types. It helps to reduce the design time which will help us to keep up with demand. The initial savings are at least a £60,000 revenue savings across all three local authorities based on one project alone. 
What's next as a group?
· The feedback from this piece of work has been positive from partners who have agreed to meet on a six monthly basis to discuss any lessons learnt from their own individual projects. 
· The blueprint has also enabled the region to obtain an overall cost estimate of the financial value of proposed works for the region. That’s actually forecasted around £18m and has been submitted to our IRCF colleagues in WG.
Questions & Answers
Q: What are the typical users that have been built into this design blueprint in terms of other support services and staffing assumptions that will be co-located in a home?
A: It's for not particularly high complex need level, but with the shopping list and the way the home has been designed, they are able to adapt it to suit to any needs. Each local authority has already homes for certain needs, so we’re trying to make it completely flexible. 
Q: In England we've done 2 rounds of capital funding: some built secure children's home, others built open children's home and some built something for complex needs children. However the complex needs cohort are seriously short in terms of accommodation. In your design, is there enough for the complex need cohort because it's specific. The shopping list seems a brilliant way of tailoring it to needs. How would local authorities know what’s needed for a specific child and call that off? 
A: The project group that was established to inform this design were the RIS from each local authority, service managers and residential managers as they are the experts in this field. On that shopping list, there is a range that can be added to each property for the needs of the children. 
Q: Are you planning to use the blueprint if a local authority acquires a property or is this just for new builds?
A: We've tended to date to concentrate on refurbishment projects and there's been a lot of lessons learned, new builds are a new area for social services. The consensus from West Wales is that new projects will be new build projects. Some of the principles can be applied to refurbishment because you're still under the same CIW regulations in Wales.
Comment: Where I work as a capital planning lead for the RPB there’s not much available land for new build so our experience in tackling eliminate is based on refurbishment, buying standard family homes and refurbishing them. We've got a design principles document, only 20 pages, but it mirrors many things around it being homely and the different cohorts of users. We’re using either our existing stock or we're buying properties like ex caretakers houses within existing communities that can meet our different cohorts of need. We have a really broad spectrum of  mainstream small children's residential. For the most complex we have one child apartments with three support workers. We found refurbs challenging because in existing homes you're ripping down ceilings to put in sprinklers and you're uncovering costly challenges. We have done a couple of new builds with our development partners and they've been a lot easier.
· Action: WG to request the design principles document.
In reality, we can't meet our eliminate targets without buying stock. Where there are new housing sites we can build a children’s home a part of those schemes. You can save on the prelim costs under the one contract and there are savings on the design as the children’s home would just be an extra house. Our development colleagues have earmarked a house for us e.g. a corner 5 bed house at the end of a cul-de-sac which is well screened. This has been cheaper and quicker as long as it's in the right location and community.
Q: To what extent are the local authorities outside of the region being aware of the work? Have you written the blueprint thinking that you would be handing that blueprint over to a third sector not-for-profit provider to think about how they're going to be taking that work forward?
A: There are all the specific room sizes and the garden areas in the schedule of accommodation. We've followed the Welsh Development Quality Requirements (WDQR) standards, the home for life. Once WG have accepted the plans, it should make the application process quicker and easier. We have a third sector organisation to deliver children’s homes and has opened one on 8 July.
· Action: WG to discuss with ADSS ways to disseminate the blueprint.
Q: Also, looking at the external therapeutic environment to look at bringing children outside to growing areas, did you incorporate that within the design? Is the design future proofed for change of the children’s needs.
A: For the therapeutic areas in the garden, we've advised to include an external playhouse or summer room, for therapeutic sessions and breakaway sessions, raised beds for planting, climbing walls. The scrutiny process was painful prior to this for West Wales so having CIW sign off and complying with WDQR and the homes for life, we shouldn't encounter those problems.
There may be different WG direction or these assets as designed may not be needed; if so, it could be flipped to another potential use and this would be down to services to define their new use. Worth noting the homes that we're delivering are “through age” in line with a 1st through age strategy. 
Comment: With eliminate, it was never the purpose of just building like for like and replicating numbers. It was about thinking, what do we actually need. We know we have a number of children in residential who should be in foster care with wrap around support.
Q: I am interested in discussions about how to identify a home on an estate during development. I believe that if there's social housing grant involved, we can't use it for a residential children's home is that right? 
A: We can't use social housing guidance for general needs housing. Our children's services portfolio doesn't sit within housing but within our general fund. We've been an external buyer and bought a children’s home out of the HRA into the general Fund for us.
A: The technical scrutiny for HCF has been a challenge which we've raised separately about lifetime homes and WDQR. The technical scrutiny is saying they don't know what the Care Inspectorate Wales standard are. The threshold of £450k we always seem to hit because of the home values in our area. Smaller homes or less work in other areas is below threshold and not having tech scrutiny.
We had some problems too about public perception of children's homes, prejudice and fear. When we identify a property that's suitable for purchase, we'll always consult with our ward members and our local councillors.
Q: The standards are not easily applied for children's homes refurbs. For a developer whilst they were still developing a children's home, it may not allow people to question it.
A: It is one thing we have considered, looking for a site to make use of the contractor but it would be through the authority. You would just have the one prelim cost with that contractor to make some cost savings.
A big thank you to Andrew, David and Laura and to everyone for all the questions.
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