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                  Exploring the Potential for a 

Managed Care Network for Older People 

in Lanarkshire

              MCaN Development Group Report 

                                July 07

Background  

Recent policy to support health and social care of the increasing number of older people in Scotland make it timely to consider how multi-agency working can achieve the best possible outcomes for older people  :

· Maintaining and supporting older people in their home environment and preventing 

      admission to institutional care where possible.

· Providing access to a range of services in the community to enhance an older 

      person’s health and lifestyle.

· Including older people in service planning and evaluation of service delivery.

· Ensuring staff are equipped with the requisite skills and knowledge to deliver services 

      of the highest quality. 

· Developing structures to support and facilitate joint working. 

Informal discussions with the Joint Improvement Team (JIT) of the Scottish Executive, in the spring of 2006, prompted North Lanarkshire and South Lanarkshire Health & Social Care Partnerships to consider the potential benefits of an older people’s managed care network, building on lessons from the Lanarkshire Managed Clinical Network for Stroke. This proposal was in line with the five key principles of public service reform :

· Personalised / User focus

· Quality and Innovation

· Efficiency / Productivity 

· Joining up

· Accountability

The Joint Improvement Team supported a conference at Bell College, Hamilton on the 28th April 2006. This explored the relevant policy drivers and allowed participants to express their views on the potential contribution of a managed care network to older people’s services in Lanarkshire. 

Following extensive post-conference consultation with partner organisations, it was agreed that the potential benefits would be best explored by experiential action learning. It was then agreed that a multi-agency development group would be established to take this forward. 

Main Aim of the Development Programme
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The Group was established as the Managed Care Network (MCaN) Development Group. 

Membership of the group reflects the participating organisations. 

MCaN Development Group Membership

	Organisation
	Group Member
	Job Title

	NHS Lanarkshire
	Dr. Anne Hendry

Interim Chair
	Consultant Geriatrician


	South Lanarkshire Council
	Sandra Sage       or 

Ciana Stewart 
	Older People’s Service Manager

Planning Manager 

	North Lanarkshire Council


	Fiona Taylor
	Integration Manager

	Joint Improvement Team Scottish Executive
	Dr. Margaret Whoriskey
	Assistant Director, JIT 

	CHP North
	Stephen Kerr  then Geraldine Queen 
	Locality General Manager  Cumbernauld and Kilsyth 

	CHP South

Rutherglen & Cambuslang 
	Robert Peat         or 

Morag Hearty 
	Locality General Manager 

Community Older People’s Team 

	Mental Health Service 

Old Age Psychiatry 
	Dr. Steven Novosel
	Consultant Psychiatrist 

	NHS Lanarkshire 

Primary Care Division 
	Dr Colin Ooi
	Lead General Practitioner 

(Older People) 

	NHS Lanarkshire Planning 
	Roy Watts
	Head of Planning & Performance Management – South CHP

	Old Age Medicine Directorate
	Frances Finlayson
	Senior Nurse  

	Modernisation Directorate 
	Moira Forsyth
	Stroke MCN Manager


Function of a Managed Care Network   

The Group considered the focus for a Managed Care Network should be developmental rather than strategic or operational. A network would add value by adopting a ‘change agent’ role, providing a flexible but sustainable resource to proactively support partnerships in : 
· redesign of interagency services 
· improving practice and building capability through education and shared learning opportunities
· reducing variation in practice through evaluation and feedback
· supporting engagement in the roll out of new initiatives  
· embedding quality improvement across partnerships and thus informing multi-agency inspection in due course
· informing developments and practice elsewhere in Scotland 
Development Programme  

The group identified critical steps in developing a Managed Care Network model:  

1. Construct a communication plan to outline how the MCaN will :

· Network across each participating organisation, promoting their function and capability, and ensuring non-duplication and tangible added benefit to their respective work plans 

· Report on progress at regular intervals to

      Lanarkshire Health and Care Partnerships’ Older People’s care groups

            NHSL Modernisation Programme Board 6 – Older People’s care 

· Engage with the public and service user and carer groups in Lanarkshire by a virtual reference group which includes emerging PPF groups, established older people’s groups, carer networks and voluntary sector partners

2. Explore potential work-streams which add value to existing or planned activities.

3. Scope existing areas of good practice both locally and nationally and identify

    mechanisms for their adoption into joint and single-system working.

4. Provide opportunities for learning through the development of competency /

    capability frameworks and educational packages.

5. Ensure developments are patient / client-centred and involve, from the outset,

    appropriate user and carer participation. 

6. Build in an evaluation mechanism from the outset. 

Process  

The MCaN development group met on 6 occasions between Aug 06 and June 07. 

On each occasion, potential workstreams and the contribution of a network model were considered in the context of an evolving old age medicine directorate, developing CHPs and the relatively mature health and care partnerships care groups. The group considered themes emerging from the Modernisation Board and Delayed Discharge Review groups and views expressed by representatives of Better Government for Older People and Lanarkshire Carer organisations. 

The development group considered the implications of the new Multi-agency Inspection of Older People’s Services and guidance contained in HDL (2007) 21 : Strengthening the role of Managed Clinical Networks. This HDL acknowledges whole system change is beyond the capability of any single organisation and encourages the continuing development of Managed Care Networks as a vehicle for an integrated approach along the continuum of care from acute to community settings.  

Development Programme Outputs 

1. Communication Plan 

Appendix 1 is an illustration of the complexity of the interactions and interdependencies of the existing groups relevant to the older person agenda across Lanarkshire. The development group agreed that we currently lack a mechanism for systematic stakeholder engagement across these various communities of interest. The group further agreed that JIT development support could be used to access expertise on communicating the concept of a Managed Care Network to inform effective engagement with multi-agency staff, people who use services and their carers and partner organisations. 

2. Potential Workstreams 

Appendix 2 lists the various themes considered by the development group and summarises progress made against each potential workstream. It should be noted that the purpose of the group was to consider the merits of the MCaN and of potential workstreams. It was beyond the scope and agreed mandate of the development group to progress specific programmes of work. 

3. Scope areas of Good Practice 

Through the exploratory workstreams, the group identified a number of examples and opportunities for sharing good practice across Lanarkshire and with national partners. Examples of relevant groups which currently operate across the system and / or on a Lanarkshire wide basis include:  

· Interface Group ( home care and community nursing)

· Integrated Care Management Pilots Steering Group 

· Intermediate Care Advisory Group 

· Care Home Support Working group

· Falls and fracture prevention community

· MCN Health Improvement Group 

· Community Hospitals review group 

· Delayed discharge review group

· Unscheduled Care Flow 5 ( Out of Hospital Care ) 

The Group identified national resources to support best practice 

· JIT Intermediate Care Learning Network

· NHS Quality Improvement Scotland 

· Queen Margaret University / RBS Centre for the Older Person

· Better Government for Older People       
· Care Commission Care Home Learning Network 
· Stirling Dementia Centre      
· NHS Education for Scotland               
4. Learning Opportunities 

Lanarkshire’s Long Term Conditions and Intermediate Care projects with NHS Education for Scotland considered the multidisciplinary and interagency learning needs for teams delivering services to frail older people. 

Ongoing collaborative work with NHSL practice development centre and local authority training and development leads is developing appropriate educational packages which will build the capability of teams delivering services in the community to support a shift in the balance of care. This programme will also support the Lanarkshire multi-agency Long Term Conditions Action Group by developing the skills and confidence of staff in promoting self care. 

An additional workstream is exploring the potential to use patient experience narratives / service user and carer digital stories to support the quality improvement agenda. 

5.  User and Carer focus 

The MCaN Development Group sought views from partnership care groups, CHP leads and from established user and carer groups across Lanarkshire about the best method for engagement. There was a consensus to use existing groups as a virtual reference group and a request to avoid establishing another competing group. There was cautious interest from North Lanarkshire and South Lanarkshire user and carer groups in occasional collaborations if focused around themes of mutual interest.  

The group learned of the User and Carer toolkit developed by Ailsa Cook (Glasgow University and Queen Margaret University) to measure user and carer satisfaction with joint services / partnerships. MCaN development group members attended a JIT User and Carer workshop on 19th April about tools which can support quality improvement for joint services and monitor progress against the National Outcomes. 

· Improved health 

· Improved well being 

· Improved social inclusion

· Improved independence and responsibility

The MCaN development group considered the potential contribution of a Managed Care Network to support future service delivery as envisaged in Delivering for Health and A Picture of Health documents. 

Appendix 3 summarises that potential contribution.  

6. Evaluation 

JIT commissioned Bob Hudson, Professor of Partnership Studies, Durham and Glasgow Universities, to scope a formative evaluation of the Managed Care Network model.  During February and March 07, Bob undertook a series of semi-structured interviews with a range of individuals across the Lanarkshire partner agencies and with a number of national health and social care policy leads.  

A scoping report has been prepared. This will form a prelude to a formative OD evaluation should the managed care network develop further. 

Adding Value  

The development programme focused on aspects of joint working where a Lanarkshire wide approach would add value to that adopted by individual CHP and Joint Future older people’s groups.  The group identified two areas where a pan Lanarkshire approach could add value.

1.  Development of a Joint Strategic Plan for Older People 

The Future Care of Older People in Scotland (2006), the Second Report of the Range and Capacity Review Group, set out a vision for care for the increasing older population. This vision is underpinned by principles which resonate with A Picture of Health’s focus on health improvement, well-being, participation and active citizenship. The report and the accompanying HDL (2006)26 challenged community planning partners and Boards to develop, as a matter of urgency, forward looking whole system capacity plans for older people as a basis for joint commissioning of a range of flexible services which respond to changing circumstances and can be adapted to meet local needs.  

CHPs and their corresponding Joint Future structures are well placed to progress joint capacity planning at a local level. However reconfiguration of specialist acute services across Lanarkshire and future pathways through acute care for Cumbernauld & Kilsyth residents make it appropriate to develop a joint strategy through a whole system approach across both North and South Lanarkshire partnerships. 

A joint strategy would be a concrete commitment to develop and redesign services which better match local needs, support a shift in the balance of care from specialist to local provision where safe and appropriate, and provide progressive services tailored to individual needs through an optimum balance between the tiers of services from universal services and early intervention to intensive support. 

	Level 1 
	Universal services and healthy ageing community interventions 

	Level 2
	Information, advice and support for selfcare 

	Level 3
	Non complex community based support services 

	Level 4
	Complex care packages for people with multiple needs and including Care management, respite and Intermediate Care interventions 

	Level 5
	Community Institutional care 

	Level 6
	Specialist hospital and NHS continuing care 


The Managed Care Network Development group made the case for progressing a Joint Strategic Plan for Older People to develop prioritised actions and a jointly agreed financial framework to support a shift in the balance of care. An initial paper was supported by Modernisation Programme Board 6 on Mar 7th and endorsed by a multi-agency strategic planning group chaired by Modernisation Director on Mar 30th.  

Both groups broadly agreed that each CHP and corresponding Joint Future older people’s group should have considerable autonomy in developing a strategic approach to early interventions and non complex community based supports, building on their existing community planning, PPF and user and carer reference groups. However all partners agreed that strategic planning for levels 4-6 would be best progressed by a Lanarkshire wide multi-agency strategic planning group. 

It was agreed that a joint strategic plan for older people will build on previous work : 

· A Picture of Health Older People’s project board 

· Draft Frail Older People’s Joint Strategy

· 2005 North Lanarkshire PATH event 

· South Lanarkshire work to adapt ‘ Sure Start in Later Life’ 

· Carer Information strategy 

· Palliative Care strategy 

· Delayed discharge action plan and review 

· Modernisation Programme Board workstreams 

An overview paper being prepared by Roy Watts, supported by a multi-agency group, is likely to enable rapid progress through the process of joint strategy development. This will enable an early focus on the redesign, development and change management phase and its implications for partnership investment, decommissioning, management of risk, and workforce, training and development.  

2.  Developmental support to Partnerships 

The MCaN development group agreed that redesign of older people’s services and successful management of change will require developmental support across the whole system. This remit fits well with the proposed function of a care network, earlier defined as having a ‘change agent’ role to proactively support partnerships in : 

· redesign of interagency services 
· improving practice and building capability through education and shared learning opportunities
· reducing variation in practice through evaluation and feedback
· supporting engagement in the roll out of new initiatives  
· embedding quality improvement across partnerships and thus informing multi-agency inspection in due course
· informing developments and practice elsewhere in Scotland 
The MCaN development group considered that a network which connects acute division with CHPs and with Joint Future structures could provide developmental support and a degree of cohesion to a number of existing Lanarkshire working groups for older people’s care. This approach will be particularly useful for Lanarkshire wide initiatives which cross the interface between acute and community health and care settings. 

It was agreed that the focus of the Managed Care Network should be on shared learning and quality and on supporting stakeholder engagement across the more complex interventions delivered across the system, particularly those delivered by joint teams and in intermediate care settings.  Appendix 4  illustrates the complementary focus of the care network and of the older people’s care groups in individual partnerships.

Model of a Managed Care Network 

The conventional model for Managed Clinical Networks has been based around a Network Manager and lead clinician operating from a network office. Although partner agencies often participate in a Managed Clinical Network they are not engaged as full partners in the network’s core group / executive team. The joint health and social care dimension of an older people’s care network requires careful consideration of the optimal model. 

The development group considered it essential to have a more inclusive model for a Managed Care Network and proposed the creation of a virtual  ‘Office of the Network’  to establish a whole system core group / executive team comprising : 

· Network Administrator ( joint health and care post ) 

· Network lead clinician  

· Clinical lead – old age psychiatry 

· SL Older People’s Joint Future Management Group lead officer(s) 

· NL Older People’s Partnership Board lead officer(s)

· Locality general manager - North CHP 

· Locality general manager - South CHP 

· Acute division old age medicine directorate manager 

The Network administrator, ideally appointed as a joint health and social care post, will co-ordinate working group activities, support the learning and quality programme,  link with NHSL clinical governance leads and Joint Future monitoring groups, prepare regular reports to the strategic and operational groups of partner agencies and support a stakeholder forum and communication plan which connects the network with established groups of practitioners, users and carers and public involvement. 

The network lead clinician role will provide single system strategic clinical leadership for older people across Lanarkshire, supporting the clinical director for old age medicine and the clinical lead for old age psychiatry who retain clinical management responsibility for their respective services. The MCaN lead clinician will develop and support the cross system and partnership agenda for older people by contributing to :  

· Joint CHP Strategy Development and Implementation Committee

· Long Term Conditions Action Group

· Intermediate Care advisory group

· North Lanarkshire Older people’s partnership board

· South Lanarkshire Older people’s Joint Future management group. 

· Practice Development programme for older people

· Emerging single system clinical governance arrangements 

A distributed responsibility for the ‘office of the MCaN’ will be effective engagement with clinical effectiveness and clinical governance groups and with existing user and carer groups on aspects of the older person’s agenda. 

Inclusion of locality and acute division operational managers will embed the functioning of the Network within divisional and CHP operational structures. Inclusion of local authority lead officers will embed the functioning of the Managed Care Network in Joint Future and locality planning structures.     

Appendix 5 illustrates the proposed relationships of the MCaN with partnership Joint Future structures, NHSL operating divisions and relevant corporate functions. 

The Next Steps 

1. The Joint Strategic plan for older people will be taken forward by Modernisation Director and Roy Watts leading a Lanarkshire multi-agency steering group.                           

                                                                                              Work commenced May 07

2. Local authority participation in the proposed MCaN will be explored further with North and South Lanarkshire Councils through discussion of the MCaN development group report with the respective Joint Future older people’s partnership groups.                                                                                                                          

                                                                                                  Aug 1st and Aug 15th 07

3. The way forward will be considered at a multi-agency workshop, facilitated by the Joint Improvement Team. The workshop will involve the MCaN development group members plus additional representation from North Lanarkshire and South Lanarkshire Joint Future older people’s groups, CHP North, CHP South and Acute division. 

                                                                          Provisional date afternoon of  Aug 29th 

4. Meanwhile the MCaN development programme will continue to consider work on 

· Stakeholder engagement 

· Learning and practice development 

· Audit and Quality Improvement 

· Redesign and new models of care, particularly Intermediate care   

· Health Improvement in Later Life 

· Delirium care pathway 

.
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To explore the ways in which a managed care network adds value to


established multi-agency, organisational structures supporting the 


health and social care of older people within Lanarkshire
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