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SALFORD CITY COUNCIL AND NHS SALFORD CLINICAL COMMISSIONING GROUP
 
CHILDREN’S COMMISSIONING COMMITTEE

AGENDA ITEM NO: 

Item for Information  

CHILDREN’S COMMISSIONING COMMITTEE: 1 MAY 2019

REPORT OF: Chief Finance Officer, Salford CCG

DATE OF PAPER: 16th April 2019

SUBJECT: 2019/20 Budgets and Scope of Integrated 
Care Fund 

IN CASE OF QUERY PLEASE CONTACT: Steve Dixon, Chief Finance Officer
0161 212 4804

PURPOSE OF PAPER:

The purpose of this paper is to provide the Children’s Commissioning Committee with a 
financial summary of the integrated fund in advance of more detailed monitoring reports on 
areas within the remit of this committee as we progress through the year.  This initial 
summary includes:

• An overview of the scope of services within the Integrated Fund for 2019/20 (sections 
2 and 3)

• An overview of the main financial risks for 2019/20 (section 4) and the work underway 
in the locality to mitigate these financial risks (sections 5 and 6)

Footnote:

Members of the Health and Care Commissioning Board will read all papers thoroughly.  Once papers are distributed 
no amendments are possible.
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Health and Care Commissioning Board (HCCB)
Finance Report – 24th April 2019

Children’s Commissioning Committee 1st May 2019

1.  EXECUTIVE SUMMARY
This report provides the Committee with a summary of  the scope of services within the 
Integrated Fund for 2019/20 (sections 2 and 3), with a more detailed breakdown of those 
services that fall under the responsibility of the 3 prime committees (Appendices 1 to 3)

Whilst a balanced budget has been set for 2019/20, there are still some financial risks 
associated with delivering a balanced financial position for the end of the year.  Section 4 
highlights the budget areas that present the greatest financial risk in terms of likelihood of 
overspending or the financial value of the overspend.  

A significant amount of work is underway in the locality to try and mitigate the financial risks- 
whether that is through contract risk share mechanisms with Salford Royal, or through 
service redesign and testing new models of working to achieve better outcomes for lower 
cost.  Section 5 sets out the work underway in the locality to try and mitigate the financial 
risks.  Appendix 5 provides more detail on the Salford Best Value programme for the CCG 
and Council. 

Whilst Partners are putting significant effort in managing the financial position in the locality, 
in the eventuality that the Integrated Fund overspends in year, Section 6 gives an overview 
of the Financial Framework that is included in the Partnership Agreement (schedule 10).  

The committee is asked to note the contents of this report.
 

2. SCOPE OF THE INTEGRATED FUND
The Partnership Agreement (Schedule 3) sets out the scope of the Integrated Fund and shows 
which services fall under the remit of each of the Children’s, Adults’ and Primary Care 
Commissioning Committees.  

Services have been categorised into the following 3 areas:

 Integrated Fund: Pooled Budgets- those health and care services that can be legally 
put into a section 75 pooled budget arrangement

 Integrated Fund: Aligned Budgets- those health services that cannot legally be put into 
a section 75 arrangement but Partners agree should be part of joint discussions.  There 
are 4 broad categories of health services that cannot legally be pooled, namely 
ambulance services, surgical hospital activity, radiotherapy services and termination 
of pregnancy services.

 In View Services- those services that sit outside of joint discussions and joint decision 
making.  The services interrelate with Pooled budget and Aligned budgets but the 
decision remains with the statutory organisation.

The overarching principle in creating the governance and committee structure was to have as 
much in scope and part of joint decision making as possible.  
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3. BUDGETS AND BUDGET SETTING
The integrated fund for 2019/20 is £601.5m, as summarised in table 1 below.  

Table 1: 2019/20 Integrated Fund by Committee

Committee
Pool            
(£m)

Aligned        
(£m)

Total Budget               
(£m)

Children's Commissioning Committee £114.3 £1.4 £115.7
Adults' Commissioning Committee £305.6 £90.6 £396.2
Primary Care Commissioning Committee £0.0 £89.6 £89.6
Total Integrated Fund £419.9 £181.6 £601.5

Appendices 1 to 3 set out more detail in relation to specific services within each of the 
Committee’s remits. 

Note that the financial value set out in the Partnership Agreement is £604.3m.  However, the 
CCG’s allocation has reduced by £2.8m since the Partnership Agreement was signed. 
However, the associated spend with this funding reduction has transferred to other 
commissioning bodies. Therefore there is nil financial risk associated with the funding 
reduction as the responsibility for the expenditure has also transferred.

The In View services amount to £254m and are shown in Appendix 4.   These services are 
outside the Integrated Fund and outside any financial risk share agreement.  The decision 
making for these services is retained by the statutory organisations services.  However, given 
that these services interrelate with those within the Integrated Fund, Partners agreed that 
these services should be visible in the integrated commissioning arrangements.  The CCG 
and Council are working through what level of discussion takes place in the integrated 
commissioning committees for these services. 

4. FINANCIAL RISKS
Whilst a balanced budget has been set for 2019/20, the basis for setting the budget values 
differs across certain budget categories.  For the hospital contracts, the 2019/20 budget is 
based on 2018/19 actual activity levels and an additional amount added for growth.  Social 
care budgets for 2019/20 were based on the 2018/19 budget levels and therefore any 
overspends in 2018/19 could materialise again in 2019/20. 

There is a level of financial risk associated with the Integrated Fund- ie the risk of the budgets 
overspending in year.  Some of the budget areas are more risky from a financial perspective 
than others, depending on whether the spend is driven by activity/demand, for example, or 
indeed the relative size of some of the budget areas means that a very small increase in 
activity could result in a large financial pressure.  

Table 2 below highlights the budget areas that are of most significant financial risk in 2019/20. 

Table 2: Main Areas of Financial Risk for the Integrated Fund in 2019/20
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Risks Most 
Likely

£m

Worst 
Case
£m

Adults: 
Acute 
Hospital 
Contracts 
Overspends

Hospital contracts are predominantly activity related and 
account for a high proportion of the health related spend.  A 
small percentage increase in activity can result in a high 
financial value.  A 1% overspend equates to around £1.6m.  
Historically, these contracts have overspent year on year even 
after setting the opening contract values based on previous 
year’s activity.  Given the growth in Salford’s population, the 
activity would be expected to grow if alternatives to hospital 
treatment were not available to meet demand.  

In order to mitigate the financial risk of contracts overspending:
 The hospital contracts for 2019/20 are based on actual 

activity in 2018/19 (ie last year’s overspends have been 
funded) and an additional amount of activity/budget was 
included for in year growth and waiting list initiatives

 The redesign work overseen by the Integrated Care 
Advisory Board has seen alternatives to hospital provision 
being set up in the community. The adults’ Transformation 
Fund has been targeted on community and primary care 
services with the aim of keeping people out of hospital.  
This has started to see some impact with the levels of 
activity growth in hospital last year being lower than 
previous years- and the levels of hospital activity growth 
was lower than the growth in population- so the admission 
rates going down

 A financial risk share has been agreed with Salford Royal 
for emergency care activity.  Activity volumes above the 
contract level is paid for at 20% of tariff

£0.8m £1.4m

Adults:
Adult Social 
Care

Last year’s overspend on Adult Social Care was £4.8m.  This 
year’s contract has been set based on last year’s budget,   with 
an additional £1.5m added for specific budget pressures. 
Therefore if spend for 2019/20 is in line with 2018/19 levels, 
this year’s overspend will be £3.3m.  There is a financial risk 
share built into the contract, with Salford Royal picking up 50% 
of the in-year overspend. The financial risk for the integrated 
fund, at 50%, is therefore £1.6m. 

£1.6m £2.0m

Children’s:
Children’s 
Social Care

The budgets for the children’s social care elements of the 
integrated fund have been based on last year’s budgets.  
There was an overspend of around £6m last year- therefore 
the anticipated overspend in 2019/20 will be £6m if there is no 
impact from the transformation work in reducing costs.  Costs 
have been increasing year on year, therefore a financial risk 
that the overspend could be higher in 2019/20.  A focus on the 
Best Value programme (see section 7 below) is on children’s 
services to test out new models of care with the aim of 
achieving good outcomes but at lower overall cost- particularly 
focussing on out of area placements.

£6.0m £7.0m

Primary The main area of unpredictable expenditure in the primary care £0.0m £1.0m
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Care: 
Prescribing 
costs

budgets relates to GP prescribing costs. This year’s budget 
was based on last year’s spend with 5% uplift applied for 
growth and 3% taken out for efficiency- therefore a net 
increase in budget of 2%.  It is difficult to predict fluctuations in 
drug prices. If the efficiencies are not achieved, this would 
equate to around £1m financial risk.  Year on year, the 
Medicine Optimisation team in the CCG has worked with GP 
practices to deliver their efficiency programme on prescribing.  

Total Financial Risks £8.4m £11.4m
Reserves 
Adults

Budgets not required in 2019/20 (but required in 2020/21)- 
therefore £1.0m available in year to offset any in year financial 
pressures.

(£1.4m) (£1.4m)

Impact of 
new service 
models

Best Value schemes or pilot models of care (see section 5 and 
Appendix 5)- could impact on reducing spend in 2019/20, 
particularly out of area placements.

(£1.0m) £0.0m

Total Net Financial Risk £6.0m £10.0m

5. MITIGATING FINANCIAL RISKS
Significant amount of work has already taken place to reduce costs and mitigate some of the 
financial pressures across health and care budgets.  Risk share approaches have been 
agreed in the opening contracts with Salford Royal (as described in the table 3 above) which 
reduces the level of financial risk on hospital spend and Adult Social care costs.  

In addition, significant amount of work is underway in the locality to redesign services to 
maintain or improve outcomes at a lower cost.  Non recurrent funding has been secured to 
enable the system to test new ways of working.   Salford’s Best Value Programme is a joint 
Council and CCG programme established to identify, develop and implement service change 
to deliver efficiencies to close the financial gap between income and costs.  Across the CCG 
and Council, the size of the financial gap for health and social care has been estimated at 
£18m by 2020/21 if no action is taken.  The focus is on “transformational” change to deliver 
the objectives of improving outcomes, ensuring value for money, and ensuring services can 
meet the future demand.  

Five principal programmes and six support programmes have been identified.  There are 
individual work streams within each programme- currently around 46 specific projects being 
explored. Each programme will be supported by a plan ensuring:

 Financial sustainability, better outcomes and future-proofing for all service 
developments,

 A workforce plan that clearly identifies the people and the costs,

 A benefits realisation proposal,

 A clear plan for measuring, tracking, reporting and monitoring, and a clear exit plan

There are a number of funding streams available to support the transformational change, all 
of which are non-recurrent in nature:

 £18.2m from the Greater Manchester Transformation Fund for Adults, for the three 
years to 2019/20.  2019/20 is the final year, with around £3m remaining.
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 £3.4m from the Greater Manchester Transformation Fund for Population Health, for 
the four years to 2020/21. Principally this fund has been targeted for Start Well (£2.1m) 
and Salford Voluntary Sector (£1.1m)

 Various GM non-recurrent investments to support a number specific of Children’s 
Services programmes 

 £4m for 2019/20 and 2020/21 set aside from the CCG’s allocation to support “invest to 
save” transformational change in Salford Children’s services- known as “Best Value 
Transformation fund”. 

All programmes will be subject to exit and sustainability plans, as appropriate, with any 
recurrent investment required being funded through the benefits and efficiencies realised 
through the individual programmes.  Tracking delivery and achievement of benefits is critical.  
The monitoring, evaluation and reporting will be through each of the 3 prime committees.

Appendix 5 provides a financial overview of the best value schemes totalling £6.1m identified 
for 2019/20 and an ambition of at least £19.5m by 2022/23.  The 2022/23 amounts are 
indicative at this stage and will be finalised as each of the work programmes develop their 
cases for change.  There are some work areas where financial estimates have not yet been 
included and therefore the £19.5m ambition for 2022/23 is understated.

6. FINANCIAL FRAMEWORK AND FINANCIAL RISK SHARE
Within the Partnership Agreement, there is a Financial Framework (schedule 10) which sets 
out the process and arrangements for:

 Agreeing and reviewing the annual financial contributions into the Integrated Health 
and Care Fund (Pooled Budget and Aligned Budget)

 Administration of the Integrated Health and Care Fund , financial monitoring and 
reporting requirements 

 The financial risk and benefit sharing arrangements 

 Procedural matters in relation to the Integrated Health and Care Fund (covering 
accounting treatment and standing financial instructions) 

If the mitigations to address the financial risks are not successful, the financial risk share 
agreement sets out how the overspend will be shared back to the partner organisations.  
For illustrative purposes, if none of the mitigations work, and the Integrated Fund overspends 
by £10m against those areas highlighted in table 2 above, the financial risk is shared by 
partners as set out in the Financial Framework and summarised in table 3 below.

Table 3: Illustrative: How the Financial Risk Share would be calculated if the Integrated 
Fund Overspent in line with Worst Case Scenario in Table 2 above

Forecast 
Overspend

Council CCG

Children £7.0m 68% £4.8m 32% £2.2m
Adults £2.0m 21% £0.4m 79% £1.6m
Primary Care £1.0m 0% £0.0m 100% £1.0m
Total Financial Risk £10.0m £5.2m £4.8m
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The Financial Framework also set out how partners will deal with recurrent under and 
overspends.  If there is an under or over spend for 3 Financial Years in succession, then this 
is deemed to be recurrent and this requires a different set of principles than a one year, 
financial risk share.  This could include adjustments to Partner contributions to the fund or 
increased savings targets, for example. 

The budgets will be monitored each month and reported to each of the three committees. In 
addition, progress against the Best Value and Transformation work streams will be reported 
to the committees to ensure we are tracking the effectiveness of those schemes. 

7. RECOMMENDATIONS
The committee is asked to note this update on the opening 2019/20 Integrated Fund in 
particular acknowledging the main financial risks and the work being undertaken to mitigate 
those risks, highlighted in Sections 4 and 5.  Throughout the year, more detailed monitoring 
reports will be presented on those areas within the remit of the Children’s Commissioning 
Committee.

Steve Dixon
Chief Finance Officer and Deputy Chief Accountable Officer
Salford CCG
16th April 2019
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Appendix 1: 2019/20 Opening Budgets: Children’s Commissioning Committee

Service 
Pool or 
Aligned Committee

2019/20 Budget 
(£000s)

Safeguarding Pool Children's £257
Looked After Children Pool Children's £21,820
Localities Pool Children's £10,626
Complex Needs SEN Pool Children's £4,953
Partnerships Pool Children's £3,685
Asset Management & Delivery Pool Children's £991
Transforming Learning Pool Children's £2,166
Early Years (Early Intervention/Starting Life Well) Pool Children's (£1,710)
Skills & Work / Careers Pool Children's £1,460
Helping Families Pool Children's £1,284
Resources & Investment Pool Children's £6,686
Children's Administration Pool Children's £1,340
Specific Grants Pool Children's £17,529
Pay Award (not yet transferred to individual budgets) Pool Children's £838
Public Health 0-19 Services  Pool Children's £5,270
Early Years Pool Children's £1,188
Youth Service Pool Children's £350
Hospital Contracts- Children's Medical Activity Pool Children's £25,574
Community Health Services- Salford Royal Pool Children's £9,128
Placements/Non Contracted Activity Pool Children's £872

Hospital Contracts- Children's Surgical Activity Aligned Children's £1,402
£115,712Total Children's Commissioning Committee
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Appendix 2:  2019/20 Opening Budgets: Adults’ Commissioning Committee

Service 
Pool or 
Aligned Committee

2019/20 Budget 
(£000s)

Adult Social Care - Salford Royal Pool Adults £90,429
Adult Social Care- Council Retained Pool Adults £3,781
Adult Social Care - Disabled Facilities Grant (DSG) Pool Adults £2,859
Adult Social Care- National Living Wage Pool Adults £2,350
Adult Social Care- improved Better Care Fund (iBCF) Pool Adults £1,694
Hospital Contracts- Salford Royal Adults Medical Activity Pool Adults £83,958
Hospital Contracts- Adults Medical Activity (excluding Salford Royal) Pool Adults £23,613
Hospital Activity- Non Contracted Activity Pool Adults £2,614
Community Health Services- Salford Royal Pool Adults £30,749
Community Health Services- excluding Salford Royal Pool Adults £2,409
Mental Health Services - Greater Manchester Mental Health (GMMH) Pool Adults £30,932
Mental Health Services- excluding GMMH Pool Adults £4,315
Mental Health Packages of Care- Individual Placements Pool Adults £7,129
Continuing Health Care & Funded Nursing Care Pool Adults £6,760
Community Assets/ Voluntary Sector Pool Adults £1,889
Shared Care Record Pool Adults £183
Healthy Living Centres Pool Adults £1,007
Drug & Alcohol Contracts - Salford Pool Adults £3,711
Sexual Health Contracts - Salford Pool Adults £1,969
Sexual Health Cross Charging (Out of Salford Activity) Pool Adults £525
Health Improvement Service Pool Adults £1,178
All Other Contracts Pool Adults £112
Contingency Reserve Pool Adults £1,398

Hospital Contracts- Adults Surgical Activity Aligned Adults £77,374
Hospital Contracts- Radiotherapy Activity Aligned Adults £1,570
Ambulance contracts Aligned Adults £11,028
Termination of Pregnancy contracts Aligned Adults £628

£396,164Total Adults' Commissioning Committee

Appendix 3: 2019/20 Opening Budgets: Primary Care Commissioning Committee

Service Pool or Aligned Committee
2019/20 Budget 

(£000s)
Primary Care - GP contracts Aligned Primary Care £40,873
Primary Care - Salford Standard Aligned Primary Care £7,958
Primary Care - GP Prescribing Aligned Primary Care £40,811

£89,642Total Primary Care Commissioning Committee
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Appendix 4: In View Services

Service 

CCG: 
2019/20 
Budget 
(£000s)

Council: 
2019/20 
Budget 
(£000s)

Total: 
2019/20 
Budget 
(£000s)

Contingency In View Other £4,802 - £4,802
Committed Developments/Service Developments In View Other £14,195 - £14,182
Corporate Costs In View Other £4,585 - £4,585
Running Costs In View Other £5,548 - £5,548
Primary Care IT In View Primary Care £2,390 - £2,390
Welfare Rights and Citizen's Advice In View Adults £153 - £110
Primary Care - Public Health In View Primary Care - £457 £457
Social Worker  Training / Workforce Development In View Children's - £499 £499
Safeguarding In View Children's - £1,488 £1,488
Looked After Children In View Children's - £5,869 £5,869
Localities In View Children's - £352 £352
Youth Offending Service In View Children's - £1,012 £1,012
Complex Needs SEN In View Children's - £43 £43
Partnerships In View Children's - £1,047 £1,047
Asset Management & Delivery In View Children's - £20,713 £20,713
Transforming Learning In View Children's - £204 £204
Early Years (Early Intervention/Starting Life Well) In View Children's - £95 £95
Skills & Work / Careers In View Children's - £201 £201
Resources & Investment In View Children's - £15,147 £15,147
Dedicated Schools Grant (DSG) In View Children's - £173,005 £173,005
Pay Awards for in View Services In View Children's - £289 £289
Regulatory services In View Other - £476 £476
Devolved Community Budgets In View Other - £250 £250
Salford Community Leisure  In View Other £180 £1,190 £1,190
Affordable Warmth In View Other - £35 £35
Domestic Abuse Service (Supported Tenancies) In View Other - £210 £210

£31,853 £222,581 £254,197TOTAL - In View
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Appendix 5: Salford’s Best Value Programme

2019/20 2022/23 RAG Additional Comments

Placements/ "No Wrong Door" model/ 
"Ealing" model/SEND £0.0 £4.0

Mental Health £0.0 £0.0
Population Health: Start Well £0.0 £0.0
Domestic Abuse £0.0 £0.0

Adults Acute Mental Health 
Placements £0.8 £1.2

Programme live from Aug 18, is currently delivering efficiencies 
of +£80k per month 

Mental Health Rehab/Acute £0.0 £0.2 Currently in discussion with GMMH
Learning Disability £0.0 £0.2 In progress
Neuro-Rehab £0.0 £0.2 GM-wide programme is in progress.
Council Procurement Review £0.0 £2.0 Council-wide review is in progress

GMMH Block Contract £0.0 £2.0 Evaluation complete, discussion with other CCGs regarding 
pace of change

Review of community contracts £0.1 £0.2 2019/20 value part year, 2022/23 full year
Children's Speech & Language 
Therapy 

£0.0 £0.0 In progress 

Neighbourhoods
Extended Care
High-volume Pathways
Sustainable Primary Care

5 Extra Care Additional extra care facilities in 
Salford

£0.0 £0.0 Will be long-term programme, potentially requiring new build

Lease Rationalisation £0.0 £0.0
Reduction of Void Space £0.0 £1.0
Reduction in unnecessary 
prescriptions £0.0 £0.5 Is part of GM-wide programme

Annual savings programme £1.2 £4.0 Year on review with budget reduction
Off-patent drugs [Adalimumab] £0.9 £0.9 Recurrent saving- all of this will be delivered in 2019/20

MSK £0.0 £0.0
Limited value procedures - best 
practice

£0.0 £0.0

National QIPP £0.0 £0.0

10 Public Health 
Support

Support to children's, adults, primary 
care - planning, assessing and impact

£0.0 £0.0

Contract challenges
Digital maturity
Tableau and New dataset
Primary Care support

£6.1 £19.5Total Best Value Benefits: cash-releasing, cost 
avoidance and containment of future growth

9 EUR
Currently being considered as part of business planning for 
2019/20

11
Technology 
& Business 
Intelligence

£0.0 £0.0

Running 
Costs

Programme will consider (i) Salford 
Integration Programme, (ii) GM 
commissioning Review, (iiii) GM 
shared services- all in the context of 
20% reduction in CCG running costs

£0.4 £1.0
Around £0.4m required in 2019/20 and £1m required by 
2020/21.  Low risk for 2019/20.  Biggest saving opportunity 
relates to co-location with council

£2.1

Review and evaluation is under Integrated Care Programme 
Governance reporting directly to ICJC and other CCG and 
Council Governance as required.  Recurrent savings in 2022/23 
are net of any additional costs required for new models of care.

The 6 Support Program
m

es

6 Estates 
Strategy

In progress, also aligned to the Salford Locality Asset Review 
of all public sector estates

7 Medicines 
Optimisation

8

Adults Out Of 
Area 
Placements

3

VFM from 
block 
contracts & 
Procurement 
Review

4 Integrated 
Care

£2.7

Salford Best Value Programme: Draft March 2019
Figures are agreed with programme and finance lead
Figures are provisionally agreed for potential recurrent benefit but need further validating with programme & finance leads
Figures are estimate only at this stage and need further work to confirm

Figures are in £ millions

The 5 Principal Program
m

es

1 Children's 
Themes

Children's programmes are under development. Efficiencies will 
result principally from bring young people currently placed out 
of borough back into Salford.  Additional costs likely in the 
early years (which are funded by Best Value Transformation 
Fund and other non recurrent funding sources) in order to 
release recurrent savings in later years 

2

Note: The 2022/23 amounts are indicative at this stage and will be finalised as each of the 
work programmes develop their cases for change.  There are some work areas where 
financial estimates have not been included in the above and therefore the £19.5m ambition 
for 2022/23 is understated. 


