Philip Slawther,
Principal Committee
Co-ordinator

020 8489 2957

philip.slawther2@haringey.gov.uk

29 November 2019

To:  All Members of the Overview and Scrutiny Committee

Dear Member,

Overview and Scrutiny Committee - Tuesday, 3rd December, 2019

| attach a copy of the following reports for the above-mentioned meeting
which were not available at the time of collation of the agenda:

6.  CALL-IN: AWARD OF CONTRACT FOR THE PROVISION OF SEND
TRANSPORT TRANSFORMATION CONSULTANCY SERVICES
(PAGES 1 - 64)

A.
B.

Report of the Monitoring Officer and Section 151 Officer on the Call in

Cabinet Report on Award of Contract for the provision of SEND
Transport Transformation Consultancy Services

Cabinet Minutes Award of Contract for the provision of SEND
Transport Transformation Consultancy Services

Copy of the Call in
Report of the Director for Children’s’ Services responding to the Call in

8.  CALL-IN: AWARD OF CONTRACT FOR THE PROVISION OF SEND
TRANSPORT TRANSFORMATION CONSULTANCY SERVICES
(PAGES 65 - 68)

To consider exempt information pertaining to item 6 of the agenda.



Yours sincerely

Philip Slawther, Principal Committee Co-ordinator
Principal Committee Co-Ordinator



Page 1 Agenda Item 6

Report for: Special Overview and Scrutiny Committee
3" December 2019

Title: Joint report of the Monitoring Officer and the Chief Finance
Officer on the Call-In of a Decision taken by the Cabinet on
12" November 2019 relating to the SEND transport to invest
business case

Report

authorised by: Bernie Ryan, Monitoring Officer and Jon Warlow, Chief Finance
Officer & Section 151 Officer

Lead Officer: Raymond Prince, Deputy Monitoring Officer

Ward(s) affected: N/A

Report for Key/
Non Key Decision: N/A

1. Describe the issue under consideration
To advise the Overview and Scrutiny Committee on the call-in process, and in
particular whether the decision taken by Cabinet on 12" November 2019 relating
to the contract award for the provision of the SEND transport service, is within the
policy and budgetary framework.

2. Cabinet Member Introduction
N/A

3.  Recommendations

That Members note:

a. The Call-In process;

b. The advice of the Monitoring Officer and Chief Financial Officer that the
decision taken by the Cabinet was inside the Council’s policy and budgetary
framework.

4. Reasons for decision
The Overview and Scrutiny Committee is expected to take its own decision with
regard to whether a called-in decision is outside or inside the policy and
budgetary framework when considering action to take in relation to a called-in
decision.

5. Alternative options considered

N/A

6. Background information

Haringey
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Call-in Procedure Rules

6.1 The Call-In Procedure Rules (the Rules) appear at Part 4, Section H of the
Constitution, and are reproduced at Appendix 1 to this report.

6.2. The Rules prescribe that once a validated call-in request has been notified to the
Chair of Overview and Scrutiny Committee (OSC), the Committee must meet
within 10 working days to decide what action to take. In the meantime, all action
to implement the original decision is suspended.

6.3 If OSC Members determine that the original decision was within the policy
framework, the Committee has three options:

() to not take any further action, in which case the original decision is
implemented immediately.

(i) to refer the original decision back to Cabinet as the original decision-maker. If
this option is followed, the Cabinet must reconsider their decision in the light
of the views expressed by OSC within the next 5 working days, and take a
final decision.

(iii) to refer the original decision on to Full Council. If this option is followed, Full
Council must meet within the next 10 working days to consider the call-in.
Full Council can then decide to either:

e take no further action and allow the decision to be implemented
immediately, or

e to refer the decision back to the Cabinet for reconsideration. The Cabinet’'s
decision is final

6.4 If OSC determine that the original decision was outside the budget/policy
framework, it must refer the matter back to the Cabinet with a request to
reconsider it on the grounds that it is incompatible with the policy/budgetary
framework.

6.5 In that event, the Cabinet would have two options:

(i) to amend the decision in line with OSC’s determination, in which case the
amended decision is implemented immediately.

(i) to re-affirm the original decision, in which case the matter is referred to a
meeting of full Council within the next 10 working days. Full Council would
have two options:

e to amend the budget/policy framework to accommodate the called-in
decision, in which case the decision is implemented immediately, or

¢ to require the decision-maker to reconsider the decision again and to refer
it to a meeting of the Cabinet, to be held within five working days. The
Cabinet’s decision is final.

Haringey
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The Policy Framework

6.6 A definition of The Policy Framework is set out in the Constitution at Article 4 of
Part Two (Articles of the Constitution) which is reproduced as follows:

“Policy Framework

These are the plans and strategies that must be reserved to the full Council for
approval:

- Annual Library Plan

- Best Value Performance Plan

- Crime and Disorder Reduction (community safety) Strategy
- Development Plan documents

- Youth Justice Plan

- Statement of Gambling Policy

- Statement of Licensing Policy

- Treasury Management Strategy

Any other policies the law requires must be approved by full Council.

Such other plans and strategies that the Council agrees from time to time that it
should consider as part of its Policy Framework:

- Housing Strategy”

6.7 The policy framework is intended to provide the general context, as set by Full
Council, within which decision-making occurs. In an Executive model of local
government, the majority of decisions are taken by the Executive — in Haringey’s
case this being the Cabinet/Leader/Cabinet member. Under the Local Authorities
(Functions and Responsibilities) (England) Regulations 2000 the determination of
a matter in the discharge of an Executive function nonetheless becomes a matter
for the full Council if the proposed determination would be contrary to a plan or
strategy adopted or approved by Full Council in relation to the function in
guestion. Case law makes it clear that it would not be a proper use of a full
Council approved plan or strategy to seek to make it a means for Full Council to
micro-manage what ought to be Executive decisions.

7. Current Call-In

7.1 On 21* November 2019, a call-in request was received in relation to the Cabinet
decision taken on 12™ November 2019 on the recommendation to approve the
award a contract for the provision of SEND Transport Transformation
Consultancy Services to the successful tenderer for a period of two years. A
copy of the Cabinet report dated 12" November 2019; the published draft
minutes and the call-in request all form part of the published Agenda pack
distributed to Members of the OSC, and so are not reproduced again here as
appendices to this report.

7.2 The request does not assert that the decision was outside the policy or budgetary
framework, and in any event, the Chief Financial Officer also confirms his view
that the Cabinet decision is within the budgetary framework.

Haringey
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7.3 In summary, a key concern in the call-in, is the assertion that the report to
Cabinet was not clear on a number of matters namely:

e How it will be ensured that the contractor will deliver genuine efficiency
savings as opposed to cuts to service delivery / a reduction in the number of
children using the service / adverse implications for staff currently employed
to deliver the service.

e Whether the contactor will have an operational or management role as
opposed to an advisory role

e The financial consequences which would flow from a decision made by the
Council to reject all or part of service delivery changes put forward by the
contractor

e The financial consequences which would flow from a decision made by the
Council to terminate the contract early

7.4 The call-in also expressed concern that the decision:

e Represents a large transfer of resources to the private sector

e May lead to changes which are not in accordance with Council’s values

e May not represent value for money when compared with other potential
alternative options

e May lead to reputational damage to the Council and its leadership for any
adverse effects of changes to service delivery implemented by the
contractor

7.5 The request also detailed alternative courses of action, namely for the contract to
be rescinded and replaced by an in house project — with such external “non profit
making and pro-public sector organisation such as APSE of which this council is
a member” resource(s) as required, and in consultation with the trade union and
service users — to “identify and progress genuine efficiency savings and service
improvements. This to include consideration of bringing the supply of drivers and
vehicles in house”.

8.  Monitoring Officer’s Assessment

8.1 The Call-In Procedure Rules require that:

“The [Overview and Scrutiny] Committee shall consider any report of the
Monitoring Officer / Chief Finance Officer as to whether a called-in decision is
inside or outside the policy / budget framework. The Overview and Scrutiny
Committee shall have regard to that report and any advice but Members shall
determine whether the decision is inside or outside the policy/ budget
framework.”

8.2 The Monitoring Officer considered the request on 21 November 2019, and
determined that it met the 6 criteria for validity as set out in the Call-In Procedure
Rules. Following investigation and consideration, the Monitoring Officer made an
assessment of whether the decision was outside the policy framework and

Haringey
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concluded that it was not because the subject matter of the call-in is not contrary
to the list of plans and strategies which comprise the policy framework set out at
paragraph 6.6 above.

9. Conclusion

9.1 For the above reasons, the Monitoring Officer concludes that the Cabinet’s
decision was not outside of the policy framework.

10. The Section 151 Officer’s Assessment

10.1 The Section 151 Officer's assessment is that the decision taken by Cabinet on
the 12™ of November 19 is within the financial framework of the authority.

11. Contribution to strategic outcomes
N/A
12. Statutory Officers comments (Chief Finance Officer (including
procurement), Assistant Director of Corporate Governance, Equalities)
Finance and Procurement
The Chief Finance Officer's comments are set out above.
Legal implications
The Monitoring Officer’s views are set out above.
Equality
N/A
13. Use of Appendices
Appendix 1 Call-In Procedure Rules

14. Local Government (Access to Information) Act 1985

N/A

Haringey



This page is intentionally left blank



Page 7

PART FOUR — RULES OF PROCEDURE
Section H- Call-In Procedure Rules

Part Four, Section H
Call-In Procedure Rules

1. When a key decision is made by the Executive (that is, the Leader,
Individual Cabinet Members or the Cabinet) or a committee of the
Cabinet, the decision shall be published and shall be available for
inspection at the Civic Centre and on the Council’s website, normally
within 2 working days of being made. The right to Call-In does not
apply to a decision by way of an appeal hearing or a quasi-judicial
procedure.

2. The notice of the key decision will be dated and will specify that the
decision will come into force, and may then be implemented, on the
expiry of 5 working days after the publication of the decision, unless a
valid request has been received objecting to the decision and asking
for it to be called-in. This does not apply to “urgent” decisions.

3. The Monitoring Officer will deem valid a request that fulfils all of the
following 6 criteria:

(@) it is submitted by any five Members of the Council.

(b) it is received by the Democratic Services Manager by 10am on
the fifth day following publication.

(c) it specifies the decision to which it objects.

(d) it specifies whether the decision is claimed to be outside the
policy or budget framework.

(e) it gives reasons for the call-in and outlines an alternative course
of action.

Q) it is not made in relation to a decision taken in accordance with
the urgency procedures in paragraph 18 below.

4. The Democratic Services Manager will forward all timely and proper
call-in requests, once deemed valid by the Monitoring Officer, to the
Chair of the Overview and Scrutiny Committee and the Overview and
Scrutiny Manager and will notify all Cabinet Members including the
decision maker and the relevant Chief Officer.

5. A key decision will be implemented immediately after a call-in request
is deemed invalid by the Monitoring Officer or after the expiry of ten
working days following the receipt of a valid call-in request by the Chair
of the Overview and Scrutiny Committee, unless a meeting of the

LONDON BOROUGH OF HARINGEY CONSTITUTION Page 1 of 7
21 July 2014
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PART FOUR — RULES OF PROCEDURE
Section H- Call-In Procedure Rules

10.

11.

Overview and Scrutiny Committee takes place during the 10-day
period.

If a call-in request is deemed valid, the Democratic Services Manager
will forward the call-in request to the Monitoring Officer and/or Chief
Financial Officer for a report to be prepared for the Overview and
Scrutiny Committee advising whether the decision does fall inside or
outside the policy or budget framework.

Unless a key decision is designated "urgent” pursuant to paragraph 18,
when it shall be implemented immediately, no action shall be taken to
implement the decision until 5 working days have elapsed after the
date of the publication of the decision. In the event that a call-in
request has been received, no action shall be taken until the Monitoring
Officer has determined the validity of the request.

Subject to paragraph 5, when a request for call-in is deemed valid, all
action to implement the key decision is suspended until the Overview
and Scrutiny Committee has met to decide what action to take. The
Committee must meet no later than 10 working days after the Chair has
received a valid call-in request.

Discussion of any called-in decisions shall precede all other
substantive items on the agenda of the Overview and Scrutiny
Committee. Any reports of the Monitoring Officer and Chief Financial
Officer shall be part of that agenda.

The Committee shall consider any report of the Monitoring Officer /
Chief Finance Officer as to whether a called-in decision is inside or
outside the policy / budget framework. The Overview and Scrutiny
Committee shall have regard to that report and any advice but
Members shall determine whether the decision is inside or outside the
policy / budget framework. If the Overview and Scrutiny Committee
determine that the decision was within the policy / budget framework,
the Committee has three options:

(@  The Overview and Scrutiny Committee may decide not to take
any further action, in which case the key decision is
implemented immediately.

(b) The Overview and Scrutiny Committee may decide to refer the
decision back to the decision maker, in which case the decision
maker has 5 working days to reconsider the key decision before
taking a final decision.

(c) The Overview and Scrutiny Committee may decide to refer the
decision to Full Council.

When the Overview and Scrutiny Committee refers a decision to
Council (when the decision is deemed to fall within the policy / budget

LONDON BOROUGH OF HARINGEY CONSTITUTION Page 2 of 7
21 July 2014
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PART FOUR — RULES OF PROCEDURE
Section H- Call-In Procedure Rules

12.

13.

14.

15.

16.

17.

framework), any Council meeting must be held within 10 working days
(with an extraordinary meeting being called if necessary) of the date of
the Overview and Scrutiny Committee's referral.

When considering a called-in decision (when this decision is deemed to
fall within the policy / budget framework) the Council has two options:

(@)  The Council may decide not to take any further action, in which
case the decision is implemented immediately.

(b) The Council may refer the decision back to the decision maker,
in which case the decision maker has 5 working days to
reconsider the decision before taking a final decision.

Once a final decision has been made there is no further right of call-in.
This decision or any other key decision having the same effect may not
be called-in again for a period of six months following the date at which
the final decision was taken.

If the Overview and Scrutiny Committee determines that the decision is
outside the policy / budget framework, the Committee shall refer the
decision to the decision maker and with a request to reconsider it on
the grounds that it is incompatible with the policy / budget framework.
The decision maker shall have 5 working days in which to reconsider
the decision.

The decision maker has two options:

(@ Amend the decision in line with the Overview and Scrutiny
Committee’s determination, in which case the decision is
implemented immediately.

(b) Reaffirm the original decision, in which case the decision goes to
a Council meeting which must convene within 10 working days
of the reaffirmation of the original decision.

When considering a called-in decision where a decision maker fails to
amend a decision in line with the Overview and Scrutiny Committee’s
determination, that it falls outside the policy / budget framework, the
Council has two options:

(@ Amend the policy / budget framework to accommodate the
called-in decision, in which case the decision is implemented
immediately.

(b) Require the decision maker to reconsider the decision again and
refer it to a meeting of the Cabinet to be held within 5 working
days of the Council meeting. The Cabinet's decision is final.

Abuse of Call-in

LONDON BOROUGH OF HARINGEY CONSTITUTION Page 3 of 7
21 July 2014
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PART FOUR — RULES OF PROCEDURE
Section H- Call-In Procedure Rules

(@)

(b)

Members are expected to ensure that call-in is not abused, or
causes unreasonable delay to the functioning of the Cabinet.

The call-in procedure is to be reviewed annually (see paragraph
18 g), if such a review leads to the conclusion that the call-in
procedure is being abused, the Constitution may be amended to
include greater limitations.

18. Call-In and Urgency

(@)

(b)

(©)

(d)

(€)

(f)

(9)

The call-in procedure set out above shall not apply when the
action being taken is urgent or time-critical in terms of (b) below.

A key decision will be urgent if any delay in implementation likely
to be caused by the call-in procedure would seriously prejudice
the Council's or the public's interests.

A key decision which has not been given the requisite publicity
for a key decision or a private meeting and which the Chair of
Overview and Scrutiny Committee has agreed is ‘urgent and
cannot reasonably be deferred’ is not regarded as urgent for the
purposes of call-in unless it fulfils the criteria of paragraph (b)
above.

If a key decision is urgent and therefore not subject to call-in,
this will be stated on the record.

In order for a key decision to be deemed urgent, the Chair of the
Overview and Scrutiny Committee must agree that the decision
is both reasonable in all circumstances and that it should be
treated as a matter of urgency. In the absence or unavailability
of the Chair the consent of the Mayor is required. In the
absence of both, the consent of the Deputy Mayor shall be
required.

Decisions taken as a matter of urgency must be reported to the
next available meeting of the Council, together with the reasons
for urgency.

The operation of the provisions relating to call-in and urgency
shall be monitored annually and a report submitted to Council
with proposals for review if necessary.

19. Call-In and the Forward Plan

(@)

The Overview and Scrutiny Committee should consider the
Forward Plan as its chief source of information regarding
forthcoming Cabinet decisions.

LONDON BOROUGH OF HARINGEY CONSTITUTION  page 4 of 7
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PART FOUR — RULES OF PROCEDURE
Section H- Call-In Procedure Rules

(b)

(©)

(d)

The Overview and Scrutiny Committee may select a forthcoming
decision and examine the issues around it.

In order not to obstruct the Council in its business, the Overview
and Scrutiny Committee may call-in a key decision in advance of
its actually being taken. In such a situation all the time-limits
apply as above, except that a key decision cannot actually be
implemented any sooner than it would have been had the
Overview and Scrutiny Committee not called it in.

Where the Overview and Scrutiny Committee has called-in a key
decision from the Forward Plan before it due date, the decision
cannot be called-in again after the final decision has been taken.

20. Monitoring Arrangements

The operation of the provisions relating to call-in and urgency shall be
monitored by the Democratic Services Manager, and a report
submitted to Council annually with proposals for review if necessary.

LONDON BOROUGH OF HARINGEY CONSTITUTION Page 5 of 7
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PART FOUR — RULES OF PROCEDURE
Section H- Call-In Procedure Rules

Call-In Arrangements I

Key Decision made

Valid request for call-in received?

Yes

l

T

Scrutiny Committee convenes

l

No

Key Decision
Implemented

Key Decision outside policy / budget framework?

e ~
Yes No \
e
See Overleaf Scrutiny Committee has three options \
\< l Refer to
decision taker
Approve action Rgfgr
decision
to
l Council l
Key Decision Key Decision
implemented Implemented
Council convenes
Council has two options
/ Sa | Refer to decision taker
Key Decision «— Approve 5 days
Implemented action \
Key Decision
Implemented
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PART FOUR — RULES OF PROCEDURE
Section H- Call-In Procedure Rules

Key Decision is outside policy / budget framework

l

Refer to decision taker

l

Decision taker has two options

«

Reaffirm Key decision Amend decision in line with advice

~

Key Decision

Council convenes

|

Council has two options

™

Require decision taker
to reconsider decision
and refer it to a meeting
of the Cabinet

Amend policy / budget
to accommodate
decision

|

Key Decision

implemented

Cabinet convenes

|

Cabinet takes a final decision

l

Key Decision implemented
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Report for: Cabinet, 12 November 2019

Title: Award of Contract for the provision of SEND Transport
Transformation Consultancy Services

Report

authorised by: Ann Graham Director, Children’s Services

Lead Officer: Peter Featherstone, 020 8489 4214,

peter.featherstone@haringey.gov.uk

Ward(s) affected: All

Report for Key/
Non-Key Decision: Key Decision

1. Describe the issue under consideration

1.1

1.2.

1.3.

1.4.

1.5.

At the Cabinet meeting of 9™ July 2019, it was resolved:

e to approve the revenue budget variations associated with the Children’s
Services Invest to Save Programme....; and

e to delegate to the Director of Children’s Services in consultation with the
Cabinet Member for Children & Families future decisions on the invest to
Save Programme (except for SEND Transport) subject to the outcomes of
any necessary Equalities Impact Assessment and consultation and any
other relevant consideration

The report presented to the July Cabinet detailed the proposal to commission

external change management capacity to deliver the recommendations from a
comprehensive review of Haringey SEND transport, which would be procured

through a restricted tender route and that the outcome would be subsequently
presented to Cabinet for approval.

The SEND Transport review identified a number of service delivery improvement
measures that are expected to secure improved value for money for Haringey,
and introducing new systems to extend and build on the high level of service
currently offered to our children and young people with special educational
needs and disability, and their families.

A revenue budget variation was agreed by Cabinet of £780,000 to deliver the
two-year change management programme and service transformation.

This October 2019 report details the outcome of that tendering process and
makes a recommendation to award the tender to a provider with the requisite
capability and expertise to develop a new and high performing travel operation
for Haringey which is fit for purpose to meet current and future demand.

| |
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2. Cabinet Member Introduction

2.1

2.2

2.3

2.4

2.5

2.6

This report sets out a proactive and positive plan to improve our SEND
transport service. A review of the service has led to the need to take this
radical step without delay.

With the service currently costing approximately £4.8m per annum, this is a vital
service for families with children who have a range of special educational needs
and disabilities. It is essential that this vital operational service is efficient,
effective, able to adapt and to accommodate a variety of individual needs. This
is an in-house service where the management and administration of SEND
transport is run directly by the local authority. In addition, the escorts and travel
buddies- some 110 staff — are all directly employed by the Council. The
transport itself is provided by a range of contractors.

The proposed transformation has two phases. The first phase is to award a
contract for an external transformation business partner who has extensive
experience working with other authorities to improve their SEND transport
arrangements. This first phase will have a specific requirement for a team who
will work alongside our in-house officers to implement much needed changes
and savings which are set out in detail in the report below.

This work will involve detailed review of how the service is organised and
administered to ensure our in-house service meets needs of children and
families, and is cost-effective. Once complete, the second phase will be to
review the current arrangements for provision of vehicles with a view to
insourcing.

This external review will involve parents and carers alongside officers. This is
central to delivering the cultural change within the team in relation to service
planning and delivery for the longer-term development and sustainability of this
essential in- house service.

Payment of this contract is contingent on the savings being made.

3. Recommendations

3.1. This report recommends that Cabinet:

1. Approves the award of a contract for the provision of SEND Transport
Transformation Consultancy Services to the successful tenderer in
accordance with the Council’s Contract Standing Order (CSO) 9.07.1(d),
for a period of two (2) years commencing end of October 2019 and at a
total value of up to £600,000 over the 2 years period, with a further
gainshare reward dependent upon demonstrable value of savings
delivered in excess of £635,000 per annum;

2. that the date of commencement of the contract will follow immediately
after five working days of the publication of the Cabinet decision to

| |
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approve, plus a further ten working days standstill period as per public
procurement contract regulations; and

3. that exploration of a further phase (phase 2) of transformation to
insource vehicles and drivers is considered once the transformation of
the SEND transport service and the associated savings is secured.

3.2. Notes the details of the successful tenderer is outlined in Part B (exempt
information) of the report.

4. Reasons for decision

4.1. A scoping review of SEND Transport provision was undertaken during April and
May 2019 that reported opportunities to improve service, customer focus and
confidence, resilience and provide a real and evidenced opportunity to deliver
net savings of at least £600,000 per year. The review also found that:

4.1.1. Expectations from parents and schools are (rightly) high and that they wish
for their services to be improved if they are to meet need.

4.1.2. In meetings with Headteachers and parents there was strong feedback that
suggested poor communication, poor responsiveness and lack of proper
consultation on changes, other than big events, by Haringey’s Transport
team.

4.1.3. An apparent lack of understanding across parents of the Council’s
obligations and policy in respect of transport.

4.2. Having considered the findings of the Scoping Review Report, in specific regard
to the potential to improve services for families and to achieve significant
sustainable savings, it was agreed to proceed with an Invitation to Tender
exercise to identify a suitable external transformation partner.

4.3. This decision was reached after due consideration was given to the option of an
in-house delivery model, where it was agreed that:

e Alack of SEND transport transformation/change management experience
would impact adversely on the delivery of service improvements;

e the necessary step change in cultural and operating practice would not be
realised,

e savings would only partially be realised;

e the inability to flex the necessary additional SEND transport related
experience during expected ‘resource-heavy’ periods would impact delivery
and incur additional staffing costs; and that

e an external SEND Transport transformation partner would strengthen the
service offer to families and the in-house team.

4.4. In deciding to seek an experienced external transformation partner, and with due
regard to feedback received from the Overview & Scrutiny Committee in July
2019 who requested that ‘the voice of users should be at the heart of that

| |
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4.8.

4.9.

Page 18

service and that it should be co-designed, where possible’, it was further agreed
that:

e The approach to change must consider and engage appropriately and
robustly with both parents and schools and, where possible, with our
children and young people;

e the Assistant Director for Schools and Learning will ensure that during the
early stages of the partnership with the transformation partner, parents,
children and schools will be involved during the transformation process;

e the changes must be sustainable, and robust demand management and
innovative travel solutions be established to best deal with new and any
increasing demand or need for travel;

e to reduce the financial risk and to achieve best value for money for the
Council and our residents, the preferred bidder must provide a guarantee of
cost savings by being prepared to place contract fees at risk for non or
partial delivery; and that

e a monthly steering board made up of officers, parents and Members as
appropriate, will review progress and provide assurance of ‘signed off’
savings against target. Savings will be signed off by the Council’s financial
team every month.

As well as the financial savings, this programme will be tasked to deliver a
critical new and high performing travel operation for Haringey which is fit for
purpose to meet current and future demand. The service will fit with a wider
SEND strategy to improve services and make best use of resources.

In undertaking the restricted tender exercise to identify a suitably experienced
external transformation partner to support the change process, prospective
bidders needed to demonstrate:

e Evidence of very specific operational knowledge and transformation
experience of SEND transport services; and

e guarantee of projected savings, that are sustainable, by putting their
consultancy fees at risk.

Subsequent to the tendering exercise, a bid has been received from a
prospective supplier that promises a sustainable £635,000 per annum saving
against a baseline 2018/19 expenditure of approximately £4,800,000 and that is
guaranteed against provider delivery costs. This work would transform how the
service is delivered and embed strong management and delivery.

The contract value is up to £600,000, subject to the full delivery of agreed
savings (as set out in paragraph 8.1 below), with a further gainshare reward
dependent upon value of savings delivered in excess of £635,000 per annum.

The contract value is £180,000 below the budget envelope approved by Cabinet
in July 2019 of £780,000, representing a 23% saving on the budget envelope.

5. Outcome of Tender Process

| |
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In order to ensure compliance with EU procurement legislation and to ensure
value for money, a mini-competition exercise in accordance with CSO 7.01(b)
was conducted. The tender was conducted via the Crown Commercial Services
(CCS) Management Consultancy Framework 2, lot 1, which contained 275
suppliers. A shortlisting exercise was carried out, based on the Council’s
minimum requirements for the service, which narrowed the suppliers down to 57.
All 57 suppliers were contacted with an invitation to submit an Expression of
Interest, of which 11 suppliers expressed interest in bidding for the service. The
Competition was in accordance with the framework conditions, which was based
on an evaluation weighting of:

e Price 40%
e Quality 60%

Following the receipt of 11 Expressions of Interest, a single bid was received
that has been independently evaluated by three Council officers in accordance
with the pre-determined evaluation criteria and subsequently moderated with
procurement colleagues. The bid passed the minimum requirements and scored
a total of 45% from the available 60% for quality.

6. Assessment of bidder response to the Service Specification

6.1.

A low number of bids was expected because SEND Transport is a highly
specialised service and a prerequisite for any bid to be considered was that the
supplier would be able to demonstrate a deep and clear understanding of the
service, the depth of the transformation needed and be able to show a proven
track record in having delivered the transformation, including stipulated savings,
in other local authorities. The examples of this to support the supplier we are
recommended as part of this report can be found at Part B of this report.

7. Alternative options considered

7.1

7.2.

7.3.

Appendix A details options that were appraised by the Children’s Services
Directorate, together with the respective advantages and disadvantages of each
option.

The recommendation arising from the option appraisal is to:

e Procure a specialist external transformation partner through a competitive
restricted tender to support the change process, with:

e sustainable savings guaranteed against consultancy charges; and

e a gainshare agreement regarding additional sustainable savings that may
be realised above contractual agreement.

Once transformation is underway and improvements begin to be secured and
embedded, officers will begin a ‘Phase 2’ of the process which will give full
consideration as to if and how vehicles might be procured and drivers employed
by the Local Authority to further support the transformation process.
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8. Potential for additional benefits realisation / future service development

8.1.

8.2.

8.3.

8.4.

8.5.

Transformation of adult services transport provision

Implementing lessons learnt from a transformation of Children’s Services SEND
Transport provision could potentially reduce the travel costs to Adult Services,
improve outcomes and increase mobility for adult service users — including, for
example:

e Improved provision of travel training to increase levels of independent travel
which would reduce the spend in adults as those young people move from
Children’s into Adults Services;

e best practice in terms of escorts to ensure safer and less stressful journeys;

e improved purchasing systems for travel framework and providers which can
be used across services; and

e improved vehicle tracking for adult service users including reducing time
spent travelling and increasing time spent in funded provisions such as day
opportunities.

Specific examples of how the supplier has supported transformation of adult
services transport provision can be found at Part B of this report.

Insourcing of vehicles and drivers

In the past, the Council has provided a portion of its own vehicles. However,
with such ‘insourcing’ of vehicles comes considerations that include:

e Purchase/lease cost;

e upkeep and maintenance;

e garaging/parking facilities overnight, at weekend and across holiday
periods;

¢ vehicle insurance and tax;

e fluctuation in service demand (including during holiday periods); and

e employment and management of drivers.

A cost benefit analysis of insourcing some/all vehicles would need to be carried
out to understand if insourcing on any scale is financially prudent and presents
best value (in monetary and in service delivery terms), and it is recommended
that such a phase should be picked up only at the point where we are satisfied
that our management and delivery of the SEND Transport Service is able to
operate at the very highest level.

Once the transformation process is well underway, we will be in a strong position
to robustly consider if and how to insource either all or selected elements of the
transport provision — for example, we could proceed with an initial consideration
of insourcing wheelchair accessible vehicles to meet the needs of those families
in the borough who require this service.
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9. Conclusion

9.1 In conclusion, this report has set out the tender process carried out to secure a
specialised consultant with the experience and proven outcomes to take the
transformation of our SEND transport Service to a level where we are confident
that it robustly meets the needs of all of our families. The recommended supplier
has a proven, high performing track record across the country (see Part B of this
report) in transforming such services and reducing costs by a significant sum.

9.2 The recommended provider will bring much needed, critical and immediate
capacity to the service and the savings outlined across this report can be
delivered very quickly. Most importantly, this transformation will be enabled via a
proven methodology that the supplier brings to the table, together with extensive
experience that doesn’t currently exist in-house to transform the service and all of
its processes to ones where service is unanimously fit for purpose and delivery is
of the very highest quality. This is what our families deserve for the service.

10.Contribution to strategic outcomes

10.1. Outcome 5: Happy childhood: all children across the borough will be happy and
healthy as they grow up, feeling safe and secure in their family, networks and
communities.

10.2. Outcome 6: Every young person, whatever their background, has a pathway to
success for the future.

11.Statutory Officers comments (Chief Finance Officer (including procurement),
Assistant Director of Corporate Governance, Equalities)

11.1. Finance

11.1.1. This is one of the Children’s Services Invest to Save programmes as
described in the MTFS update report to Cabinet on 9th July 2019.

11.1.2. The proposal seeks to utilise the council’s flexible capital receipts to
improve efficiencies and reduce demand pressures within the Children’s
Services budget as agreed by Cabinet in February 2019.

11.1.3. The base cost of the contract is estimated at £600,000 over 2 years to
deliver savings of £240,000 in year one, rising to £510,000 in year two, and
to £635,000 in subsequent years.

11.1.4. There are further costs for software and other operating costs for the
transport team that are included in the Invest to Save programme and not
impacted by the consultancy fee.
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11.1.5. The table below details the costs and anticipated savings over the contract

period
perioq | Consultancy | Target | AnnualNet | ettt | e on-
related costs contract costs
Year One £240,000 £240,000 £0 £51,500 (E51,500)
Year Two £360,000 £510,000 £150,000 £41,500 £108,500
Year Three £0| £635,000 £635,000 £43,000 £592,000
Year Four £0| £635,000 £635,000 £43,000 £592,000
Year Five £0| £635,000 £635,000 £43,000 £592,000
Total £600,000 | £2,655,000 | £2,055,000 £222,000 £1,833,000

11.1.6. The table below shows how these costs and savings are to be realised by
financial year.

Consultanc Target Annual Other Non- Net Saving
Period y 9 Net Contract related after Non-
Fee Savings .

Savings costs contract costs
2019/20 £60,000 (£60,000) (£60,000)
2020/21 £270,000 £240,000 (£30,000) £51,500 (£81,500)
2021/22 £270,000 £510,000 £240,000 £41,500 £198,500
2022/23 £0 £635,000 £635,000 £43,000 £592.000
2023/24 £0 £635,000 £635,000 £43,000 £592,000
2024/25 £0 £635,000 £635,000 £43,000 £592,000
Total £600,000 | £2,655,000 | £2,055,000 £222.000 £1,833,000

11.1.7. The financial year 2019/20 has an MTFS target of £125,000. The contract is
due to start November 2019 and it is estimated that the saving delivered by
the contract to March 2020 will be approximately £100,000. The remainder
of the MTFS saving will be delivered during the financial year 2020/21.
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11.1.8. Should savings exceed the thresholds detailed above in the first two years,
40% of the additional saving in the respective years will be paid to the
contractor, with the remaining balance being a benefit to the Council.

11.1.9. Full payment of contract fees will have been made by the Council at the end
of Year Two, subject to the agreement between the Council and the
provider that the practices in place at the end of Year Two are reasonably
expected to deliver £635,000 savings in Year Three.

11.1.10. Inregard to sustainability of savings:

e The provider will provide a full sustainability sign-off at the end of year 2
to ensure that: savings are sustainable; all plans are implemented; and
the SEND Transport team has been developed in accordance with any
plans agreed during the contract period.

e A quarterly audit through Year Three, at no additional cost to the Council,
to support the Council to identify any possible item or management
practice which has moved off track or has the potential to move off track
that may impact savings delivery.

¢ In the event of any year three shortfall of savings, deemed to not be by
fault of the Council, the provider will refund the value of the shortfall from
paid fees and/or gainshare paid within years one and two.

¢ In the event of a shortfall in savings realised in Year Two, then a rebate
will be due from the Provider to the Council. The rebate will be calculated
based upon the percentage shortfall in savings delivery and applied
directly to the overall cost of the transformation contract. That is to say, a
10% shortfall to the agreed savings target of £635,000 will incur a 10%
rebate from the provider — in such instance, £60,000.

¢ In the event of a surplus in savings in Year Two, then a gainshare reward
will be due from the Council to the Provider. The gainshare will be
calculated based upon 40% of additional savings achieved in the contract
period. That is to say, a surplus to the agreed savings target of £635,000
of £60,000 (that is to say, overall savings of £695,000) will result in a
£24,000 reward payment to the provider.

e The upper limit of savings to which a gainshare award will be considered
is set at £1,000,000, such that the maximum gainshare award that can
be rewarded to the Provider is set at £146,000.

11.1.11. The contract period in regard to consideration of savings terminates at

the end of Year Two. Savings after that point are out of scope for reward /
rebate.

11.2. Procurement
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11.2.1.CSO 9.07.1 (d) allows Cabinet to award a contract valued at £500,000 or
more

11.2.2.CSO 7.01(b) allows for the Council to select a supplier from a Framework or
similar arrangement.

11.2.3. CCS framework RM6008 Part 2 is a suitable framework that complies with
CSO 7.01(b)

11.2.4. A further competition under the Framework rules was undertaken and a bid
was received and evaluated.

11.2.5. The award of the contract to the winning bidder under the Framework is a
compliant route to procure the contract.

11.3. Legal

11.3.1. The Assistant Director of Corporate Governance notes the content of the
report.

11.3.2. Strategic Procurement has confirmed that the service was procured under
the Crown Commercial Service (CCS) Management Consultancy
Framework (RM6008) Part 2.

11.3.3. Pursuant to the Council’s Contract Standing Order (CSO) 7.01(b) and
Regulation 33 of the Public Contracts Regulations 2015, the Council may
select one or more Contractors from a Framework established by a public
body where the Council has been named as an approved user in the OJEU
Contract Notice and it is confirmed that the Council is an approved user of
the CCS Framework No. RM6008.

11.3.4. Pursuant to CSO 9.07.1(d), Cabinet may approve the award of a contract if
the value of the contract is £500,000 or more and as such Cabinet has
power to approve the award of the contract in this Report.

11.3.5. The Assistant Director of Corporate Governance sees no legal reasons
preventing the approval of the recommendations in the report.

12.Appendices

e Appendix A — Options Appraisal
e Appendix B — Background Information
e Appendix C — Equality Impact Assessment

e Exempt appendix - Exempt from publication under paragraph 3 of Section
12 A of the 1972 Local Government Act
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Appendix A — Options Appraisal

Option

Advantages

Disadvantages

Do nothing

No additional costs.

Capacity issues identified in
scoping report are not
addressed.

Services delivery
inefficiencies and areas for
improvement are not
addressed.

Parents and carers continue
to report issues with SEND
transport services.

Savings are not realised.

Deploy internal
transformation /
change management
resource

Transformation and change
management costs to
implement the
recommendations of the
scoping review are
minimised.

Potential to redeploy staff at
risk of redundancy.

A lack of SEND transport
transformation / change
management experience
impacts delivery of service
improvements.

Capacity issues identified in
scoping report are not
addressed.

Services delivery
inefficiencies and areas for
improvement are not
addressed.

Parents and carers continue
to report issues with SEND
transport services.

Step change in cultural and
operating practice is not
realised.

Savings are only partially
realised.

Appoint additional
staff member with
SEND transport
experience on either
a permanent or fixed
term basis to
support service
improvement

Additional ‘business as usual’
service delivery costs are
minimised.

Service delivery capacity
issues in SEND
Transport are addressed,
supporting the delivery of
directly related service
improvements.

A lack of SEND transport
transformation / change
management experience
impacts delivery of service
improvements.

Inability to flex the necessary
additional SEND transport
related experience during
expected ‘resource-heavy’
periods.
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Option

Advantages

Disadvantages

Step change in cultural and
operating practice is not
realised.

Savings are only partially
realised.

Appoint additional
staff member with
SEND transport
experience on either
a permanent or fixed
term basis to
support service
improvement; and

Deploy internal
transformation /
change management
resource.

Additional ‘business as usual’
service delivery costs are
minimised.

Service delivery capacity
issues in SEND Transport
are addressed, supporting
the delivery of directly related
service improvements.

Transformation and change
management costs to
implement the
recommendations of the
scoping review are
minimised. Potential to
redeploy staff at risk of
redundancy.

A lack of SEND transport
transformation / change
management experience
impacts delivery of service
improvements.

Inability to flex the necessary
additional SEND transport
related experience during
expected ‘resource-heavy’
periods.

Step change in cultural and
operating practice is not
realised.

Savings are only partially
realised.

Procure a specialist
external
transformation
partner through a
competitive
restricted tender to
support the change
process, with:

Sustainable savings
guaranteed against
consultancy
charges; and

Gainshare
agreement regarding
additional
sustainable savings
that may be realised
above contractual
agreement

A team approach from
experience SEND Transport
professionals, with an ability
to economically flex capacity
during expected ‘resource-
heavy’ periods.

Lessons learnt from SEND
transport transformation at
other local authorities
maximise potential for
benefits realisation

Tender pre-requisite for
sustainable savings to be
guaranteed against
consultancy charges
minimises risk to the local
authority.

Gain-share agreement
maximises potential
additional sustainable
savings that may be realised
above contractual
agreement.

Gross savings accrued over
the first two full years of
implementation cover
consultancy costs, such that
net savings are only realised
in year 3.
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Appendix B - Background information

13.The SEND Transport Service in Haringey provides vehicle transport, transport
buddying and travel training services for those of our children and young people for
whom journey to and from school or college is either impossible or is very
challenging as a result of a child’s special educational needs. Often a child with
SEND is being educated at some distance from their home. The service provides
for children and young people with a very wide variety of needs, including but not
limited to those confined to wheelchair use or where their needs mean that
independent travel without specific training or support can be challenging. Our
families rely on our transport service to ensure that their children are able to access
education reliably and as effectively as possible. The service is imperative to
ensuring attendance at school is consistent, reducing stress in our families and
ensuring that there is equality of access and opportunity for all.

14.We require a service that is robust, dependable and secures confidence for every
single one of our families. At the current time the transport delivery isn’t optimal,
due to a number of reasons including the range of good quality providers available
and the application of internal and external processes. The implications of these
services not working most effectively are felt not just for the young person who
misses or is late for education, but for parents and carers whose ability to attend
work may be impacted, and also for any siblings who undoubtedly feels the impact
when the family is under stress.

15.Our children, young people, parents, carers and wider family members, deserve a
service which delivers to the very highest standard and meets the needs of all of
our family without fail. We should always be aiming for this as an absolute
minimum. This report sets out how we intend to secure this.

Overview of Scoping Review Findings and Haringey’s Requirements

16. An external scoping review was undertaken by Edge Public Solutions Ltd during
April and May 2019 of the delivery of SEND transport services in Haringey,
covering transport and travel arrangements for children and young people to
education and adults to day care. The review found opportunities to improve
service, customer focus, resilience and that there is currently a real opportunity to
deliver net savings of at least £600,000 per year.

17.The transport and travel service provide travel arrangements to circa 550 children
and young people to education every day. This is currently carried out through 90
contracted routes with 8 suppliers and requires approximately 80 escorts and 33
travel buddies each day who are employed directly by the Council or through
agency arrangements. A team of four officers currently organise this operation and
the total cost of providing this service was £4.8million in 2018/19.

18.The review made some key headline observations, most importantly, that
expectations from parents, carers and schools is high and that they want the
service they receive to be improved. In meetings with Headteachers and parents
there was strong feedback suggesting poor communication, poor responsiveness
and lack of proper consultation on changes, other than big events, by Haringey’s
Transport team. Despite smaller ‘transport clinics’ being initiated, these were not
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considered to have effected any significant changes or improvements and the
range of offers to our families remained the same. Similar issues to those outlined
above were raised through the Fairness Commission during its recent consultation
between November 2018 to March 2019.

19.In addition to the above, there also appeared to be a lack of understanding across
parents of the Council’s obligations and policy in respect of the transport service
and the statutory role it performs. For example:

e The policy needs to clarify use of personal budgets for travel.
e The policy needs to set clear expectation in regard to the allocation of
‘travel escorts’.

20.The report also contained several recommendations as summarised below:

20.1.

20.2.

20.3.

20.4.

20.5.

Reporting and performance data are not clearly produced, and this means we
have missed opportunities to analyse and improve service delivery. For
example, the database and systems available could be utilised much better to
provide indication of where we can streamline service, consolidate routes and
generally provide a much more joined up service that meets our families’ needs
while at the same time allows us to provide a more ‘efficient’ service in all
aspects. Governance of transport could be significantly improved, and, with this
improvement, we can more easily hold the service to account for performance
and the value achieved, which is currently not transparent.

There are some exemplar practices in tactical routing (including group pick up
and multiple school drop off arrangements) but there is little evidence of a
periodic strategic overhaul of our routes. Consequently, over years, routes have
evolved to be less than effective. Furthermore, there is no software applied to
this process which has been proven elsewhere to add real value and provide our
customers with real time information on their transport such as any delays.

The supply market is not mature, engaged and competitive. Only 8 suppliers are
currently used, and yet there are 52 suppliers listed on our framework within 3
miles of Wood Green and 250 within 5 miles. Prices appear to be erratically
calculated across suppliers, and on average we believe that prices are around
£1 per mile more than they are in Camden, and 200% more than the standard
tariff that would be charged if a Hackney Carriage was used. Given the Council
procures at least 250,000 miles per year as part of its SEND transport delivery,
securing better value from the private hire supply would provide a significant
opportunity to release savings of around £0.25m (based on prices being reduced
by a £1 a mile to a level charged for in Camden).

The total number of escorts that the Local Authority currently employs (circa 70)
appears high against indicators from other London authorities.

The average cost per passenger is £6,750 per year which is slightly higher than
other London authority comparators, but it is significantly higher than expected

given that Haringey has been exceptionally good at combining passengers into
group transport on larger vehicles rather than single person journeys.
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The travel policy is clear but there is challenge from families and professionals
on the application of the policy both within the council and from wider
professionals. The process for determining travel eligibility and then determining
the best form of travel for individuals requires review so that consistent decisions
can be made, and that families and professionals are clear on travel and
transport eligibility. Previous reviews have recommended that families apply
online however this process has proven difficult and cumbersome to implement
and as a result there have been delays in planning routes and feeding back to
families. Families are keen for a review of the processes including application
and the way that routes are planned.

There are some exemplar practices and progress in the use of buddies who help
children build up their confidence in travelling and focus on independence (as
appropriate). There are likely to be significant opportunities to extend this further,
with 45% of all passengers currently receiving travel while being under statutory
distance requirements. i.e. there are many opportunities to consider alternative
travel arrangements other than daily transport via bus or cab.

Finally, the review finds that while the transport team are passionate about
providing a good and robust service, it needs additional capacity and very
specialist support to drive forward service improvements effectively and
strategically. This includes having the resources to be able to focus on customer
communications or make the changes to benefit our families from the
opportunities highlighted in this review.

21.The review proposed several headline initiatives to improve services for children,
young people, and families and to make the service more efficient. These include:

21.1.

21.2.

21.3.

21.4.

21.5.

Overhauling the routing of all journeys holistically across the service in a way
that best considers the needs of passengers and the most effective resources
available, including the commissioning and implementation of a routing software
package;

using strategic sourcing methodologies to develop the provision and improve the
competition and value achieved from private hire providers at procurement and
throughout the life of the contract;

Improving the overall performance of the Transport team and how it operates
alongside wider SEND teams and other teams involved, including the
performance of contacted suppliers;

Introducing a widespread cultural change and management of the expectations
of parents, schools, transport users and internal services such as SEND, so that
Haringey’s offer moves to the provision of ‘travel support’ in the most cost
effective way and in a manner that further supports the already good work to
make independence of passengers a key focus, and this supported by changes
to policy; and

In the context of changing expectation and drive to independence, carry out a re-
evaluation of all passengers to ascertain their travel eligibility and bespoke
requirements.
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Sustainability, Service Resilience, Team Upskilling and Development

All initiatives and performance improvements must be delivered in a sustainable
way. The travel team must be structured and developed with adequate capacity,
and capability to support this effort must be identified and secured. This
capacity, knowledge and expertise to lead and support this two/three-year
programme is not currently available in the Council.

The review highlighted several important observations in respect of the Travel
team’s current capacity and their need for support to improve service delivery.

The current team structure/resources are insufficient to operate and effectively
drive forward the necessary service transformation. The Travel Team presently
comprises of:

e Manager (4 days per week)
e Escort coordinator

e Assistant Escort coordinator
e Escort charge-hand

e Buddy co-ordinator (agency)

The structure of the team does not clearly identify accountabilities for key tasks
or allow for the deputising of the Team manager when required. This lack of
accountability and flexibility in the team needs to be addressed if the service is to
deliver to a high standard and support the wider aims of the SEND service.

21.10. Feedback from Service Users indicates that significant improvements could be

made to how the Team consults and communicates with families and how it
resolves issues that arise in a timely fashion.

21.11. The team’s visibility of performance measures and accountability for value

being achieved are not evident. Some key tasks are not being completed, for
example contractor audits.

21.12. The capacity of the team with the right skill level to lead changes and innovative

new ways of operating is lacking.

21.13. Therefore, not only will it be necessary for a transformation partner to effectively

deliver savings, but it will also be necessary to develop and redefine the team so
that the structure, capacity and skills are able to improve service levels and
ensure improvement becomes an intrinsic part of the service.
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Appendix C EQUALITY IMPACT ASSESSMENT

The Equality Act 2010 places a ‘General Duty’ on all public bodies to have ‘due
regard’ to the need to:
- Eliminating discrimination, harassment and victimisation and any other conduct
prohibited under the Act;
- Advancing equality of opportunity between those with a ‘relevant protected
characteristic’ and those without one;
- Fostering good relations between those with a ‘relevant protected characteristic’
and those without one.

In addition, the Council complies with the Marriage (same sex couples) Act 2013.

Stage 1 — Screening

Please complete the equalities screening form. If screening identifies that your
proposal is likely to impact on protect characteristics, please proceed to stage 2 and
complete a full Equality Impact Assessment (EqlA).

Stage 2 — Full Equality Impact Assessment

An EqlA provides evidence for meeting the Council’s commitment to equality and the
responsibilities under the Public Sector Equality Duty.

When an EqlA has been undertaken, it should be submitted as an
attachment/appendix to the final decision-making report. This is so the decision
maker (e.g. Cabinet, Committee, senior leader) can use the EqlA to help inform
their final decision. The EqlIA once submitted will become a public document,
published alongside the minutes and record of the decision.

Please read the Council’'s Equality Impact Assessment Guidance before beginning the
EqlA process.

1. Responsibility for the Equality Impact Assessment

Name of proposal Transport Review

Service area Special Educational Needs and Disabilities
Officer completing assessment Vikki Monk-Meyer

Equalities/ HR Advisor Hugh Smith

Cabinet meeting date (if applicable) 8™ October 2019

Director/Assistant Director Eveleen Riordan

2. Summary of the proposal
Please outline in no more than 3 paragraphs

e The proposal which is being assessed
e The key stakeholders who may be affected by the policy or proposal
e The decision-making route being taken
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The council wishes to commission an external provider to review all aspects of the
travel and transport service provided to children and adults with special educational
needs and disabilities. The external review will cover:
e how decisions are made about whether and how to provide transport services
to children and adults,
e the application and review process,
e how the routes are planned and delivered for children and adults,
e the staffing requirements of the service and range of commissioned vehicle
providers,
e improvement of the services’ external communications with schools and
families.
The ultimate aim is to ensure the service is as cost effective as possible, whilst also
supporting local resident’s needs.

The majority of children and adults who use services provided by the travel and
transport service are those attending special schools both in and out of the borough,
although some adults with complex needs also travel to day centres and respite and
also use the services. Key stakeholders are therefore;

« Those who have a special educational need and/or disability (SEND) and require
travel assistance to access school or other educational services

« Users of adult social care that require supported transport to access care settings

« Parents of those children and young people with SEND or carers of those eligible
for adult social care

« Residential homes/supported living

The service provides supported travel arrangements for over 500 children and young
people needing assistance to travel to their educational establishment. The Council
also currently provides supported travel to around 150 adults who need assistance in
travelling to adult care services.

Supported travel arrangements can include (i) Haringey’s in-house transport service,
(i) commissioned transport services from external providers, (iii) provision of an
escort, and (iv) support with travel arrangements on public transport. The service’s
delivery of travel training and buddying will be maximised to promote young people’s
independence where possible.

The Council has a statutory requirement to have a Sustainable Modes of Travel
Strategy and a Transport Policy Statement in place.

Nationally safe and efficient school transport and travel is a primary need for families
of children with SEND. Locally we offer transport for children in line with our travel
policy which includes the aspirations to promote independence as far as possible,
whist ensuring children can attend to school in a timely way. The transport service has
worked hard to implement new initiatives to support these aspirations, including travel
buddies and independent travel training. As with many boroughs, the transport service
is high cost for the number of children being transported. Currently 525 children and
young people receive the service. The demand on the service are increasing in line
with our new statutory duties to transport young people if they remain in education,
which means a new cohort are being transported who are between the ages of 19 and
25 years. The combination of the above has placed additional strain on the current
service provision and budget, resulting in both an overspend and also increased
parental dissatisfaction.
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In order to decide on whether an external provider needs to carry out this review, the
service has spoken to local special schools and families about their views of the
service and what they would like to see improved. The service has concluded that
there is not the local capacity to thoroughly review all the above aspects of the service,
and therefore an external provider is needed. There has therefore been a tender
process with a range of transport specialists applying for the role of external reviewer.
As a result of that tender process a successful candidate has been identified and we
wish to award this company the contract.

3. What data will you use to inform your assessment of the impact of the
proposal on protected groups of service users and/or staff?

Identify the main sources of evidence, both quantitative and qualitative, that supports
your analysis. Please include any gaps and how you will address these

This could include, for example, data on the Council’s workforce, equalities profile of
service users, recent surveys, research, results of relevant consultations, Haringey
Borough Profile, Haringey Joint Strategic Needs Assessment and any other sources of
relevant information, local, regional or national. For restructures, please complete the
restructure EqglA which is available on the HR pages.

Protected group Service users Staff
Sex SEND Service Data
Gender Reassignment SEND Service Data
Age SEND Service Data
Disability SEND Service Data
Race & Ethnicity SEND Service Data
Sexual Orientation ONS
Religion or Belief (or No Belief) | Census 2011
Pregnancy & Maternity ONS
Marriage and Civil Partnership | Not applicable

Outline the key findings of your data analysis. Which groups are
disproportionately affected by the proposal? How does this compare with the
impact on wider service users and/or the borough’s demographic profile? Have
any inequalities been identified?

Explain how you will overcome this within the proposal.

Further information on how to do data analysis can be found in the guidance.

There are only a small number of staff in the transport team, so to analyse their
specific characteristic risks them being identified and risks revealing personal
information. An EQIA has therefore not been carried out on the staff group. The
Council and the appointed contractor will take appropriate measures to ensure that no
member of staff experiences discrimination, harassment, or victimisation.

The data used to inform the EQIA is the population of children and young people in
Haringey who have an education health and care plan as this is the group of users
most likely to use the service and from the joint strategic needs assessment.

Sex

25% of children and young people who have an education health and care plan are
female and 75% are male, compared to an approximately even split in the wider
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population of children and young people. This indicates that males are
overrepresented among those likely to be affected by the proposal

Gender Reassignment

Fewer than five children and young people who have an education health and care
plan identify with a gender different to the one with which they were assigned at birth.

Age

Age break down of children and young people accessing supported travel:

« 5-9-year olds 19%

« 10- 14-year olds 36%

« 15— 18-year olds 30%

« 19 -25-year olds 15%
This indicates that 85% of those likely to be affected by the decision are children and
15% are adults

Disability

All service users have some form of disability. The proportions of those disabilities
among those using SEND transport is as follows:

« Learning disabilities /Autistic 31%

« Wheelchair user 13%

« Cerebral palsy 7%

« Down Syndrome 4%

« Blind/visually impaired 4%

« Various other disabilities 41%

Race and Ethnicity

39% service users described themselves as white, 33% are black/black Caribbean
and black British 6% Asian and Asian British with the remainder from a range of ethnic
groups or mixed background. Compared to all children and young people in Haringey,
the service user cohort has a smaller proportion of individuals from BAME
communities.

Sexual Orientation

Office for National Statistics data indicates that at a national level young people are
more likely to identify as LGB than the population as a whole. Within the 16 to 24-year-
old category 3.3% identify as LGB, compared to 1.7% of the general population. The
data also indicates that London has a higher proportion of residents identifying as LGB
than the national population.

Religion or Belief

Census 2011 data indicates that 42% of 8-19-year-olds in Haringey are Christian, 23%
are Muslim, 4% are Jewish, 1% are Buddhist, 1% are Hindu, fewer than 1% are Sikh,
and 19% have no religion.

| |
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Pregnancy and Maternity

The conception rate among SEND transport service users is not recorded. ONS data
on under 18 conception rates in the year to September show an under-18 conception
rate in Haringey 2016 of 20.3 per 1000 compared to the rate for London (17.9 per
1000) and for England and Wales (19.3 per 1000).

Marriage and Civil Partnership

The marital status of service users is not recorded. The proposal will not result in any
differential impact on those in marriages as opposed to those in civil partnerships.

4. a) How will consultation and/or engagement inform your assessment of the
impact of the proposal on protected groups of residents, service users and/or
staff?

Please outline which groups you may target and how you will have targeted them

Further information on consultation is contained within accompanying EqIA guidance
Parents of children with disabilities have fed back current concerns about the transport

service in terms of planning of routes, types of transport provided and communications
from the service. This has come from feedback from events such as the Fairness
Commission and also the SEND services public events such as the ‘Local Offer’
events. Feedback from the Local Offer event is published on the local offer website on:
https://www.haringey.gov.uk/children-and-families/local-offer/about-local-offer/send-

local-offer-review-and-action-plan

This outlines areas that parents and families would like to see change.

The external provider has assured the council in the application and through
communication with schools that they will work with local parent groups, SEND
service, individuals and settings such as schools to co-produce proposed changes.
|The provider has a track record of engagement with settings and family groups and
would be able to use the SEND service’s current established communications as well
as proposing a specific working party around progression of the transport changes.

The findings from the transport scoping indicated that key areas to address would be:

Communication and engagement

Application of policy

Expansion of range of transport providers

Cost comparison of costs per mile and deployment of resources such as
escorts

¢ Planning of routes and size of vehicle

Maximisation of the independent travel training and buddying schemes
4. b) Outline the key findings of your consultation / engagement activities once
completed, particularly in terms of how this relates to groups that share the
protected characteristics

Explain how will the consultation’s findings will shape and inform your proposal and
the decision-making process, and any modifications made?
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We know that the families want the transport application process to be easier and want
the online application changed, they want better understanding of the way that
transport routes are planned and have nearer pick up points and smaller vehicles if
possible. Parents want to be assured that the staff are well trained and that the
vehicles and drivers are of good quality. Parents and families are positive about the
independent travel training and transport buddy approaches and want this preserved.
The provider has experience in all these areas and has a proven track record in
developing services in a way that meets both the children and families’ needs and
stays within budget.

5. What is the likely impact of the proposal on groups of service users and/or
staff that share the protected characteristics?

Please explain the likely differential impact on each of the 9 equality strands, whether

positive or negative. Where it is anticipated there will be no impact from the proposal,
please outline the evidence that supports this conclusion.

Further information on assessing impact on different groups is contained within
accompanying EqlA guidance

1. Sex (Please outline a summary of the impact the proposal will have on this
protected characteristic and cross the box below on your assessment of the overall
impact of this proposal on this protected characteristic)

Positive Negative Neutral | x Unknown
impact Impact

Services are not planned based on an individual’s sex. The Transport Service Review
is deemed to have no impact on residents of different sexes as the policy is based on
needs and applies equally irrespective of sex. There is no indication that residents of
different sexes are treated differently under the terms of this policy or are
disadvantaged compared to other groups by this policy, although we will continue to
keep this under review. While it is notable that the majority of those likely to be
affected by any service changes are males, and males therefore constitute the
majority of those benefiting from improvements, females will not be disadvantaged in
any way.

2. Gender reassignment (Please outline a summary of the impact the proposal will
have on this protected characteristic and cross the box below on your assessment of
the overall impact of this proposal on this protected characteristic)

We do not think there will be specific impacts for this protected group, but we will
ensure that this group are not be subjected to discrimination, harassment and
victimisation due to their protected characteristic. Services are not delivered differently
according to a person’s identified gender

Positive Negative Neutral | x Unknown
impact Impact

3. Age (Please outline a summary of the impact the proposal will have on this
protected characteristic and cross the box below on your assessment of the overall
impact of this proposal on this protected characteristic)
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Positive | x Negative Neutral Unknown
impact Impact

The Travel Policy and Transport Service applies differently to children and young
people who are in education from adults aged 18 or above eligible for Adult Social
Care. This is because of the statutory duty on the Council to ensure that all children
and young people can access education locally, and to ensure that complex
disabilities or other factors do not present a barrier to this. For adults, the Council’s
Travel Policy is there to assist those adults who cannot independently travel to adult
care services.

The majority of people affected will be children and young people where we anticipate
that the impact will be a positive one in terms of journey times and ease of access to
transport. If possible, young people who are over the age of 11 years will be offered
the opportunity for independent travel training or travel buddying, thus increasing their
ability to access leisure and hobbies and work opportunities independently in later life.
This will be assessed and planned based on an individual’s ability, routes to school
and preferences.

4. Disability (Please outline a summary of the impact the proposal will have on this
protected characteristic and cross the box below on your assessment of the overall
impact of this proposal on this protected characteristic)

Positive | x Negative Neutral Unknown
impact Impact

The proposal will ensure that children with SEND who use the transport service are
able to have a positive experience to get to school and are able to have their skills
developed to maximise their independent travel training abilities. The Transport
Service Review is deemed to have a positive impact upon residents with disabilities as
it ensures that they will be able to access schools/services which meet their needs
and are not discriminated against by being unable to access them due to not being
able to get there.

5. Race and ethnicity (Please outline a summary of the impact the proposal will have
on this protected characteristic and cross the box below on your assessment of the
overall impact of this proposal on this protected characteristic)

Positive Negative Neutral | x Unknown
impact Impact

Services are not planned based on a child’s race or ethnicity. The Transport Service
Review is deemed to have no impact on residents of different races and ethnicity as
the policy is based on needs and applies equally irrespective of ethnicity. There is no
indication that residents of different races and ethnicity are treated differently under the
terms of this policy or are disadvantaged compared to other groups by this policy,
although we will continue to keep this under review and address any inequalities in a
timely and proportionate way.

6. Sexual orientation (Please outline a summary of the impact the proposal will have
on this protected characteristic and cross the box below on your assessment of the

| |
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overall impact of this proposal on this protected characteristic)

Services are not planned based on a person’s sexual orientation. The Transport
Service Review is deemed to have no impact on residents of different sexual
orientations as the policy is based on needs and applies equally irrespective of sexual
orientation. There is no indication that residents of different sexual orientation are
treated differently under the terms of this policy or are disadvantaged compared to
other groups by this policy, although we will continue to keep this under review.

Positive Negative Neutral | x Unknown
impact Impact

7. Religion or belief (or no belief) (Please outline a summary of the impact the
proposal will have on this protected characteristic and cross the box below on your
assessment of the overall impact of this proposal on this protected characteristic)

Services are not planned based on a person'’s religion or belief. The Transport Service
Review takes into consideration children, young people and parent’s choice to apply
for admission to a particular faith school, even if this is not the closest school to them
by travel distance. This will ensure that those children and young people who want to
attend a faith school because of their religion/beliefs are not indirectly prevented from
doing so because of proximity restrictions on travel support and therefore this is a
positive impact of the transport offer.

Positive Negative Neutral | x Unknown
impact Impact

8. Pregnancy and maternity (Please outline a summary of the impact the proposal
will have on this protected characteristic and cross the box below on your assessment
of the overall impact of this proposal on this protected characteristic)

The Transport Service Review is deemed to have no impact on residents who are
pregnant or who have children under the age of one, as the policy is based on needs
and applies equally irrespective of pregnancy/maternity. There is no indication that
residents who are pregnant are treated differently under the terms of this policy or are
disadvantaged compared to other groups by this policy, although we will continue to
keep this under review.

Positive Negative Neutral | x Unknown
impact Impact

9. Marriage and Civil Partnership (Consideration is only needed to ensure there is
no discrimination between people in a marriage and people in a civil partnership)

Positive Negative Neutral | x Unknown
impact Impact

The Transport Service Review is deemed to have no impact on residents who are
married or in civil partnerships, as the policy is based on needs and applies equally
irrespective of marital status. There is no indication that residents who are married or
in civil partnerships are treated differently under the terms of this policy or are
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disadvantaged compared to other groups by this policy, although we will continue to
keep this under review.

10. Groups that cross two or more equality strands e.g. young black women

To the extent that these groups are represented in the service user cohort, the
proposal will have an impact on:
e Children and young people with SEND
e Girls and young women with SEND
e BAME young people with SEND
e LGBT+ young people with SEND
Children and young people with SEND from minority faith communities
Outline the overall impact of the policy for the Public Sector Equality Duty:
e Could the proposal result in any direct/indirect discrimination for any
group that shares the relevant protected characteristics?
Will the proposal help to advance equality of opportunity between groups
who share a relevant protected characteristic and those who do not?
This includes:
a) Remove or minimise disadvantage suffered by persons protected
under the Equality Act
b) Take steps to meet the needs of persons protected under the
Equality Act that are different from the needs of other groups
c) Encourage persons protected under the Equality Act to participate
in public life or in any other activity in which participation by such
persons is disproportionately low
e Will the proposal help to foster good relations between groups who share
a relevant protected characteristic and those who do not?
The service review will not result in any direct or indirect discrimination to any of the
protected groups.

In particular, the review will help to advance equality of opportunity between those with
disabilities and those without by continuing to ensure that those with disabilities are
able to access schools that are not local to them, that they would otherwise be unable
to access without travel assistance.

6. a) What changes if any do you plan to make to your proposal as a result of the
Equality Impact Assessment?

Further information on responding to identified impacts is contained within
accompanying EqlA guidance

Outcome Y/N
No major change to the proposal: the EglA demonstrates the proposal is | Y
robust and there is no potential for discrimination or adverse impact. All
opportunities to promote equality have been taken. If you have found any
inequalities or negative impacts that you are unable to mitigate, please
provide a compelling reason below why you are unable to mitigate them.
Adjust the proposal: the EgIA identifies potential problems or missed N
opportunities. Adjust the proposal to remove barriers or better promote
equality. Clearly set out below the key adjustments you plan to make to the
policy. If there are any adverse impacts you cannot mitigate, please provide
a compelling reason below
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Stop and remove the proposal: the proposal shows actual or potential
avoidable adverse impacts on different protected characteristics. The
decision maker must not make this decision.

6 b) Summarise the specific actions you plan to take to remove or mitigate any

actual or potential negative impact and to further the aims of the Equality Duty
Impact and which Action Lead officer Timescale
relevant protected
characteristics are
impacted?

N/A

Please outline any areas you have identified where negative impacts will happen
as aresult of the proposal, but it is not possible to mitigate them. Please provide
a complete and honest justification on why it is not possible to mitigate them.

6 c) Summarise the measures you intend to put in place to monitor the

equalities impact of the proposal as it is implemented:
There will be a steering group chaired by the Assistant Director for Schools and

Learning and comprising the councils, parents and partner organisations who will be
responsible for monitoring the implementation and outcomes of the review and any
subsequent changes to the transport service. Outcomes for protected groups will be
monitored within this activity and any identified inequity will be rectified

7. Authorisation
EqlA approved by Eveleen Riordan Date
(Assistant Director/ Director) | oo,

8. Publication

Please ensure the completed EqlA is published in accordance with the Council’s
policy.

Please contact the Policy & Strategy Team for any feedback on the EqIA process.
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Cabinet Minutes 12th November 2019 — Item 11: Award of Contract for the
provision of SEND Transport Transformation Consultancy Services.

The Cabinet Member for Children and Families introduced the report which set out a
proactive and positive plan to improve the SEND transport service. There had been
a review of the service, partly initiated by the scrutiny review by the Children and
Young People’s scrutiny Panel on SEND over a year ago where parents highlighted
the problems faced in transport services. In responding to this, the service undertook
this invest to save project forward to find solutions for this much depended upon
service.

The Cabinet Member outlined that with the service currently costing approximately
£4.8m per annum, this was a vital service for families with children who have a range
of special educational needs and disabilities. It is essential that this vital operational
service was efficient, effective, and able to adapt and to accommodate a variety of
individual needs. It was noted that this was an in-house service where the
management and administration of SEND transport is run directly by the local
authority. In addition, the escorts and travel buddies, some 110 staff , were all
directly employed by the Council. The transport vehicles were currently provided by
a range of contractors.

The proposed transformation had two phases. The first phase is to award a contract
for an external transformation business partner who has extensive experience
working with other authorities, to improve their SEND transport arrangements. This
first phase will have a specific requirement for a team who will work alongside the
Council’s in-house officers to implement much needed changes.

This work would involve detailed review of how the service is organised and
administered to ensure the Council’s in-house service meets needs of children and
families, and is cost-effective. Once complete, the second phase will be to review the
current arrangements for provision of vehicles with a view to insourcing.

This external review would involve parents and carers alongside officers. This was
central to delivering the cultural change within the team in relation to service
planning and delivery for the longer-term development and sustainability of this
essential in- house service.

Payment of this contract was contingent on the savings being made.

In response to questions from ClIr Tucker and ClIr Ibrahim the following information
was noted:

The Cabinet Member outlined that many authorities had problems with SEND
transport, including Enfield, Camden and Hillingdon. It was noted that Enfield
had worked with this particular organisation and saved £7m. The Cabinet
Member had spoken with Hillingdon Council who had commented positively
on this initiative and improvement to the contract. Noted that this service area
was one of the most technically difficult areas of the Council which required
an overhaul. The Children’s Services had completed its research on this
matter.

It was clarified that the drivers were not employed by the Council. This was
the result of a historical decision when the Council had previously outsourced
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all their vehicle drivers. To insource these drivers would require an additional
process which was not feasible at this stage.

It was underlined that this was not an outsourcing decision and the services of
an external transformation expert were being commissioned to provide
specialist support for transforming this service. There was a need to enlist
experience of robust delivery of this particular service. The expert team would
be working alongside existing officers and would not be taking over the team.
This was a particular area of the Council which required transformation
activity urgently.

The contractor would be held to the agreed contract and savings.

Further to considering exempt information at item 29,
RESOLVED

1.

4.

To approve the award of a contract for the provision of SEND Transport
Transformation Consultancy Services to the successful tenderer in
accordance with the Council’s Contract Standing Order (CSO) 9.07.1(d), for a
period of two (2) years commencing end of October 2019 and at a total value
of up to £600,000 over the 2 years period, with a further gainshare reward
dependent upon demonstrable value of savings delivered in excess of
£635,000 per annum,;

That the date of commencement of the contract will follow immediately after
five working days of the publication of the Cabinet decision to approve, plus a
further ten working days standstill period as per public procurement contract
regulations; and

That exploration of a further phase (phase 2) of transformation to insource
vehicles and drivers is considered once the transformation of the SEND
transport service and the associated savings is secured.

To note that details of the successful tenderer is outlined in Part B (exempt
information) of the report.

Reasons for decision

A scoping review of SEND Transport provision was undertaken during April and May
2019 that reported opportunities to improve service, customer focus and confidence,
resilience and provide a real and evidenced opportunity to deliver net savings of at
least £600,000 per year. The review also found that:

Expectations from parents and schools are (rightly) high and that they wish for their
services to be improved if they are to meet need.

In meetings with Head teachers and parents there was strong feedback that
suggested poor communication, poor responsiveness and lack of proper consultation
on changes, other than big events, by Haringey’s Transport team.

An apparent lack of understanding across parents of the Council’s obligations and
policy in respect of transport.

Having considered the findings of the Scoping Review Report, in specific regard to
the potential to improve services for families and to achieve significant sustainable
savings, it was agreed to proceed with an Invitation to Tender exercise to identify a
suitable external transformation partner.
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This decision was reached after due consideration was given to the option of an in-
house delivery model, where it was agreed that:

A lack of SEND transport transformation/change management experience
would impact adversely on the delivery of service improvements;

the necessary step change in cultural and operating practice would not be
realised,;

savings would only partially be realised;

the inability to flex the necessary additional SEND transport related
experience during expected ‘resource-heavy’ periods would impact delivery
and incur additional staffing costs; and that

an external SEND Transport transformation partner would strengthen the
service offer to families and the in-house team.

In deciding to seek an experienced external transformation partner, and with due
regard to feedback received from the Overview & Scrutiny Committee in July 2019
who requested that ‘the voice of users should be at the heart of that service and that
it should be co-designed, where possible’, it was further agreed that:

The approach to change must consider and engage appropriately and
robustly with both parents and schools and, where possible, with our children
and young people;

the Assistant Director for Schools and Learning will ensure that during the
early stages of the partnership with the transformation partner, parents,
children and schools will be involved during the transformation process;

the changes must be sustainable, and robust demand management and
innovative travel solutions be established to best deal with new and any
increasing demand or need for travel;

to reduce the financial risk and to achieve best value for money for the
Council and our residents, the preferred bidder must provide a guarantee of
cost savings by being prepared to place contract fees at risk for non or partial
delivery; and that;

a monthly steering board made up of officers, parents and Members as
appropriate, will review progress and provide assurance of ‘signed off’ savings
against target. Savings will be signed off by the Council’s financial team every
month.

As well as the financial savings, this programme will be tasked to deliver a critical
new and high performing travel operation for Haringey which is fit for purpose to
meet current and future demand. The service will fit with a wider SEND strategy to
improve services and make best use of resources.

In undertaking the restricted tender exercise to identify a suitably experienced
external transformation partner to support the change process, prospective bidders
needed to demonstrate:

Evidence of very specific operational knowledge and transformation
experience of SEND transport services; and

guarantee of projected savings that are sustainable, by putting their
consultancy fees at risk.
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Subsequent to the tendering exercise, a bid has been received from a prospective
supplier that promises a sustainable £635,000 per annum saving against a baseline
2018/19 expenditure of approximately £4,800,000 and that is guaranteed against
provider delivery costs. This work would transform how the service is delivered and
embed strong management and delivery.

The contract value is up to £600,000, subject to the full delivery of agreed savings
(as set out in paragraph 8.1 below), with a further gainshare reward dependent upon
value of savings delivered in excess of £635,000 per annum.

The contract value is £180,000 below the budget envelope approved by Cabinet in
July 2019 of £780,000, representing a 23% saving on the budget envelope.

Outcome of Tender Process

In order to ensure compliance with EU procurement legislation and to ensure value
for money, a mini-competition exercise in accordance with CSO 7.01(b) was
conducted. The tender was conducted via the Crown Commercial Services (CCS)
Management Consultancy Framework 2, lot 1, which contained 275 suppliers. A
shortlisting exercise was carried out, based on the Council’s minimum requirements
for the service, which narrowed the suppliers down to 57. All 57 suppliers were
contacted with an invitation to submit an Expression of Interest, of which 11 suppliers
expressed interest in bidding for the service. The Competition was in accordance
with the framework conditions, which was based on an evaluation weighting of:

e Price 40%
e Quality 60%

Following the receipt of 11 Expressions of Interest, a single bid was received that
has been independently evaluated by three Council officers in accordance with the
pre-determined evaluation criteria and subsequently moderated with procurement
colleagues. The bid passed the minimum requirements and scored a total of 45%
from the available 60% for quality.

Assessment of bidder response to the Service Specification

A low number of bids was expected because SEND Transport is a highly specialised
service and a prerequisite for any bid to be considered was that the supplier would
be able to demonstrate a deep and clear understanding of the service, the depth of
the transformation needed and be able to show a proven track record in having
delivered the transformation, including stipulated savings, in other local authorities.
The examples of this to support the supplier we are recommended as part of this
report can be found at Part B of this report.

Alternative options considered

Appendix A details options that were appraised by the Children’s Services
Directorate, together with the respective advantages and disadvantages of each
option.

The recommendation arising from the option appraisal is to:

e Procure a specialist external transformation partner through a competitive
restricted tender to support the change process, with:

e sustainable savings guaranteed against consultancy charges; and
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e a gainshare agreement regarding additional sustainable savings that may be
realised above contractual agreement.

Once transformation is underway and improvements begin to be secured and
embedded, officers will begin a ‘Phase 2’ of the process which will give full
consideration as to if and how vehicles might be procured and drivers employed by
the Local Authority to further support the transformation process.
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‘CALL IN’ OF DECISIONS OF THE CABINET

This form is to be used for the ‘calling in’ of decisions of the above bodies, in
accordance with the procedure set out in Part 4 Section H.2 of the

Constitution.
| TITLE OF MEETING | Cabinet
| DATE OF MEETING | 12/11/2019

MINUTE No. AND TITLE OF ITEM 75. SEND TRANSPORT INVEST TO

SAVE BUSINESS CASE

1. Reason for Call-In/ls it claimed to be outside the policy or budget
framework?

It is not claimed that the decision is outside the policy or budget framework.

The decision externalises a change design and management function of the

Council, in the SEND Transport service, to a private company. The company
promises to achieve large savings in the cost of the SEND Transport service
(while improving quality), out of which a minimum of £600,000 will be paid to
the company itself.

The following are not made clear in the report:-

How it will be ensured that the changes pushed through by this
company are purely genuine efficiency savings and not cuts to the level
or extent of services delivered, reductions in the numbers of children
receiving a service, or adverse changes to the working patterns,
staffing levels, conditions or workload of staff.

Whether the company will have an operational / management role or
merely an advisory role during their 2 year contract period.

What would be the financial consequences should the Council reject all
or part of the changes proposed by the company.

What would be the financial consequences should the Council decide
to terminate its contract with the company earlier than stipulated.

We are concerned that this decision:

Represents a large transfer (£600,000+) of resources from the pubilic to
the private sector;

May lead to changes which are not in accordance with our values;

May not represent value for money compared with potential alternative
ways forward;

May lead to reputational damage to the Council and its present
leadership, which will be blamed for any adverse effects of changes
resulting from the involvement of this company.
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2. Variation of Action Proposed

The decision to award this contract be rescinded. Instead, in house work to be
undertaken, supported if an external resource is required by a non profit
making and pro-public sector organisation such as APSE of which this council
is a member, and in consultation with the trade unions and service users, to
identify and progress genuine efficiency savings and service improvements.
This to include consideration of bringing the supply of drivers and vehicles in
house.
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Signed:

Countersigned:
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Date Submitted:

Date Received :
(to be completed by the Democratic Services Manager)

Notes:

1. Please send this form to:
Ayshe Simsek(on behalf of the Proper Officer)
Acting Democratic Services and Scrutiny Manager
5th Floor
River Park House
225 High Road, Wood Green, London N22 8HQ
Tel: 8489 2920
Fax: 020 8881 5218

This form must be received by the Acting Democratic Services and
Scrutiny Manager by 10.00 a.m. on the fifth working day following
publication of the minutes.

2. The proper officer will forward all timely and proper call-in requests to the
Chair of the Overview and Scrutiny Committee and notify the decision
taker and the relevant Director.

3. A decision will be implemented after the expiry of ten working days
following the Chair of Overview and Scrutiny Committee's receipt of a call-
in request, unless a meeting of the Overview and Scrutiny Committee
takes place during the 10 day period.

4. If a call-in request claims that a decision is contrary to the policy or budget
framework, the Proper Officer will forward the call-in requests to the
Monitoring Officer and /or Chief Financial Officer for a report to be
prepared for the Overview and Scrutiny Committee advising whether the
decision does fall outside the policy or budget framework.
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Special Overview and Scrutiny Committee, 3" December 2019

Call-In of a Decision taken by the Cabinet on 12™ November 2019
to approve the award of a contract for the provision of SEND
Transport Transformation Consultancy Services to the successful
tenderer in accordance with the Council’s Contract Standing
Order (CSO) 9.07.1(d), for a period of two (2) years commencing
end of October 2019 and at a total value of up to £600,000 over
the 2 years period, with a further gainshare reward dependent
upon demonstrable value of savings delivered in excess of
£635,000 per annum

Ann Graham, Director of Children’s Services
Peter Featherstone, Programme Director, Children’s Services

All

Non-Key Decision: Key Decision

1. Describe the issue under consideration

1.1 On 12" November 2019, the Council Cabinet resolved:

To approve the award of a contract for the provision of SEND
Transport Transformation Consultancy Services to the successful
tenderer in accordance with the Council’s Contract Standing
Order (CSO) 9.07.1(d), for a period of two (2) years commencing
end of October 2019 and at a total value of up to £600,000 over
the 2 years period, with a further gainshare reward dependent
upon demonstrable value of savings delivered in excess of
£635,000 per annum;

That the date of commencement of the contract will follow
immediately after five working days of the publication of the
Cabinet decision to approve, plus a further ten working days
standstill period as per public procurement contract regulations;
and

That exploration of a further phase (phase 2) of transformation to
insource vehicles and drivers is considered once the
transformation of the SEND transport service and the associated
savings is secured.

1.2  Following a Call-In of that decision made in accordance with Council
procedures, this report provides further information to support the
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Overview and Scrutiny Committee’s (OSC) consideration of the issues
raised in the Call-In.

2. Cabinet Member Introduction

2.1 My introduction to the original report considered by Cabinet on 12™
November 2019 sets out the case as | see it for that decision. This report
deals with the specific points raised in the Call-In, and I now simply and
clearly confirm my view that nothing raised in the Call-In or set out in this
report changes my view that the decision taken on 12" November 2019
was the right one.

3. Recommendation

3.1 It is recommended that the Committee takes into account the information
in this report when considering its decision on this matter.

4. Reasons for decision
N/A

5. Alternative options considered
N/A

6. The Decision and the Call-In

6.1  On 12" November 2019, Cabinet approved the recommendations set out
in a report entitled ‘SEND Transport Invest to Save Business Case’. The
decision and the report are available on the Council’'s website, at the link
given in section 11 below.

6.2  Following the issuing of the draft minutes for the Cabinet meeting, a Call-
In of that decision was received and validated, in line with agreed
Council procedures. Accordingly, the matter is now to be considered by
the Overview and Scrutiny Committee. Section 7 of this report describes
and responds to each of the reasons given for the Call-In.

| |
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7. Call-In from Councillor Noah Tucker

How will it be ensured that the changes pushed through by this company
are purely genuine efficiency savings and not cuts to the level or extent of
services delivered, or reductions in the number of children receiving a
service?

7.1 The changes that the transformation partner would be commissioned to
deliver will support both an improved service to children, young people,
and families, and also genuine efficiency savings. These changes will not
cut the level or extent of the services currently being delivered, nor
reduce the number of children receiving a service.

7.2  The background information detailed within Appendix B of the report
presented to Cabinet on 12" November details the scope of the changes
that are required to be delivered by the transformation partner. The areas
of focus for these savings cover:

e Overhauling the routing of all journeys holistically across the
service in a way that best considers the needs of children and
young people and the most effective resources available,
including the commissioning and implementation of a routing
software package;

e using strategic sourcing methodologies to develop the provision
and improve the competition and value achieved from private hire
providers at procurement and throughout the life of the contract;

e improving the overall performance of the Transport team and how
it operates alongside wider SEND teams and other teams
involved, including the performance of contracted suppliers;

e introducing a widespread cultural change and management of the
expectations of parents, carers, schools, transport users and
internal services such as SEND. The aim is that our provision for
travel support meets identified needs. Our intention is that
Haringey’s offer of specialist and / or supported transport is
delivered to meet need, but in a manner that is efficient, cost
effective, and builds on the already significantly good work in this
area. Wherever is appropriate we will make our focus on
passenger independence, and our policy framework will always
reflect national guidance; and

¢ in the context of changing expectation and drive to independence,
carry out a re-evaluation of all passengers to ascertain their travel
eligibility and bespoke requirements.

7.3 The Council has a statutory requirement to have a Sustainable Modes of
Travel Strategy and a Transport Policy Statement in place.

| |
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e Nationally safe and efficient school transport and travel is a
primary need for families of children with SEND. Locally we offer,
and will continue to offer, transport for children in line with our
travel policy which includes the aspirations to promote
independence as far as possible, whilst ensuring children can
attend school in a timely way.

7.4 ltis not proposed that there will be any substantive changes to the
existing SEND Transport policy as a result of any transformation
delivered by the proposed transformation partner. The travel policy is
clear but there is challenge from families and professionals on the
application of the policy both within the Council and from wider
professionals. The process for determining travel eligibility and then
determining the best form of travel for individuals requires review so that
consistent decisions can be made, and that families and professionals
are clear on travel and transport eligibility. Whilst revisions to the policy
will be made in regard to addressing issues regarding clarity, parents,
carers and Members can be assured that the Council will comply with all
statutory requirements. If any changes were to be proposed at any point
in the future, it would be achieved through co-production work,
consultation and with the best needs of our children and young people at
its heart. The areas for improvement that were identified within the
scoping review and which will be considered in consultation with parents
| carers, are detailed below:

e Whilst the policy is robust and set within statutory guidelines, it
was not consistently adhered to and was not widely understood
outside the SEND Transport team.

e The policy is not concise or clear and lacks customer focus.

e The policy does not provide clear accountability for determining
travel eligibility between the SEND Transport team and the wider
SEND service.

e The policy needs to clarify use of personal budgets for travel and
also needs to set clear expectation in regard to the allocation of
‘travel escorts’.

e Families are keen for a review of the processes, including
application and the way that routes are planned, to take place.
This is because many of our families have been negatively
affected by the way that the service is currently delivered.

7.5 In conclusion, the proposal does not mandate cuts to the level or extent
of services delivered, or reductions in the number of children receiving a
service.
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How will it be ensured that there are no adverse changes to the working
patterns, staffing levels, conditions or workload of staff?

7.6

7.7

7.8

7.9

It is not expected that the changes that the transformation partner would
be commissioned to deliver will adversely change the working patterns,
staffing levels, conditions or workload of staff who are Council
employees.

The background information detailed within Appendix B of the report
presented to Cabinet on 12" November details the scope of the changes
that are required to be delivered by the transformation partner. The
scoping review highlighted several important observations in respect of
the Travel team’s current capacity and their need for support to improve
service delivery. It was reported that the current team structure/resources
are insufficient to operate and effectively drive forward the necessary
service transformation, and the structure of the team does not clearly
identify accountabilities for key tasks or allow for the deputising of the
Team manager when required. This lack of accountability and flexibility in
the team needs to be addressed if the service is to deliver to a high
standard and support the wider aims of the SEND service. Furthermore,
the recommendation is that the transformation partner both develops and
redefines the existing team so that the structure, capacity and skills
within that team are able to improve service levels and ensure
improvement becomes an intrinsic and continuing part of the service.

As is normal practice, Children’s Services will consult with the Unions
when developing any recommendation to the Council to increase the
establishment of the SEND Transport team to address this lack of
capacity and to redesign how the service delivers the transport needs.
The consultation will include consideration of the job description, pay
grade, working conditions and working patterns.

Around 110 escorts and travel buddies are directly employed by the
Council to support children and young people to travel to and from school
or college. In this regard, the number of escorts and travel buddies is
determined solely by the total number of children and young people who
have been assessed as requiring that support.

Whether the company will have an operational / management role or
merely advisory role during their 2-year contract period?

7.10

7.11

The transformation partner will be responsible for deploying their own
staffing resource who will be working alongside the existing SEND
Transport team to support the delivery of the recommendations of the
scoping review and who will not have any line management responsibility
over staff during their two-year contract period. The transformation
partner will at all times operate in accordance with the assurance
framework detailed later in this report at 7.23.1.

The overall management of the service will remain as present: Head of
SEND service, overseen by the Assistant Director for Schools and
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Learning. All managerial responsibilities and decision making will fall to
officers (including, for example, HR and performance management
matters) and not to the transformation partner.

What would be the financial consequences should the council reject all or
part of the changes recommended by the company?

7.12 The required changes have essentially been detailed within the scoping
review (Appendix B of the 12™ November 2019 Cabinet report) and were
the basis upon which the Invitation To tender was issued to the
marketplace for competitive bids. Changes recommended by the
transformation partner will be considered and must fall within the terms of
the scoping review and the contract agreement.

7.13 Any additional activity proposed by the transformation partner to that
detailed within the scoping review is, by definition, out of scope.

7.14 If changes that had been identified in the scoping review are not
implemented, then this will have a direct impact on a reduction of savings
to the Council.

7.15 Upon approval to proceed with the appointment of the transformation
partner, a contract will be prepared that will address:

° Governance and decision making;
. financial mechanism; and
° contract exit.

What would be the financial consequences should the council decide to
terminate its contract with the company earlier than stipulated?

7.16 If the Council choses not to award the contract to the recommended
transformation partner and also not to otherwise proceed with the tender,
then there are no financial consequences to the Council.

7.17 However, it should be noted that the Council cannot then go back out into
the marketplace to tender for the same scope of activity. If the Council
were to do so with the same, or largely similar specification, then the
recommended transformation partner could seek compensation in regard
to their costs in submitting the bid, and a sum reflecting the amount by
which the transformation partner would be worse off.

7.18 The contract will be awarded under the CCS framework RM6008 MCF2
Call Off terms and conditions. There are two circumstances whereby the
Council could terminate a contract with a provider earlier than stipulated:

i.  Failure to Perform
In instances such as material default, financial standing as defined
in the terms the onus would be upon the Council to prove that the
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provider has not delivered outcomes in accordance with the
agreed contract. In such instance, the Council would not be liable
for compensation to be paid to the provider and if proven the
Council may be able to recover costs for placing the contract and
expenditure for the alternate arrangement during the period of the
contract.

Termination without cause

In such instance, the Council would be liable to reimburse the
provider for proven losses as a direct result of the termination and
for which the provider cannot seek compensation from other
sources such as insurance. The provider has an obligation to
mitigate its losses due to the termination.

7.19 The Council would have to have some specific justification under a
contract provision to terminate the contract without risk of being in breach
of contract.

If the Council were to terminate the contract or to try to do so
without being able to rely on contractual or otherwise lawful
ground, it could be held liable to compensate the Supplier for the
resulting losses suffered by the Supplier. The amount of the loss
would have to be calculated based on general principles of
contract law, essentially the losses that could reasonably be
expected to flow from the breach of contract.

Exactly what loss would be determined based on the T&Cs such
as the agreed pricing provisions that would determine how much
the Supplier could have expected to be paid if the contract had not
been terminated prematurely.

This would normally not be the full amount payable under the
contract but a lower figure reflecting the amount by which the
Supplier would be worse off.

Concern that this decision:

7.20 Represents a large transfer of resources from the public to the
private sector

7.20.1 The recommendation to commission an external transformation

partner represents a one-off transformation opportunity cost that
lasts for a duration of two years and it does not represent a
large transfer of capital resources from the public to the private
sector.

7.20.2 The capital resources deployed represent a risk-free investment

to the Council since payments to the transformation partner are
directly related to the delivery of savings back to the Council.
Upon successful delivery of the contract, the resultant cost of
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the consultancy would be paid back by the end of year three
following initiation of contract, leaving in place sustainable
savings of at least £635,000 per annum.

7.21 May lead to changes that are not in accordance with our values

7.21.1 Our values are consistent with the Council in that children,

7.21.2

young people, and families remain our foremost concern in
regard to service standards, service improvement and the
promotion of independent living wherever possible.

Responding to the issues previously raised by the Overview
and Scrutiny Committee on 4™ July 2019 (and reported within
the Cabinet minutes of 9" July 2019) that “the voice of users
should be at the heart of the service and that it should be co-
designed, where possible”, it was agreed by Children’s Services
that the approach to change must consider and engage with
both parents and schools. To provide assurance, the Assistant
Director for Schools and Learning will ensure that during all
stages of the partnership with the transformation partner,
parents, carers, schools and all relevant stakeholders will be
involved in the transformation process.

7.22 May not represent VFM compared with alternative ways forward

7.22.1

7.22.2

As detailed within the Cabinet report of 12" November 2019,
the procurement process that was undertaken to identify a
transformation partner assured value for money for the Council.

e The tender was conducted via the Crown Commercial
Services (CCS) Management Consultancy Framework
2, lot 1, which contained 275 suppliers. A shortlisting
exercise was carried out, based on the Council’'s
minimum requirements for the service, which narrowed
the suppliers down to 57. All 57 suppliers were
contacted with an invitation to submit an Expression of
Interest, of which 11 suppliers expressed interest in
bidding for the service.

e The Competitive Tender was in accordance with the
framework conditions, which was based on an
evaluation weighting of:

o Price 40%
o Quality 60%

As a competitive tender, providers submitting bids are not
aware of other competitors who may choose to bid, nor the
value of any other potential bids. It is a reasonable assumption
that the providers submitting bids will offer a competitive bid.
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The recommended transformation partner has a proven trac
record in delivering SEND Transport savings, and who was

k

prepared to offer 100% contract fee at risk for non-delivery of

savings.

May lead to reputational damage to the Council and its present
leadership, which will be blamed for any adverse effects of changes
resulting from the involvement of this company

7.23.1

There will be four levels of assurance in regard to the delivery of

the SEND Transport transformation project:

i. On-going and robust child / young person / parent carer
consultation / engagement at the heart of every step of t
process.

ii. Service level operational governance through a monthly

he

steering group who can take ‘business as usual’ decisions

that do not require escalation:

o Including assurance of ‘upskilling’ and supporting the
development of SEND Transport staff.
o The steering group will include representation from

parents and carers to inform and co-produce service

improvements.

iii.  Robust internal governance and assurance of benefits
realisation through the monthly Children’s Improvement
Board:

o Projected financial savings to be assured by the
Council Finance Team;

o review of ‘People Plan’ to assure staff development

and knowledge transfer.

iv. Monthly update to Lead Member for Children’s Services

Variation of Action Proposed

7.24

In-house work to be undertaken, supported if an external resource
is required by a non-profit making and pro-public sector
organisation such as APSE of which this council is a member, and
in consultation with the trade unions and service users, to identify
and progress genuine efficiency savings and service improvements

7.24.1

The Options Appraisal within the 12" November Cabinet report

considered an option that included the appointment of an
additional staff member with SEND Transport experience
alongside internal transformation / change management
experience. However, this option was rejected - the
disadvantages of this option being:
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e A lack of SEND transport transformation / change
management experience impacts delivery of service
improvements;

¢ inability to flex the necessary additional SEND transport
related experience during expected ‘resource-heavy’ periods;

e step change in cultural and operating practice is not realised;
and

e savings are only partially realised.

7.24.2 Inregard to consultation to identify and progress genuine
efficiency savings and service improvements, the scoping
review was indeed informed by the voice of parents, carers and
schools. Some of this feedback was critical of the current
service, and the criticism is in line with the evidence provided to
the Fairness Commission earlier this year, and evidence
provided to the Children and Young People’s Scrutiny Panel.

7.24.3  Furthermore, as stated within the 12™ November Cabinet report,
the transformation partner has assured the Council in the
application and through communication with schools that they
will work with local parent and carer groups, SEND service,
individuals and settings such as schools to co-produce
proposed changes. The transformation partner has a track
record of engagement with settings and family groups and
would be able to use the SEND service’s current established
communications as well as proposing a specific working party
around progression of the transport changes.

7.24.4 Inregard to potential external resource by a non-profit making
and pro-public sector organisation is concerned, and in addition
to the reasons stated above (7.24.1):

e There is a high risk that should the Council re-run the tender
to include such an organisation, that the existing
recommended transformation partner would be able to claim
costs from the Council in regard to the first tender.

e Support provided by an external organisation would not be
provided free of charge, and that day rates charged for such
consultancy services would be at minimum commensurate
with that of the recommended transformation partner, or
even potentially higher.

7.25 This is to include consideration of bringing the supply of drivers
and vehicles in house

7.25.1 As detailed within the Cabinet report of 12™ November, the
proposed transformation has two phases. The first phase, that
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was recommended to the Cabinet for approval, is to award a
contract for an external transformation business partner who
has extensive experience working with other authorities, to
improve their SEND transport arrangements.

7.25.2 Once complete, the second phase as previously stated within
the Cabinet report, is to review the current arrangements for
provision of vehicles with a view to consider insourcing. This
external review would involve parents and carers alongside
officers. The outcome of the review will be discussed with the
Lead Member for Children’s Services, with relevant Cabinet
approval for any further changes proposed by the second
phase.

8. Contribution to strategic outcomes

8.1 The contribution of the decision in regard to strategic outcomes was set
out in the report to 12™ November Cabinet.

0. Statutory Officers comments (Chief Finance Officer (including
procurement), Assistant Director of Corporate Governance, Equalities)

Chief Finance Officer

9.1 The financial information reported in November remains consistent with
that reported in July.

9.2  The current strategy is included in the agreed medium-term financial
strategy savings proposals.

Strategic Procurement

9.3 In accordance with the Council’s constitution the proposed provider has
not been advised of the outcome of the procurement process. The
Cabinet decision will not be notified to the proposed provider until
completion of the Call-In procedure at which point the decision will be
advised to proposed provider.

9.4  The procurement was undertaken as a further competition under the
CCS framework RM6008 MCF2 and in compliance with the rules of that
framework.

9.5 The contract would be subject to the framework terms and conditions
and provide for the consequences of termination by either the Council or
the Provider.

Assistant Director of Corporate Governance

9.6 This is set out in the accompanying Monitoring Officer report in the
agenda pack
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Equalities

9.7  As detailed within the report to 12" November Cabinet. The call in
comments on the contractual agreement and there are no further
equalities comments to add in relation to these points.

10. Use of Appendices

11. Local Government (Access to Information) Act 1985

N/A

Haringey
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By virtue of paragraph(s) 3 of Part 1 of Schedule 12A
of the Local Government Act 1972.

Document is exempt
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