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Summary

1 Executive Summary

1.1 Background

The Resource Allocation and Unit Pricing project was initiated to enable a more open, transparent
and sustainable model of funding and service delivery across specialist disability services and
some elements of community services (family support).

Implementation of the Resource Allocation and Unit Price framework stemmed from the
Development of a Resource Allocation and Unit Pricing Framework — Phase 2, March 2011 — Final
Report that was developed by KPMG. The report made recommendations on the transitioning
arrangements required to move to a unit pricing approach.

Disability and Community Services (DCS) presented the process for implementation at four forums
across the State during August 2011. Following these forums, the Unit Pricing Implementation
Team undertook service visits with organisations across the State. The Implementation Team
was the key linkage between organisations and the Department in negotiating the translation to
unit pricing.

Implementation of the Resource Allocation and Unit Pricing Framework aimed to:

Place services on a viable and sustainable footing in order to meet demand,
Improve client access and portability,

Drive accountability for client outcomes,

Achieve fairness and equity of funding allocation, and

Achieve clarity around the services purchased and provided.

The implementation of unit pricing enables greater clarity and certainty as to what the Department
purchases via funding agreements. The implementation of unit pricing has ensured that historical
and local funding arrangements that were in place have been clarified and resolved.

A Unit Pricing Framework Implementation Project Execution Plan was developed for the Unit
Pricing Steering Committee in November 2011. This Plan provided the project outputs, scope of
work and the management plan for the Project.

There are several projects that interrelated with the Unit Pricing Project throughout the life of the
Project, including:

¢ Individual Funding Unit — administration of Individual support packages project (completed)
Implementation of the Disability Services Act 2011 (completed)

¢ Disability and Community Services — “Mega’ Project — relating to new funding agreements
for 2013 — 16 (completed)

o Able Sleepover Project (ongoing)
Development of a Community Access Framework for Tasmania (completed)

e Review of Ex-government community access programs.
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1.2 Reason for Closing the Project

The Resource Allocation and Unit Pricing implementation project is being closed as the transition
across the relevant service types has been completed.

The financial aspect of the translation to unit pricing is outlined in the final unit pricing summary
report. The phased funding approach for the translation to Unit Pricing over the life of the project
can be summarised as follows:

Part Year Effect Full Year Effect No. of Service Types

One —2011/12 1,287,665.48 2,607,569.87 43 Individual funding,
Accommodation &
Community Access

Two — 2012/13 1,399,745.13 2,799,490.26 31 Community Access,
Accommodation,
Individual Funding &
Respite

Three — 2013/14 1,125,841.57 1,125,841.57 12 Accommodation, &
Community Access

Three — one off 200,000.00 1 Accommodation
(Able)

TOTAL $6,532,901.70

Please note that indexation was applied to all unit pricing each year through the implementation of
the project, thus the figures for each year are inclusive of indexation for the year applied.

Following sign off on business cases by the Unit Pricing Steering Committee and the Grant
Funding Review Committee (GFRC) for each phase of unit pricing, funding for translation to unit
pricing was administered through Deeds of Variation to funding agreements.

Documentation to support the Resource Allocation and Unit Pricing Framework through formal
Funding Agreement arrangements is as follows:

e Resource Allocation and Unit Pricing Policy — June 2013
¢ Resource Allocation and Unit Pricing Framework Guideline — June 2013
e Community Access Guidelines - 2013

The implementation of the Resource Allocation and Unit Pricing framework project work plan
included many key elements which are outlined as follows:

1.2.1 Capital Funding

Capital funding for larger capital items, such as modified vehicles or property acquisition, did not
form a part of the Resource Allocation and Unit Pricing framework. Through the implementation of
unit pricing, however, DCS initiated a “Modified Vehicle Replacement Grant” application process.
This has resulted in a process that can be replicated when funding is available to target capital
funding programs.
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1.2.2 Individualised Funding

Personal Support Packages (PSPs) were previously administered through the Grants Unit but
managed under the same guidelines as the Individual Support Program. From 01 July 2012, as
part of the Unit Pricing Project, all PSPs were transferred out of the Grants Unit Funding
Agreements to Individual Funding Unit Agreements.

Through the implementation of Unit Pricing the Community Partnership Teams were able to more
clearly identify and quantify where a grants funded program more closely reflected individualised

funding. Where agreed by all parties, these individual arrangements were transferred from Grant
Unit block funding to the Individual Funding Unit for administration from 01 July 2013.

1.2.3 Intensive Support and Unit Pricing

The translation of unit pricing for Intensive Support Service (ISS) delivery occurred from 1 July
2013.

The ISS responds to the needs of individuals with exceptionally challenging behaviour who require
a specialised support to understand, manage and ultimately modify their behaviours. The ISS is
part of the continuum of services to assist these individuals, their families and support
organisations to manage complex behavioural patterns.

Access to the ISS is through the Clinical Consultant — Intensive Support on the recommendation of
the Area Disability Assessment and Advisory Team who have specified the need for
supplementary resources to effectively implement a comprehensive behaviour support plan. In
exceptional circumstances where the intervention in the community is ineffective, the development
and implementation of the plan may require relocation of the individual to one of the ISS
Transitional Units in Glenorchy, Latrobe or Wynyard.

ISS funding allocation is administered for direct individual support, supplementary support in group
homes, community access, idiosyncratic support plan requirement, and/or through the ISS
Transitional Units.

ISS resource allocation is time limited, subject to regular review and must have a clear ISS exit
strategy. The ISS allocations, with the exception of the Transitional Units base funding, is
administered via invoice payments on a quarterly basis.

1.2.4 Individual Funding Arrangements

On 23 August 2012, the Unit Pricing Steering Committee approved the recommendation to exempt
a number of large individual funding packages from the translation to the Unit Pricing Framework.

The KPMG final report on the Development of a Resource Allocation and Unit Pricing Framework
2011 noted that where a service can be described by a single unit cost, establishing a price will be
relatively straightforward. In a number of rare instances, however, a service will be covered by a
number of distinct unit prices and a mixture of different levels of each type of service.

Where an organisation or service provider is required to manage such an atypical mixture of client
needs, a price may have to be established based on the individual staffing and other supports
required to deliver that particular service. In these circumstances KPMG recommended that the
Department should establish what the suitable resourcing needs are and develop a price based on
that.
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Individual Funding Arrangements (IFAs) are, by their nature, highly individualised and are not
necessarily based on a commonly understood unit of service. There are observed differences in
the method of service delivery, driven by client needs and preferences which preclude a
standardised way of service delivery and this, in turn, impacts on the key cost drivers.

Although a number of IFAs utilise specific service types or service definitions, in reality these
services exhibit significant variances. These mainly relate to how a unit of service is defined and
the level of resourcing required to deliver each unit (e.g. varying levels of staff qualifications and
experience, use of contract or casual staff, shift penalties).

There are also significant variations within the underlying cost base for service providers, such as
clinical and staff supervision, service coordination, training and consumables.

Through consideration of seven (7) IFAs it became apparent that due to the historical negotiations
in relation to these packages, there is not a clear or meaningful translation to a unit price which
would ensure the principles of the resource allocation framework were maintained. This is
particularly evident in relation to the flexibility and portability of packages. The IFAs in question
generally relate to people who have a high level of support following a non-compensable acquired
disability.

It was recommended and approved to maintain the current support and funding arrangements for
the seven clients with IFAs, effectively applying a ‘grandfather clause’ to the funding arrangement
whereby the funding level is maintained until support circumstances are changed or the client no
longer requires services.

In regard to any future new IFAs for this client group, support packages are to be established
under the resource allocation and unit pricing framework.

1.2.5 Community Access

With the translation to unit pricing, it was essential to develop a framework for delivery of
Community Access across Tasmania.

DCS hosted a state-wide forum in Hobart in November 2011. This was followed by regional
workshops in March 2012 in the North, North West and South of the state. A small focus group
with representatives from the Community Access service providers further progressed the
development of the Community Access framework.

In March 2013, a state-wide forum (based in Launceston) was conducted that launched the
Community Access guidelines and framework. Further information sessions were conducted with
each of the Gateway Services in relation to the Community Access guidelines.

Under the Unit Pricing Framework, funding for a full time equivalent placement, for current and new
allocations, is at the Combined Rate of $24 475 (2013-2014 values).

For those people who received funding above the high support level due to their complex support
needs, and for new clients assessed as having complex support needs, the unit pricing framework
provides an Exceptional Rate of $64 612 per annum (2013-2014 values) for full-time clients (i.e.
attending 30 hours / five days per week). The Exceptional Rate applies only to those people who
have been assessed as having highly complex support needs that prevent them from participating
in group activities without constant individual support and supervision. Where a person has
community access support that is funded at the Exceptional Rate, these support arrangements will
be formally reviewed on an annual basis.
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For clients with complex support needs who are part time or require one-to-one assistance for
limited periods such as meal times or toileting, the Exceptional Rate will not automatically apply.
This is also the case where the complex level of support is required due to the nature of the activity
or program being undertaken.

The Community Access Framework and guidelines specify areas of capacity, portability and
assessment in relation to the delivery of community access programs. The following guidelines
and tools have assisted in the implementation of the Community Access framework:

» Community Access Guidelines 2013,
» Community Access Form, and
* Use of Community Access Package Form

Reviews in relation to Community Access support levels are undertaken by the Disability
Assessment and Advisory Teams.

DCS, through the Community Partnership Teams, are also developing systems and tools to
support the determination of capacity within community access programs.

Further, the community access programs that were developed and funded from the reform
associated with outsourcing government day option programs (North and South) are currently
(2013/14) subject to a review process. This process takes into consideration the intention of the
programs as purchased by the Department, as well as comparability and consistency with the
Community Access framework.

1.2.6 Lead Tenant Supported Accommodation

In May 2012, DCS undertook a review of ‘Lead Tenant’ service delivery models currently funded by
DCS. This review was to assist in determining if there were enough commonalities within these
models to apply a unit price under the Resource Allocation and Unit Pricing Framework.

Statewide, seven (7) organisations were identified as providing Accommodation Support under the
‘Lead Tenant’ model. Organisations were asked to provide information outlining how their services
are structured, including staffing levels and typical supports provided, aims and objectives of the
service model, the number of clients supported, and current funding levels.

The classic model, in the context of DCS, is set up as cluster units where one unit is used by the
Lead Tenant (usually the service provider). A common room or area providing opportunities for
social interactions also usually forms part of the model.

Across Tasmania Lead Tenant models display significant variations in the way similarly
categorised ‘service types’ actually operate, and to what extent these service types can be
encompassed into a consistent ‘lead tenant’ service definition. A commonality each model shares,
however, is that they all provide some component of accommodation support and the lead tenant
used to provide the service will usually, though not necessarily, be the service provider.

It was proposed that the Department continues to fund the existing services on a block funding
arrangement, but that Funding Agreements should clearly define service delivery targets and
performance measures.

Further work is to be finalised in relation to a DCS policy statement regarding the Resource
Allocation for the “lead tenant” type accommodation option.
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1.2.7 Large and Small Residential Services

There is significant variance in the types of support provision in the Large / Small residential
services across the state. The variances relate to the number of people accommodated in these
environments and the types of support offered and available.

For these reasons it is not feasible to implement a single unit price for this service type.

KPMG’s final report on Unit Pricing recommended that the Department undertake an assessment
of the rosters provided by each organisation if additional funding is being sought. This would then
enable the determination of the requisite amount of labour required to deliver the service. The
Department then make a decision as to whether the staff profile is suitable to the client base and
the type of accommodation configuration. To date this process has occurred with two of the five
large residential service providers across the State.

1.2.8 Family Support Services

The Unit price for Family Support is $85.28 per hour (2013-14 rates). This is based on 1,296
hours per annum of direct client and client related activity. This equates to $108,148.95 per
annum per Full Time Equivalent staff member (FTE). The focus is on capacity within family
support services — the target number of direct client hours provided for the funding received. Itis
not about how many families, children or cases worked per year.

Lead Agencies and other Alliance partners received a new Funding Agreement for the 1 July 2013
— 30 June 2016 period. The Funding Agreement stated that the transition to Unit Pricing will occur
during the term of the Agreement.

The Department will develop wording for future Funding Agreements to specify that the services
being purchased are based on unit pricing principles. This will refer to the target number of hours
of direct client and client related activity required to be delivered annually, and the number of FTEs
the funding purchases.

The translation of Family Support Services funding under Unit Pricing principles will not involve the
provision of any additional funding from DHHS.

DCS will continue talking to the Lead Agencies regarding the most appropriate way to identify and
define the targeted support hours delivered for Family Support by Gateway Services.

1.2.9 Therapy Services

Therapy Services under specialist disability service delivery across Tasmania are provided
predominantly by one service provider. To that end, there was significant consideration by DCS
and the service provider in relation to the validity of the unit price for therapy services to
individuals.

For the service provider, DCS has progressed the separation of the contract for therapy services
(North and South) from the funding agreement for other specialist disability service types. This
has enabled greater clarity for all parties in relation to funding agreement requirements and
reporting.

While this work was being undertaken it was agreed that the translation to unit pricing for this
service type would not progress.
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In the context of the launch of the National Disability Insurance Scheme, it is envisaged at this
time, that the focus will be on the transition and implementation of therapy services under the
National Disability Insurance Agency rather than a revisit of the translation to Unit Pricing.

1.2.10 Therapeutic Residential Care

As part of the implementation of unit pricing, it was anticipated that Therapeutic Residential Care
would be translated to unit pricing. While a service visit was undertaken with both Tasmanian
Salvation Army and Anglicare including discussion regarding unit pricing, it was evident to DCS
that further work is required to ensure the integrity of unit pricing in the context of out of home care
service provision

Furthermore, Children and Youth Services (CYS) engaged KPMG to undertake a review of the
Therapeutic Residential Care Program in 2012 which has lead to a specific project being lead by
CYS in relation to broader review of the Out of Home Care program.

To that end, with CYS’s agreement, DCS withdrew from further engagement in relation to the
Therapeutic Residential Care Program and advised the two organisations accordingly.

1.2.11 Review of Unit Prices

Throughout the project, along with the need for additional recurrent funding for the translation, the
successful implementation of the Unit Pricing Framework has been dependent on the unit prices
being kept current by adequate indexation. For the financial years of 2009/10 and 2010/11
indexation of 3.3% was provided, however, this was reduced in 2011/12 to 2.25% and has been
maintained at this level for 2012/13 and 2013/14.

The reduction in indexation to a level where it cannot cover CPI increases has had a negative
impact on the currency of the Unit Price and the ability of organisations to manage award
increases and maintain current service levels. The unit price can only remain current, in the sense
of reflecting the actual cost of service provision, if adequate indexation is provided to prevent the
prices being eroded over time. If budget constraints impact on this, then the Unit Pricing
Framework will fail and the system will quickly revert to the previous individual negotiations and
bargaining approach to funding.

A review of Unit Prices will be required to ensure currency of the prices. In addition, there needs
to be continued monitoring and consideration of how the Equal Remuneration Order (ERO) is
applied and administered across the unit priced service types.
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2 Closure Comments and Activities
2.1 Project Staff

The Resource Allocation and Unit Pricing implementation was undertaken from within existing
resources across Disability, Housing and Community Services. Critical to the success of the
project was the establishment of the Unit Pricing Implementation Team (UPIT) which was made up
of:

Annie Curtis, DCS South Area Manager and Project Manager

John Nehrmann, Project Management Officer — DCS

Christine Marshall, Senior Consultant — Grants Management Unit

Jessie Speight, Consultant, Individual Funding Unit

Sharon Stewart, Community Partnership Team South East

Kylie Green (and previously Jason Fyfe), Community Partnership Team South West
Steve Mackenzie, Community Partnership Team North

Laura Williams, Community Partnership Team North West

The Project implementation was also supported by:

¢ all members of the Community Partnership Teams,
¢ Ingrid Ganley, Director Disability and Community Services
e Jo White, for the period of time she was Manager — Service System Development

The Project Management Officer role focus in relation to Unit Pricing was on preparation of broad
level documentation and communications.

The balance of input into the Unit Pricing project was in effect “off the side of peoples’ desks”.
This approach provided a positive pathway to ensure the Unit Pricing knowledge has worked
towards being integrated into standard practise across the three years of the project
implementation. This approach presented challenges, however, including significant pressure in
relation to time requirements and managing roles and responsibilities while key project team
members were on leave.

2.2 Issues Management

An issues register was established through the Unit Pricing Implementation Team (UPIT). The
UPIT met regularly and issues were addressed through the progression of the key elements of the
work plan.

Outstanding issues following the closure of the Unit Pricing implementation project are as follows:

Finalising the “Lead Tenant” Policy statement

Progressing Family Support Service translation requirements
Annual indexation and posting of Unit Prices summary

Review of “Unit Prices” including consideration of ERO application.
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2.3 Risk Management

The summary report has been developed to minimise the risk of lack of continuity in transfer of
information within the funding agreement management / Community Partnership Teams. Itis
essential that there is clear understanding of how each organisation’s services were translated to
the Resource Allocation and Unit Pricing Framework.

2.4 Financial Management

In preparing the final summary reports for each organisation, and comparing this directly to the
funds administered through the Grants Unit, a number of very minor variations has been identified.
It is assumed that these variations across a number of organisations have been generated through
redirection across service types within an organisation, rounding errors or incorrect application of
indexation. These minor variations will be amended as Deeds of Variation are progressed for
other purposes for the relevant organisations and the funding sourced from within the Grants Unit —
unit pricing holding funding line.

Any funding issues identified that may be attributed to translation to Unit Pricing post the sign off of
the Closure and Summary Reports will be addressed through existing processes within DCS.

All new funding administered through DCS will be allocated under the Resource Allocation and
Unit Pricing framework, thereby changing the expectation from seeking quotes for support to
advising of the funding level for the service type requested.

2.5 Records Management

Documentation in relation to Resource Allocation and Unit Pricing available to the general public
can be accessed via www.dhhs.tas.gov.au/disability

The Unit Pricing Implementation Team established a Unit Pricing folder on the shared statewide
network drive. This folder contains all electronic information relevant to the Unit Pricing
Implementation Project. Following closure of the project, all information within this shared folder
that pertains to an organisation will be transferred to the records management system coordinated
by the area Community Partnership Teams. All generic or project related electronic
documentation will be maintained on the shared state-wide drive at this time.

Following closure of the Unit Pricing Implementation Project, all relevant paper based
documentation that requires retention will be filled appropriately via the records management
system (TRIM) and retained centrally.
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2.6 Post Project Responsibilities

Iltem | Action Responsibility
1 Finalise the “Lead Tenant” Policy Statement Disability & Community
Services
2 Progress the Family Support translation requirements | Community Services Program
and Community Partnership
Teams
3 Annual indexation and posting of Unit Prices summary | Grants Management Unit
4 Review Unit Prices including Equal Remuneration DCS Business Support and
Order requirements DCS Executive
5 Project Closure records management action Community Partnership
Teams, Area Manager — DCS
South & DCS Central Office.
6 During 2014/15, review the impact of Resource Community Partnership
Allocation and Unit Pricing framework for clients and Teams, Area Managers —
organisations particularly where financial variance was | DCS, Grants Unit.
greater than $300,000 (12 organisations)

2.7 Recommendations

271

2.7.2

2.7.3

274

275

It is recommended that the Unit Pricing Steering Committee note this Closure
Report and agree that the project can be deemed closed as it has fulfilled all
requirements as progressed through the work plan.

It is recommended that the Unit Pricing Steering Committee note the Unit Pricing
Summary report as a supporting documentation to the Closure Report.

It is recommended that the Closure Report and Summary Report are provided to the
Minister for Human Services by way of communicating the official closure of the
Unit Pricing project.

It is noted that Disability, Housing and Community Services will undertake a review
of the structure of Unit Prices as a formal process as part of standard business
following the closure of the implementation project.

It is noted that Disability, Housing and Community Services will complete a number
of post closure activities (as outlined at 2.6) as part of standard business following
the closure of the implementation project.

3 Appendices

The Resource Allocation and Unit Pricing Project Closure Report should be considered in
conjunction with the Unit Pricing Summary Report 2013 which provides an overview of the
translation to unit pricing by organisation and by service type. (NB: The Summary Report will not
be made publicly available due to the confidential nature of the organisation specific information).
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