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Implementing Premises Developments in Primary Care
	Purpose of this paper:  To set out the process for taking forward the development of primary care premises for use by practices, PBC Groups and Premises Development Committees.



Background

A paper titled “Developing Primary Care Premises” was drafted in September 2007 and following discussion at PEC was circulated for consultation.  There was discussion at PBC Leads meetings and within PBC Groups and the LMC also responded to the consultation.

The main points arising from that consultation were that:

1. The process needs to be as simple and straightforward as possible whilst maintaining due governance and ensuring value for money.  There were concerns that the process and source of funding becomes so complex that nothing gets off the ground

2. Some PBC Groups have concerns about being the decision makers in relation to primary care premises development.  They feel their members have inherent conflicts of interest although they acknowledge that they are best placed to understand the importance and need for local primary care developments and the “strategic fit” locally
3. PBC Groups are keen to collaborate at individual PCT level to work with PCT colleagues to ensure primary care premises development takes place (option 2 in the paper was the most popular option)
4. PBC Groups have different views about pooling their budgets and about what that might mean in terms of whether expenditure is earmarked for their specific areas or not
5. There was acknowledgement of the need for a strategic backdrop to premises development but not to prevent progress waiting for this to be put in place, particularly since the success of premises developments depend on the enthusiasm and commitment of those involved as well as the local need for them
Next Steps
1. Each PBC Group to decide their role and budget

Each PBC Group is asked to consider this paper and select the option which they prefer from the following:

Maximum responsibility – Determine the level of funding to be set aside for primary care premises development on a recurring basis from the PBC budget and establish a subcommittee of the PBC Board/Executive to decide on premises development applications (conflict of interest governance applies)
Shared responsibility – Determine the level of funding to be set aside for primary care premises development on a recurring basis from the PBC budget and nominate a representative (with deputy) to sit on the PCT Premises Development Committee which will decide on premises development applications
Action: Nicky Poulain and Suzanne Novak to secure decisions from each PBC Group
2. Consolidate the Committee structure for approval

The Premises Development Committees for West Herts and for East & North Herts will be developed to include a representative from the LMC and from those PBC Groups wishing to delegate their premises decisions to this Committee.  
The Director of Primary Care and Service Redesign or nominated deputy will chair each Premises Development Committee.  The Primary Care Contracting Team will continue to provide administrative support to the Committee which will routinely meet on a monthly basis.  Action: John Phipps
Practices will be advised to use the final version of the attached form when submitting proposals for premises development to the Committee.

3. Establish budgets
Practices can access one of four funding streams as follows:
1. Revenue budget for primary care premises development 
Each PBC group, as part of the annual budget setting process will determine the level of funding it wishes to set aside for primary care premises development.  It is expected that this will be within the context of their commissioning plan and therefore linked to national, PCT and local priorities.  This revenue budget will include funding required from rent and rates reviews and lease extensions and renewals.  It will apply to all developments, whether for GMS expansion or to shift services from secondary to primary care unless funding for the latter is already included in the cost per case charge for those extended primary care services.
2. PBC savings (where applicable) – for capital expenditure

This depends on the arrangements locally regarding resources freed up through PBC and whether the PBC Group gives support to the use of these resources or whether there is framework in place through a PBC LES to enable practices to keep resources freed up which could be spent on capital development if they wish and within this framework.  This budget can only fund one off items of expenditure, not recurring costs which would have to be funded by the budget streams set out in points 1 or 3.
3. Revenue generated by hosting a service previously provided in secondary care
A practice bidding to provide or host a service previously provided in secondary care can include within its bid the costs of any premises development required in order to deliver the service.  When the service is provided the practice would generate invoices which include those costs which will then pay for the extra expense incurred.  If a practice has secured funding for the development from another source of NHS funding it cannot add rental costs into the cost per case charge and charge the NHS twice for the same space.
This revenue stream to pay for premises would only be available for as long as the service is provided in the practice.  If the contract for this service ended the practice would have to find another revenue stream.

These budgets will be established by the Finance Department on instruction from the PBC Group and the first two will be managed by the Property Management Team.  The third funding stream is managed through the commissioning of that service.
Action: Nicky Poulain and Suzanne Novak to support PBC Groups in deciding the level of their primary care premises budgets
Action: Tad Woroniecki to establish the budgets from 08/09
4.  Centrally held budget for one off costs of development

This PCT wide budget will be set at the beginning of the year by the Director of Finance on advice from the Property Management Team who will prepare an annual work programme based on the schemes which are already in the pipeline of development or are likely to be, given what has been agreed by the PCT Premises Development Committees.  The budget will be established when PBC budgets are calculated.

This budget will pay for one off costs of development such as project management, legal fees, stamp duty but will not pay for any building work.
Action:  David James and Jane Lane to develop the annual work programme based on schemes which have already been given approval in principle to proceed whether the  funding agreed or not.
Action: Tad Woroneicki to establish the budget

4. Produce a Strategic Service Delivery Plan (SSDP)
There is ongoing work, as set out in the previous paper, to develop an SSDP which will help to guide PBC Groups and the Premises Development Committees in their decision making.  It will also provide a clearer indication to practices of the need for development in their area.
Action: Jacqui Bunce to continue to lead the development of the SSDP 
5. Agree criteria for giving approval in principle

Each PCT Premises Development Committee will agree criteria for giving approval in principle, subject to the PBC Group identifying the funds and giving approval through their own sub committee/Board or through delegating this responsibility to the PCT Premises Development Committee.

The following represents the minimum criteria which may be  further developed by the Committees.

Proposals must:
1. Represent good value for money

2. Fall within the prescribed regulations and meet the DH premises directions
3. Meet required building quality standards

4. Be in keeping with local and national strategies

5. Be able to realistically access a funding stream

6. Command local support if facilitating a shift of care from secondary to primary

7. State which budget or funding stream would fund the development
Each Premises Committee will agree a revenue sum over which a proposal will need to be considered by the PCT Board once the PBC Group has given support.
Action: The Premises Committees will use and further develop these criteria as necessary to judge initial applications and business cases and will agree level requiring Board approval
Andrew Parker, Director of Primary Care and Service Redesign
Suzanne Novak, Assistant Director of Commissioning, PBC West Herts

March 7 2008 

APPENDIX 1
PRACTICE APPLICATION FOR PREMISES DEVELOPMENT FUNDING INCLUDING LEASE RENEWAL OR EXTENSION
[Once agreed, this form will be further developed by the Premises Team to include all statutory requirements and to put into an appropriate format.]

Use this form to apply for approval in principle to your proposals to improve or expand your practice or to develop a new build or to apply for approval to have your lease extended or renewed.
Please complete this form and send it to:
For East & North Herts – David James

For West Herts – Jane Lane

At Charter House, Parkway, Welwyn
Please see appendix for information on the approval process.
----------------------------------------------------------------------------------------------------

Mandatory section to complete:
PBC Group:

Practice Name:
Lead contact:

Direct line for lead contact:

Address:
Building owned by:

Briefly state what your proposed development involves including all estimated costs:

1.  Complete this section for GMS premises improvement or expansion:
Current list size:
Current space available:

Reasons for application eg population growth:

2. Complete this section for secondary to primary care shift expansion:
Planned shift-


Specialties involved:

Estimated patient activity per year in total:

Expected savings where appropriate:

If you have developed a business case then please append it but this is not a requirement until after you have secure approval in principle from the Premises Development Committee.
3. Complete this section to apply for use of freed up resources 
Total amount of freed up resources:

Date savings agreed by PBC Group:

Please append notes of this meeting and your business case to secure final approval.  
APPENDIX 2
Approval Process for Practices to secure premises development funding
Stage 1: Practice decision and initial preparation
1. Practice decides it needs building work to improve, expand or build a new practice or it needs to extend or renew its lease 
2. Practice completes application for approval in principle and sends it to David James or Jane Lane in the Property Management Team in Charter House

Stage 2: Application check

3. Property Management Team checks application and secures any additional information required then submits the application to the next  West Herts or East & North Herts Premises Development Committee meeting

Stage 3: Approval in principle by the Premises Development Committee
4. Premises Development Committee considers application and either approves in principle, rejects (providing reasons) or asks for further information
Stage 4:  Practice develops business case
5. Once approval in principle given, practice develops business case to meet the published criteria for approval and any parameters set by the Premises Development Committee at the previous stage
6. Practice submits business case to Premises Development Committee for approval

Stage 5: Approval process for business case
7. Consideration of business case against stated criteria.  The Premises Development Committee does this and either approves in principle, rejects (providing reasons) or asks for further information 

8. Consideration of the business case for local strategic fit.  If the PBC Group has taken on maximum responsibility then it will consider the application and business case and make this decision and give approval, ask for more information or reject and provide reasons.  If the PBC Group has decided to take shared responsibility then the Premises Development Committee will make this decision on behalf of the Group and with their nominated representative or deputy and the relevant Assistant Director of Commissioning (PBC) at the table.  In the case of applications for use of resources freed up (savings) the Premises Development Committee will be the final sign off once the PBC Group has given approval.
Stage 6: Implementation
9. The Finance department will establish the budget for management by the Property Management Team

10. Practice liaises with Property Management Team to implement the project.
NOTE:  It is possible for practices to develop a business case and skip step 4 if they are willing to invest the time without having an indication that approval is likely.  Practices wishing to fast track in this way should submit the business case with the application for step 2 and they will then go from step 2 to step 7.

This is particularly relevant for practices applying to use freed up savings for premises development where the business case is more straightforward financially.  In these cases the Premises Development Team provides approval in place of the PBC Governance Committee provided the PBC Group has also given approval prior to the application being made.
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