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Care Homes Strategic Development — Stakeholder Engagement
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EXECUTIVE SUMMARY

The Strategic Development project in respect of Care Homes has been on-
going for some time. Stages 1 and 2 have been completed and reported within
the Health and Social Care Partnership’s (HSCP) governance structure, and to
the Council Executive Leadership Team. The purpose of this report is to provide
a summary of the programme, outline the next stage, and summarise the
governance framework. The main drivers for longer term planning include
demographic change and the current condition and capacity of care homes.

It has been agreed that an externally facilitated public engagement process was
the most appropriate way to take forward the project. The objectives are to
engage with a broad range of stakeholders in respect of the population and
capacity modelling data and the long list of options that have been identified.
The process will seek to gather views and further options from stakeholders
and will engage with the independent sector. This engagement is consistent
with Planning with People and with advice from Health Improvement Scotland
(HIS) in respect of the development of service change options. It is not a formal
consultation in respect of any specific service.

The timeline for the proposed engagement is July to September 2026, with
reporting due in October 2026. It is intended that the HSCP, in partnership with
HUB North, will also continue to progress development in respect of what the
future service model and infrastructure might look like in respect of a potential
investment in a new care facility. The governance arrangements are complex,
as Argyll and Bute Council, and not the HSCP, has responsibility for capital
investment. The HSCP has responsibility for service planning and operation of
services and therefore a joint approach is required. This paper seeks to ensure
that elected members are aware of the programme, the intended
commencement of the stakeholder engagement, and of the governance
arrangements which apply to residential care home provision.

It is recommended that the Policy and Resources Committee consider and
note:



that the HSCP is progressing its Care Homes Strategic Review in
partnership with HUB North.

that Public Engagement is expected to commence in July 2026.

that governance is complex, and the strategic review requires to be
progressed with support from Argyll and Bute Council.
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INTRODUCTION

The purpose of this report is to summarise the strategic development work being
undertaken by the HSCP, supported by Hub North, and Argyll and Bute Council.
The report also summarises the complex governance arrangements to ensure
that these are understood prior to the commencement of the next stage of the
work which is the Stakeholder Engagement process.

RECOMMENDATIONS

It is recommended that the Policy and Resources Committee consider and
note:

e that the HSCP is progressing its Care Homes Strategic Review in
partnership with HUB North.

o that Public Engagement is expected to commence in July 2026.

e that governance is complex, and the strategic review requires to be
progressed with support from Argyll and Bute Council.

DETAIL

Care Home Strategic Development Programme

The Strategic Development work relating to care homes has been on-going for
some time. The vision and objectives for the investment in this work are to
develop a strategic, evidence-based approach to Older Adult Care, which aims
to:

e Better match future demand for residential care to capacity with access to
appropriate care, as locally as possible.

e Establish a model which is sustainable in respect to finance and staffing.

e Ensure directly operated facilities meet current standards and provide.
residents with an appropriate environment in the last stages of life.
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e Develop stronger partnerships with independent sector providers and
encourage new investment.

e Develop new and innovative models of care in partnership with housing
providers.

The work will align with the Older Adult Strategy. It is also hoped that it will
result in transformational change in the provision offered within Argyll and Bute,
along with new investment. It is objective and based on evidence and analysis
of demand and capacity but must also consider the views of communities and
stakeholders.

The development of options and models are taking into account the financial
and workforce constraints facing the HSCP and the Council, at present. It is not
going to be possible for the HSCP to fully meet all expected demand within the
area. It is unlikely that funding would be available to build the facilities required
and that these could be staffed in a sustainable way. Further, it is also hoped
that, as we move to the next stage of consulting on options, we can work with
the independent sector to develop innovative solutions that are not entirely
reliant upon public investment. However, it is likely that some public sector
capital investment will be required over and above the normal allocations made
by the Council to support the care home estate.

Progress to Date

Significant work has been completed in partnership with Hub North, Higher
Ground, and Thomson Gray, this includes:

1. Strategic Assessment

The Strategic Assessment (SA) reviewed the physical condition of our care
home estate (Council owned and HSCP operated care homes), and engaged
with staff, with service users, and with other stakeholders, to consider the nature
of the services provided. This concluded that there were clear deficiencies and
dilapidation across the estate along with a material mismatch between current
demand for residential care and available capacity. This assessment was the
basis for proceeding with further work to seek to better understand the issues
raised in the SA and take a more strategic, longer-term approach to addressing
them.

2. Stage 1 Report

The Stage 1 Report sought to model demand for care home places, based on
a number of scenarios, through to the 2040’s. This work analysed, by area,
current capacity (HSCP operated and Independent Sector) and compared this
to modelled future demand for residential care. It again reported that there are
areas where there is a significant current, and increasing future gap, between
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demand and capacity relating to residential care. Failure to address this is likely
to result in significant unmet future need for care.

3. Stage 2 Report

Upon conclusion of Stage 1 (combined with the SA) it was agreed by the HSCP
Senior Leadership Team, and the Council Executive Leadership Team, that
there was a robust basis for proceeding to Stage 2. This piece of work was
established to identify potential options, a methodology for evaluating them, and
high-level financial implications. This work has also concluded and outlines a
series of options with indicative revenue and capital costs. Each stage of the
process has been reported within the HSCP and to the Council Executive
Leadership Team prior to the commissioning of the next stage. It was decided
that wider stakeholder engagement should be the next step in the process and
that this would be best facilitated by an external provider with experience in this
type of public engagement.

Engagement Process

The HSCP has commissioned the HUB team to facilitate public engagement on
the care home programme. This aims to:

e Present the data and options in a way that is understandable to a broad
range of stakeholders and presents a range of potential visions which
stakeholders can meaningfully engage with.

e Gather the views of the people who reside in Argyll and Bute, in respect of
the future of residential and wider care and housing provision for older
adults.

e Provide a stronger evidence base for distilling the options into specific
proposals for each area and enable stakeholder views to be considered
alongside the data.

e Ensure that any service change proposals are developed in a way that
complies with the planning for people / HIS guidance.

e Engage with the independent sector specifically to assess interest / develop
proposals for joint working arrangements, in respect of new investments and
encourage expansion where the modelling data indicates a capacity
shortfall.

e Engage with other interested stakeholders including housing sector
providers.

This is not formal consultation on any specific proposal in respect of individual
sites or services. Rather, it will provide evidence of genuine community
engagement at a relatively early stage in the development of preferred options.

The proposed timeline is that the engagement will take place between July
and September 2026, reporting in October 2026.
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Additionally, the HSCP is investing in its engagement function and has recent
experience of large-scale engagement activity through the Threshold of Care
and the Budget Consultation processes. Learning from these processes
increases the ability of the HSCP to deliver effective engagement. However,
the complexity and sensitivity associated with residential care services does
mean that the external input should help ensure that there is objectivity in the
process and will add value to the development of materials and engagement
with the independent sector. HIS is supporting the HSCP in all of its major
engagement activities.

The cost is estimated at £63k plus up to a further £28k if attendance from the
external contractors is required at all of the in-person events. The HSCP has
identified a budget to fund this.

Governance

The governance arrangements are complex. The HSCP has responsibility for
service planning, quality, and commissioning. Where services are operated
directly by the HSCP, it is the Council that has responsibility for capital
investment and ownership of infrastructure. There are significant financial and
reputational implications which may arise from the engagement process.

IJB Responsibilities include:

- The Strategic Plan and Commissioning Strategy.
- The Older Adult Strategy.
- Setting out the future model of care, including:

Number and type of care home places needed.

Shifts in care (e.g. more complex needs, dementia care).
Geographical distribution.

Balance in-house, independent sector and community-based
provision.

swn =

Identifying service change proposals, including:

1. Need for new care homes.
2. Suitabiity of existing buildings.
3. Potential closures (from a service perspective).

The IJB cannot:

- Approve capital expenditure.

- Decide to build, sell, or demolish buildings.

- Commit Council capital funding.

- Make final decisions on asset disposal or closure of the council
buildings
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Council responsibilities include:

- Ownership and management of the estate.
- Capital investment decisions.

- Borrowing and capital programme approval.
- Asset disposal and property closure.

- Statutory duties as an employer.

It is important these responsibilities are understood prior to the commencement
of public engagement, particularly as some communities are likely to make
strong representations which would require substantial capital investment to
implement.

Next Steps

The next steps will be to progress with the public engagement which will report
in October. Once the outcome of the engagement is known, it is intended that
this will be combined with the Stage 1 and Stage 2 work to develop firm
proposals. Further formal consultation may be required and further resourcing
needed to develop investment business case(s).

CONCLUSION

The HSCP intends to continue with the strategic development programme in
respect of residential care. The next stage of the process is to engage with
stakeholders throughout Argyll and Bute. This will ensure that the HSCP is
conducting its planning processes with the communities it serves. It is intended
that the engagement will take place during the summer 2026.

The responsibilities associated with residential care sit with both Argyll and Bute
Council and the HSCP. This report outlines the high-level responsibilities both
organisations have, as the potential policy and financial implications are
substantial.

IMPLICATIONS
Policy

The programme has significant implications for Health and Social Care
services. It seeks to ensure that future residential care home capacity and
demand are modelled and understood. A policy response is required to seek to
ensure that appropriate quality and volume of services are available to people
in the future. There are also implications for other policy areas such as Housing
and Economic Development.
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Financial

The programme has significant revenue and capital resource implications. The
cost of the engagement is estimated at £63k plus up to a further £28k if
attendance from the external contractors is required at all of the in-person
events. The HSCP has budget to fund this.

Legal

None at present; the governance arrangements are outlined in this report.

HR

None at present but the programme may result in significant service change in
the medium term which is expected to have HR implications.

Customer Service
None.
Risk

There are substantial risks associated with the contents of this Report and a
full risk register will require to be developed and maintained. Risks include:

¢ Failure to invest results in failure of facilities and reduced local capacity.

e Modelling overstates future demand due to shift in care models or other
unforeseen event(s), reducing future demand.

¢ Modelling understates future demand and failure to invest in capacity locally
and nationally is not increased, resulting in unmet demand and pressures
on care at home and hospital provision.

¢ Independent sector reduces capacity or are unwilling to accept national
contract rate, resulting in reduced capacity.

e Capital and / or revenue cost modelling is optimistic.

¢ Insufficient staffing to operate a new facility.

e Just because demand / need is projected to increase does not mean that
funding to provide residential care will be available.

¢ Reputational damage through engagement / consultation process.

Climate Change

Reducing the carbon reduction footprint of existing and any potential new
facilities is one of the objectives of the programme.

Fairer Scotland Duty



The HSCP plans to ensure that appropriate social care services are available
to those that require them.

6.9 Equalities - protected characteristics

A full Equality Impact assessment will be required as the programme
progresses. Residential care services provide care for older people.

6.10 Consumer Duty

None.
6.11 Island Communities

Residential care services are provided to island residents and, at present, the
HSCP operates residential care homes on Bute, Islay, Tiree, and an enhanced
care facility on Mull. The engagement process will include in-person events on
Islay, Mull, and Bute.

6.12 Children’s Rights and Wellbeing

None.

Evan Beswick - Chief Officer, Argyll and Bute Health and Social Care Partnership

Councillor Dougie McFadzean - Policy Lead

28 April 2026

For further information contact: James Gow, Chief Finance Officer HSCP,
james.gow@arqgyll-bute.gov.uk
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