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Putting People First  

Milestone Self-Improvement Framework 
 
 
Purpose of this document 
This has been co-designed by the Putting People First Social Care Consortium to 
accompany the milestones. It provides you with some brief descriptors for each of 
milestones and also with some questions to help you with your planning for each of the 
milestones. These are not intended to be prescriptive.  
 
How might you use this? 
 
We have designed this as a self assessment tool. We hope that councils will find it a 
useful means to:- 

o Stimulate strategic discussions, internal challenge and a review of existing plans in 
the light of the milestones 

o Map and measure your own progress in implementing the Milestones and to 
enable reports to key Local Programme Management and Management teams 

o To identify areas where you need to do more work 
o To form the basis for a discussion with regional Transformation Leads, and to 

identify where the assistance of regional support staff from regional JIPs and 
partner bodies will be helpful 

o To identify opportunities for sharing learning with other local authorities 
o To identify areas for regional work/projects, to assist with particular common 

challenges 
 
How often will you want to use this? 
 
We think it will be sensible to update this self assessment at least quarterly, or at a time 
appropriate to the Authority taking into account the timescales for the milestones. The 
results should feed into normal reporting processes in your council.  
 
 How will Information be used regionally? 

How this information is used will be a decision for each region. 

It could provide regional Putting People First/TASC steering groups/JIP boards etc with 
progress and planning reports to assist with the ongoing development of regional 
programmes of support. Transformation Leads could use this information to better focus 
support to their regions and to highlight areas of innovative practise. 
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Progress with Putting People First milestones  
 
Council: ………Plymouth City Council……………………………………….. 
 

Underpinning Requirements 
 
Are all stakeholders fully engaged and 
supportive of local planning for “Putting People 
First” 

Red Amber/ 
Red 

Amber 
/ 
Green 

Green 

The full engagement of all service users. 
 

  √  

The full engagement of all staff working to support 
the delivery of care, which includes people working 
in the provider services and third sector 
organisations. 
 

  √  

The full engagement of Primary Care Trusts and 
the wider health community. 
 

  √  

The full engagement of local politicians 
 

  √  

The full engagement of all parts of local councils 
and of other key strategic partners. 
 

  √  

The support of regional and national programmes. 
 

  √  

Are the following Key Arrangements resolved 
and in place 

Red  Amber/ 
Red 

Amber/
Green 

Green 

A system is in place, which manages the risks 
associated with the transformation that includes 
both the risks for individuals and financial and other 
risks 

   √ 

Clarity of the business models that will need to be 
adapted to support the transformation 

  √  

Financial systems, which support the delivery of 
personal budgets. 
 

  √  

A local project plan for the delivery of the 
transformation with clear projections and targets to 
reach locally identified milestones 

   √ 

Business cases, which track the new investments, 
and disinvestments that will be required to support 
the change. 
 

  √  

A workforce strategy that supports the 
transformation 

  √  
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Milestone 1: Effective partnerships with People using services, carers and 
other local citizens 

Description: Successful delivery of Putting People First will depend on citizens, people 
accessing care and support and carers working in a co-productive 
relationship with Local Authorities and their partners at all levels in the 
design, planning and delivery of new personalised systems and services. 
 
Formal and informal structures should be in place to allow citizens and the 
full spectrum of user and carer representatives to contribute to the local 
design and delivery of social care transformation. This should go well beyond 
traditional “consultation”  
 
User-led organisations can provide expertise (such as service user 
experience) that is not always available within local authorities and this 
expertise should be harnessed to co-produce the transformation of social 

 
Key Dates 
and 
Deliverables: 

April 2010 October 2010 April 2011 

That a communication has 
been made to the public 
including all current service 
users and to all local 
stakeholders about the 
transformation agenda and 
its benefits for them.   
 
That the move to personal 
budgets is well understood 
and that local service users 
are contributing to the 
development of local 
practice. [By Dec 2009]  
 
That users and carers are 
involved with and regularly 
consulted about the 
councils plans for 
transformation of adult 
social care. 

That local service 
users understand the 
changes to personal 
budgets and that 
many are 
contributing to the 
development of local 
practice. 

That every council 
area has at least one 
user-led organisation 
who are directly 
contributing to the 
transformation to 
personal budgets. (By 
December 2010) 

 
How likely 
are we to 
achieve this 
milestone by 
this date?  
 
 

Very likely √ Very likely √ Very likely √ 

Fairly likely  Fairly likely  Fairly likely  

Fairly unlikely  Fairly unlikely  Fairly unlikely  

Very unlikely  Very unlikely  Very unlikely  
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Milestone 1: Effective partnerships with People using services, carers and 
other local citizens 

Key 
Questions: 

• Does our Authority have plans 
in place to meet the DH target 
of a ULO in place by the end 
of 2010? 

 
 
 

 
 
 
Y   

• Is there a programme board 
for the delivery of PPF that 
has direct representation of 
users/carers? 

 

No but we have been using 
Appreciative Inquiry events to involve 
users and carers in planning for the 

new system and specific user 
reference groups are being 
established as identified e.g 

reference group for the drafting of 
new service specifications for Direct 

Payment support services 
• Does out Authority have a 

range of means at all levels to 
effectively co-produce 
transformation with people 
who use care and support? 

 

 
Yes. There is on-going work with 

examples including Service Users on 
Partnership Boards and User 

Reference Groups in place and a 
programme of Appreciative Inquiry 

events with carers and service users 
thinking about the future. A DVD has 

been co-produced with service 
users/carers to promote self directed 

support  
 

• What are we planning to do 
next? 

Continuing to use Appreciative 
Inquiry : next sessions will focus on  
user and carer expectations/quality 
standards for the council as we begin 
to implement the new operating 
system 

• What could prevent us from 
achieving this milestone? 

We will achieve the milestone but not 
necessarily at the precise time 
proposed 

• What external support would 
help? 

Recognition that this is an on-going 
process  

Key Risks 
and 
Mitigating 
Actions: 
 

Users do not see benefits of change 
and disengage 

Appreciative Enquiry Approach 
Regular Feedback Mechanisms to 
Users 
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Milestone 1: Effective partnerships with People using services, carers and 
other local citizens 

Useful 
Information: 

The DoH document “User-led organisations project policy” sets specific 
criteria for ULOs: 
  
http://www.dh.gov.uk/en/Publicationsandstatistics/Publications/PublicationsP
olicyAndGuidance/DH_078804 
 

 
 
 

Milestone 2: Self-directed support and personal budgets 

Description: Success on this milestone would mean systems are in place to allow citizens 
who require social care support to easily find and choose quality support, and 
control when and where services are provided, and by whom. 
 
For those citizens eligible for council funding, the amount available to those 
individuals should be known prior to starting person centred support planning.  
 
People should have the ability to spend part or all of their money in a way 
that they choose; including being able to mix directly purchased and council 
provided services. 
 
 Extra help should be available to any citizen that needs help with information 
and advice or to negotiate their support. 

 
Key Dates 
and 
Deliverables: 

April 2010 October 2010 April 2011 

That every council has 
introduced personal 
budgets, which are being 
used by existing or new 
service users/ carers.  
 

That all new service 
users / carers (with 
assessed need for 
ongoing support) are 
offered a personal 
budget.  
 
That all service users 
whose care plans are 
subject to review are 
offered a personal 
budget.  
 

That at least 30% of 
eligible service 
users/carers have a 
personal budget. 

 
How likely 
are we to 
achieve this 
milestone by 
this date?  
 
 

Very likely √ Very likely √ Very likely √ 

Fairly likely  Fairly likely  Fairly likely  

Fairly unlikely  Fairly unlikely  Fairly unlikely  

Very unlikely  Very unlikely  Very unlikely  
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Milestone 2: Self-directed support and personal budgets 

Key 
Questions: 

• Have we started to issue 
personal budgets?  

 
Y  

If No to the above 
 
• On what date are we planning 

to start issuing personal 
budgets? 

 

• Is this a pilot or mainstream 
activity for all new customers?  

 

• What are we planning to do 
next? 

 

• What could prevent us from 
achieving this milestone? 

 

• What external support would 
help? 

 

Key Risks 
and 
Mitigating 
Actions: 
 

  

Useful 
Information: 

Upcoming SDS restatement / Legal advice / Operating Model document 
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Milestone 3: Prevention and cost effective services 

Description: This milestone looks at a whole system approach to prevention, intervention 
and cost effective services.  
This includes the support available that will help any citizen requiring help to 
stay independent for as long as possible. A key part of this is ensuring 
council-wide and partnership approaches to universal services e.g. leisure, 
adult education, transport, employment, healthy living and health 
improvement (backed by targeted intervention), along with housing and 
supported living options. 
Examples of intervention include reablement type services that help people 
regain independence to live in their own home. It also helps people to avoid 
becoming dependent on council provided services with national studies 
demonstrating many people finish reablement services with either a reduced 
need for care, or no ongoing requirement at all.  
It is important that the council and the NHS are jointly investing in early 
intervention and prevention and monitoring the effectiveness of services 
together eg. Joint  interventions at best include telecare, case finding/case 
co-ordination and joint teams for complex and end of life care. 
Being able to evidence these types of savings is crucial, and reablement type 
services should form an intrinsic part of any Putting People First operating 
model. 
 

 
Key Dates 
and 
Deliverables: 

April 2010 October 2010 April 2011 

That every council has a 
clear strategy, jointly with 
health, for how it will shift 
some investment from 
reactive provision towards 
preventative and enabling/ 
rehabilitative interventions 
for 2010/11.  Agreements 
should be in place with 
health to share the risks and 
benefits to the ‘whole 
system’. 
 

That processes are 
in place to monitor 
across the whole 
system the impact of 
this shift in 
investment towards 
preventative and 
enabling services.  
This will enable 
efficiency gains to be 
captured and 
factored into joint 
investment planning, 
especially with 
health.  

That there is evidence 
that cashable savings 
have been released as 
a result of the 
preventative strategies 
and that overall social 
care has delivered a 
minimum of 3% 
cashable savings.  
 
There should also be 
evidence that joint 
planning has been able 
to apportion costs and 
benefits across the 
‘whole system’.   
 

 
How likely 
are we to 
achieve this 
milestone by 
this date?  
 
 

Very likely  Very likely  Very likely  

Fairly likely  Fairly likely √ Fairly likely √ 

Fairly unlikely  Fairly unlikely  Fairly unlikely  

Very unlikely √ Very unlikely  Very unlikely  
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Milestone 3: Prevention and cost effective services 

Key 
Questions: 

• Do we have a strategy and/or 
an investment programme for 
Prevention and Early 
Intervention?  

 

Yes an investment programme 

• Are health partners involved in 
this strategy? As a stakeholder not yet as a joint 

commissioner due to the  pace of our 
developing integration [programme  

• What are we planning to do 
next? 

WE are developing a model for 
integrated prevention, reablement, 
intermediate and community services 
in response to commissioning 
strategy (TCS). Plans due for FBC by 
June: implementation to commence 
from October   Building stronger links 
across other council departments to 
develop effective Universal Services 
Realigning existing service provision 
to achieve greater strategic fit 

• What could prevent us from 
achieving this milestone? 

Conflicting organisational/financial 
pressures 

• What external support would 
help? 

 

Key Risks 
and 
Mitigating 
Actions: 
 

Lack of engagement from other 
agencies 
Capacity for change management 

Senior Buy-in 
Alignment of Commissioning Plans 
Support from external experts 

Useful 
Information: 
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Milestone 4: Information and advice 

Description: All citizens should be able to easily find locally relevant quality information 
and advice about their care and support needs in order to enable control and 
inform choice. Information should be available in a range of formats and 
through channels to make it accessible to all groups. Provision of information, 
advice and guidance should move from being largely developed from 
separate initiatives to a single coherent service strategy. 
 

 
Key Dates 
and 
Deliverables: 

April 2010 October 2010 April 2011 

That every council has a 
strategy in place to create 
universal information and 
advice services. 

That the council has 
put in place 
arrangements for 
universal access to 
information and 
advice. 

That the public are 
informed about where 
they can go to get the 
best information and 
advice about their care 
and support needs. 
 

 
How likely 
are we to 
achieve this 
milestone by 
this date?  
 
 

Very likely √ Very likely √ Very likely √ 

Fairly likely  Fairly likely  Fairly likely  

Fairly unlikely  Fairly unlikely  Fairly unlikely  

Very unlikely  Very unlikely  Very unlikely  

Key 
Questions: 

• Do we have a strategy for 
universal access to 
information, support and 
guidance for adult social care?  

 

Y  

• Are self-funders (i.e. all 
citizens) included in this 
strategy so they can make use 
of both universal and paid for 
services to stay independent? 

Y 

• On what date is it expected 
this strategy will be delivered? 

From April  

• Is the council helping voluntary 
organisations and other 
partners provide universal 
information and advice to a 
wide range of the population  

 

Yes 
Funding is going into a number of 
voluntary sector providers to 
deliver timely information and 

advice 

• What are we planning to do 
next? 

Implementing new web portal 
Reviewing all grant funded 

universal services to realign with 
strategy 



PAGE 10                                                                                             12/10/2010 

Milestone 4: Information and advice 

• What could prevent us from 
achieving this milestone? 

 

• What external support would 
help? 

None 

Key Risks 
and 
Mitigating 
Actions: 
 

Quality of information provision Mystery Shopping  
 

Useful 
Information: 
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Milestone 5: Local commissioning 

Description: Councils need to ensure the development of a diverse and high quality 
market in care and support services to offer real choice and control to service 
users and their carers.  
 
Commissioning strategies based on the local JSNA, and in partnership with 
other local commissioners, providers and consumers of services should 
incentivise development of diverse and high quality services, and balance 
investment in prevention, early intervention/reablement with provision of care 
and support for those with high-level complex needs.  
 
User-led initiatives and a much wider range and scale of services to address 
local need should emerge, in a market that is increasingly populated by 
individual purchasers.  
 

 
Key Dates 
and 
Deliverables: 

April 2010 October 2010 April 2011 

That councils and PCTs 
have commissioning 
strategies that address the 
future needs of their local 
population and have been 
subject to development with 
all stakeholders especially 
service users and carers; 
providers and third sector 
organisations in their areas.  
 
These commissioning 
strategies take account of 
the priorities identified 
through their JSNAs. 
 

That providers and 
third sector 
organisations are 
clear on how they 
can respond to the 
needs of people 
using personal 
budgets. 
 
An increase in the 
range of service 
choice is evident. 
 
That councils have 
clear plans regarding 
the required balance 
of investment to 
deliver the 
transformation 
agenda. 
 

That stakeholders are 
clear on the impact 
that purchasing by 
individuals, both 
publicly (personal 
budgets) and privately 
funded, will have on 
the procurement of 
councils and PCTs in 
such a way that will 
guarantee the right 
kind of supply of 
services to meet local 
care and support 
needs. 

 
How likely 
are we to 
achieve this 
milestone by 
this date?  
 
 

Very likely √ Very likely √ Very likely √ 

Fairly likely  Fairly likely  Fairly likely  

Fairly unlikely  Fairly unlikely  Fairly unlikely  

Very unlikely  Very unlikely  Very unlikely  
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Milestone 5: Local commissioning 

Key 
Questions: 

• Are we working with providers 
so they understand how we 
want them to develop and how 
they can develop flexible 
support arrangements?  

 
 
 
Y 
 

• Have we clear links between 
adults social care 
transformation and the NHS 
local services commissioning? 

Y  

• How have commissioning and 
contracting arrangements 
been changed to enable 
providers to offer choice and 
flexibility 

 

Framework Agreements are now in 
place for LD providers. 
ISUF’s in place within a framework 
agreement converted from a block 
for Extra Care Housing scheme: 
now being evaluated so learning 
can be rolled out. 
 
Other blocks being reconfigured 
with frameworks and piloting 
ISUF’s, new providers being 
encouraged and small providers 
being developed. In house 
provision being reconsidered, 

• How are we shaping the 
market in order to develop a 
supply of services that will 
meet the needs of all citizens 
that require social care? 

 

Working with providers to 
personalise their existing services 
and also seeking out potential new 
market entrants 

• To what extent are users, 
carers, providers and third 
sectors been involved in 
developing the commissioning 
strategy? 

 

Service user feedback is integral 
to our reviews 

• What are we planning to do 
next? 

Evaluate the effectiveness of our 
approach to date and develop a 
further plan building on the 
learning 

• What could prevent us from 
achieving this milestone? 

 

• What external support would 
help? 
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Milestone 5: Local commissioning 

Key Risks 
and 
Mitigating 
Actions: 
 

Lack of engagement from providers 
Inability of providers to develop 
personalised services 

Early market signalling 
Capacity Building with providers 
Encouraging new market entrants 

Useful 
Information: 

 

 
 


