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1. Purpose of document

The purpose of this document is to set out the purpose for the remodelling capital project of the care 
home known as Waverley House in Leominster.  The document demonstrates the estimated cost of 
development and the anticipated benefits.

The business case describes the population needs for the remodelling and the forecast resource required 
to realise the benefits. The on-going viability of the project will be monitored by the Adults Project Board 
against the benefits identified in this business case.

2. Project aims and objectives

High Level Metrics

 Reduction in Delayed Transfer Of Care (DTOC) figures

 Increased capacity in the care market and choice (?) for residents

 Improved value for money compared to spot purchased placements

2.2. Summary of Reasons for the project

 Adult Social Care (ASC) currently spends £11.2m on nursing care provision for a total of 305 
Herefordshire residents. Trend analysis shows that whilst numbers in this area are relatively 
static (as a result of the Herefordshire model for delivering ASC) care needs are however 
proportionately increasing in complexity. As a result, 54% of placements in nursing homes are 
now paid over the “usual” rate.

 The council’s ownership of the building, together with the savings forecast, provides evidence 
that the proposed arrangement represents a best value solution for the council and that the 
terms of investment are those which a normal market investor would make, thus demonstrating 
compatibility with state aid law.

 The council has duties under the Care Act 2014 to meet assessed eligible needs and to 
understand and manage its market to ensure choice, quality and sustainability

Objectives

- Maximise and secure affordable good quality complex nursing bed provision for adult social 
care clients within a challenging high cost market.

- Reduce Delayed Transfers of Care (DTOC)

- Increase capacity within the care home sector.
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3. Background 

Waverley House nursing home was built in 2006/07 and forms part of a 30 year block contractual 
agreement with Shaw Healthcare Ltd for a number of facilities, including residential and nursing homes 
and extra care properties, across the county. 

The proportion of the population in Herefordshire aged 65 and over is 24 per cent compared to the 
England and Wales average of 18 per cent. Between 2016 and 2039 there is expected to be a 34 per cent 
increase in the number of people in Herefordshire aged between 65 and 84 years of age, and a 140 per 
cent increase among those aged 85 and over. The continuing rise in demand and the cost of care presents 
a significant challenge to deliver care services within our current funding levels.

The expansion of capacity at Waverley House represents one part of the wider strategy for addressing this 
need ensuring we meet the Adults Wellbeing plan and corporate objectives including commissioning 
services that are value for money.

The proposal is to remodel the Waverley House building to increase the nursing care bed capacity by 11 
beds which will support individuals with complex needs. This will involve moving the day care service to a 
smaller room at the rear of the building; phase two will involve moving the 7 residential beds from 
upstairs down to the day care footprint. And next phase three will entail developing the old 7 reablement 
bed area into 11 new nursing complex care beds which will then become part of the block contract 
through a formal contract variation.

3.1. Project Drivers 

 There are currently an estimated 44,800 people age 65 and over living in Herefordshire in 2016. 
Twenty-four per cent of Herefordshire’s population is aged 65 and over, compared to 18 per cent 
in England and Wales. Between 2016 and 2039 the number of people aged 65-84 is expected to 
increase by 34 per cent, and by 140 per cent among those aged 85 and over.

 By 2035 it is estimated that there will be 5,500 older people living with dementia in Herefordshire.

 Analysis of future demand for care home beds in Herefordshire has projected demand for nursing 
care home beds rising from the current 452 beds to 820 by 2036, indicating a requirement for an 
additional 368 beds over the coming 19 years. The estimated number of people in nursing care 
homes with dementia in Herefordshire is expected to rise from the current 294 to 554 over the 
same period. 

 This is set against a demand for nursing beds per month which can fluctuate from 6 – 19 
placements needed a month (based on Dashboard data) and therefore capacity is needed to meet 
this demand. If any of the nursing homes have any quality issues and with subsequent suspension 
on placements, capacity for complex care nursing beds can reduce very quickly and the council 
needs to ensure the market can meet the demand.

 Currently Adult Social Care (ASC) currently spends £11.2m on nursing care provision for a total of 
305 Herefordshire residents. 

 Analysis of the use of the current 10 block contracted complex nursing care beds back to May 
evidences no voids. The council currently spot purchases in the region of 7 beds at any moment in 
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time at Waverley in addition to the 10 block beds. Once the additional 11 beds are available under 
the block arrangement at a much lower rate, it will offer not only additional capacity but revenue 
savings to the council. This proposal will generate a potential saving of circa £100k pa which has 
already been built into the MTFS.

 Capacity to meet demand for complex care in Herefordshire is already pressured. The council 
often has difficulty in both finding placements for people with high needs and controlling the cost 
of these placements.

 The council’s ownership of the building, together with this savings forecast, provides evidence 
that the proposed arrangement represents a best value solution for the council. 

3.2. Current performance measures

Analysis of the use of the current 10 block contracted complex nursing care beds back to May 2018 
evidences no voids. The council currently spot purchases in the region of 7 beds at any moment in 
time at Waverley in addition to the 10 block beds.  

4. Scope 

4.1. Included in Scope

The proposal is to remodel the Waverley House building to increase the complex nursing care 
bed capacity by 11 beds ensuring the design meets the needs of individuals including utilising 
technology. This will involve moving the day care service to a smaller room at the rear of the 
building, the next phase will involve moving the 7 residential ‘reablement’ beds from upstairs 
down to the day care footprint. The next phase will entail developing the old 7 reablement bed 
area into 11 new complex nursing care beds which will then become part of the block contract 
through a formal contract variation.

4.2. Out of scope

Any other element of the block contractual arrangement with this Provider.

Stakeholders

The key stakeholders of the project with an analysis of their potential role on the project;

 Project sponsor- Stephen Vickers

 Project manager- Laura Tyler

 Senior supplier -Shaw Healthcare 

 Key users- Older People with assessed nursing care needs
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 A project board has been developed and includes:  Director of A&C, legal, property services, 
finance, procurement, Commissioners and the current Provider who is also and lease holder at 
Waverley House.

5. Constraints and dependencies

5.1. Initiatives which depend on this project are:

None

5.2. This project depends on:

Securing Capital monies to undertake the project

6. Options considered

 Identify options for the project

 Include ‘Do Nothing’

 Outline what each option is and the key advantages and disadvantages and benefits (with the 
help of the tables below if helpful) 

The financial analysis set out in this report explains that the council will recover the proposed level of 
capital investment to a maximum of 11 years by saving in the price of 11 beds which will move from the 
provider’s spot to block rate. Furthermore, additional nursing bed provision in county is imperative and 
part of a wider commissioning and market management approach.

Option 1

Detail 

To continue with the current model and number of beds at Waverley House. This is not 
recommended as the council is experiencing difficulties in sourcing nursing bedded provision in 
Herefordshire to meet the eligible needs of vulnerable adults and are spot purchasing additional 
nursing beds at Waverley House over the council’s usual rate.  Nursing beds at Waverley House at a 
‘market spot rate’ of £1,024 per week compared to the block rate of £623.26.  

Cost Dependant on the number of spot beds purchased, but for the average number 
of 7 purchased this would be a cost of circa £315k at the spot rate.

Advantages No further work is required

Able to just purchase the spot beds as and when required.

Disadvantages The cost to the Council will be higher longer term and the issue will still remain 
regarding capacity in the market. 

Impact The council is experiencing difficulties in sourcing nursing bedded provision in 
Herefordshire to meet the eligible needs of vulnerable adults and are spot 
purchasing additional nursing beds at Waverley House over the council’s usual 
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rate. 

Deliverability No work required and current model being delivered

Recommendation This option is not recommended. 

Option 2

Detail

Provide an additional 3 beds on the top floor and conversion to complex nursing care, capital cost 
£100K (These are commercial estimates from 2017 only and given the procurement exercise in 
August 2018 are significantly under stated).  Furthermore, this does not include any other works or 
project costs or any Contingency, plus Planning permission may need to be revisited. The current 7 
block purchased residential reablement care beds will be removed from the contract and the 
provider will need to be reimbursed for the remainder of the contract, plus the existing 7 elderly 
clients will need to be found alternative accommodation possibly away from their current Home. 
Furthermore, the providers Senior Lender Bank may need to undertake a feasibility/due diligence 
study to ensure the business model is not detrimentally effected (There will be a significant cost to 
this exercise).

Cost £100K Capital cost (These are commercial estimates from 2017 only and given 
the procurement exercise in August 2018 are significantly under stated). 
Furthermore, this does not include any other works or project costs or any 
Contingency. 

Advantages A significant cost for very little benefit

Disadvantages The current 7 block purchased residential reablement care beds will be 
removed from the contract and the provider will need to be reimbursed for the 
remainder of the contract, plus the existing 7 elderly clients will need to be 
found alternative accommodation possibly away from their current Home. 
Furthermore, the providers Senior Lender Bank may need to undertake a 
feasibility/due diligence study to ensure the business model is not detrimentally 
effected (There will be a significant cost to this exercise).

Impact High cost model with very little return. It will not support development of 
complex bed capacity in the market.

Deliverability Planning permission may need to be revisited.

Recommendation This option is not recommended. 

Option 3

Detail

This option entails the delivery of the full project of 11 new nursing beds; this involves moving the 
day care service to a smaller room at the rear of the building, the next phase will involve moving the 
7 residential ‘reablement’ beds from upstairs down to the day care footprint. The next phase will 
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entail developing the old 7 reablement bed area into 11 new nursing beds and secure them under 
the block contract at a cost of £968k through a contract variation. This would maximise the council 
owned site and potential efficiencies. The business case indicates that the capital costs could be 
recouped through offsetting the spot purchased beds at Waverley House within 11 years. This also 
supports our strategic approach to meet future demand. Moreover, these costs are sourced from a 
formal procurement process. Strongs Chartered Quantity Surveyors have confirmed that this is the 
optimum reconfiguration of the building to achieve new complex nursing care beds.

Cost £968k to secure the 11 new beds through a contract variation. The business 
case indicates that the capital costs could be recouped through offsetting the 
spot purchased beds at Waverley House within 11 years. Moreover, these costs 
are sourced from a formal procurement process. 

Advantages This would maximise the council owned site and potential efficiencies. This also 
supports our strategic approach to meet future demand. Strongs Chartered 
Quantity Surveyors have confirmed that this is the optimum reconfiguration of 
the building to achieve new complex nursing care beds.

Disadvantages None.

Impact An additional 11 beds would be available. 

Deliverability This option involves moving the day care service to a smaller room at the rear 
of the building, the next phase will involve moving the 7 residential 
‘reablement’ beds from upstairs down to the day care footprint. The final phase 
will entail developing the old 7 reablement bed area into 11 new nursing beds 
and secure them under the block contract. 

Recommendation This option is the preferred option, to deliver the full project of 11 new complex 
nursing beds and secure them under the block contract at a cost of up to £968k. 

 

Commissioners recommend option 3 as the preferred option to deliver the full project of 11 new complex 
nursing beds and secure them under the block contract at a cost of £968k. 

7. Budget provision

Approval has already been agreed to fund £400k of capital budget from the remaining Adults Single 
Capital grant pot. There is a remaining £100k being made available from that funding source which is 
already in the budget and then a further £468k is to be funded by corporate borrowing, once approved.

8. Detailed costs and assumptions on final recommendation

Capital cost of project 2019/20
(Please note these are approximate costs) £000
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Waverley Capital Project Cost/Benefit Analysis

Yr1 Yr2 Yr3 Yr4 Yr5 Yr6 Yr7 Yr8 Yr9 Yr10 Yr11
2019/20 2020/21 2021/22 2022/23 2023/24 2024/25 2025/26 2026/27 2027/28 2028/29 2029/30

£ £ £ £ £ £ £ £ £ £ £

Net identifiable benefits 24,358 97,431 97,431 97,431 97,431 97,431 97,431 97,431 97,431 97,431 97,431

Cumulative net benefit 24,358 121,789 219,220 316,650 414,081 511,512 608,943 706,374 803,805 901,236 998,667

Assumptions:-
1)

2)

3) The bed rates are based on todays prices and do not take account of inflation.

Assumed benefit is the difference between the current spot rate that we are paying Shaw and the modelled block contract rate going forwards - this modelled block 
contract rate is based on ALL of the Shaw Nursing beds as this is the way that the financial model calculates the bed rate.

In Yr1 assume only one qtr of savings achievable due to both the build and then the transition period from spot to block 

9. Benefits

Quantifiable:

The anticipated benefits of the proposed project are listed below:

9.1. Cashable benefits 

        Meeting future demand pressures for complex nursing care with 11 additional beds

        Controlling the costs of increasingly complex care

Build cost  based on the tender, but inflated for new financial year 650
Fixture and fittings based on estimates supplied by Property Services 60
Project management costs (designs, bank and legal fees, building regs, project 
management fees)
(Please note £22,500 has been spent on the feasibility and project designs).

170

Contingency 10% 88
TOTAL 968
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        Improved market resilience

        Revenue savings and cost avoidance for the ASC budget.

         Improving outcomes for people receiving nursing care in Herefordshire by providing high     
quality provision. 

   Supporting timely discharge from hospitals.

  Utilising an existing capital asset for which the council owns the freehold

 The property comes back to the council at the end of the contract in 2034, so the council are 
investing capital in their building. 

 The financial analysis set out in this report confirms that the council will recover the proposed 
level of capital investment over a period of 11 years, assuming that the maximum level of funding 
is required ie.£968k. This will be achieved by a saving on the bed rate of 11 nursing beds which 
will move from the provider’s spot bed rate to the block rate at the time the beds are available for 
use. The council currently have a number of individuals in spot purchase nursing beds at Waverley 
House at a ‘market rate’ of £1,024 per week (includes FNC of £158.16) and the current block 
contract rate is £623.26. 

9.2. Non-cashable benefits

 A care home market which will be resilient to fluctuating market pressures such as quality, 
reducing capacity due to home closures, change of owners or business.

 Additional nursing bed provision in county is imperative and part of a wider commissioning and 
market management approach.

 Good quality additional beds in the market will offer more choice to clients in county.

9.3. Dis-benefits 

None Identified

10. Resources 

The resources required for the delivery of the project are covered in the detailed costs and assumptions 
section.

There are also additional resources required from the service support roles – see below

1.1.1. Core Funded Roles

The key stakeholders of the project with an analysis of their potential role on the project;
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 Project sponsor - Stephen Vickers

 Project lead - Laura Tyler

 Senior supplier - Shaw Healthcare 

 Key users - Older People with assessed nursing care needs

 A project board has been developed and includes:  Director of A&C, legal, property services, 
finance, procurement, Commissioners and the current Provider and lease holder at Waverley 
House reports into an operational task and finish group.

Ongoing Service Support Roles

Property Services; assist in overseeing the project manager of the build, planning regulations are met, 
service specifications are fit for their stated purpose, formalise and confirm when the stated works are 
signed off as satisfactorily complete.

Legal; to ensure contract variation is in place, draft and ensure any build related contracts are legally 
compliant and implemented correctly; ensure that any ITT is fit for purpose. 

Finance; to check spend against budget, financial modelling, ensure the business case is viable and robust.

Procurement; to ensure any procurement exercise and/or award of building works is legally compliant and 
represents best value and quality for money. 

Shaw Healthcare (Provider); to oversee and provide regular reports on the build project; to ensure 
equipment, fixtures and fittings meet all statutory and Industry best practice requirements, to ensure 
rooms are clear to allow the building works to commence, plan the phased approach to minimise 
disruption, maintain budget and quality control.

11. Project timeline 

The project can be broken into broad stages: 

 Stage 1 – Engage and appoint suitable employers agency (probably Strongs as they have 
undertaken the works to date) to manage the project e.g. drafting tender pack, specifications, 
procurement and contracts- February 2019

 Stage 2 – Secure formal tenders/quotations- March 2019

 Stage 3 – Select the construction company and award the works based on procurement process- 
April 2019

 Stage 4 – Complete the phased remodelling and redesign works – up to 26 weeks after 
commencement of works by 1 November2019

 Stage 5 – Block contract variation agreed – by the 1 November 2019

 Stage 6 – Provider recruit staff – by 1 November 2019
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 Stage 7 – New nursing  care home beds available at Waverley House -1 November 2019

12. Risks

Risks are potential threats to the council that may occur but have not yet happened.  Risk management 
will monitor the identified risks and take any remedial action should the risk happen. In summary the main 
risks are as follows.

12.1. The key risks of not doing the project are: 

Lack of affordable nursing complex care provision to meet individuals need.

 Increased numbers of DTOC

 Not managing the market as stated within the Care Act 2014

 Not achieving  the Medium Term Financial Strategy (MTFS) targets

 Not meeting the corporate aims and objectives

 Not maximising the councils available building and contractual resources

12.2. The key project risks are:

 Insufficient capacity within the construction market to respond positively within the timescales 
required.

 Health and social care workforce pressures are well documented. Other strategies are in place to 
mitigate this as a risk.

Issues

The provider recruiting and employing suitably experienced and qualified staff, other strategies are in 
place to mitigate this as a risk.  

 Securing the Capital money required to undertake and fully deliver the project.

 Engaging with and securing an appropriate building contractor to undertake the works, the 
procurement exercise undertaken in August- September 2018 identified two building 
contractors. 

13. Appendices 

Appendix 1 – Feasibility report (if feasibility study undertaken)

Appendix 2 – Costing breakdown

Appendix 3 – Equality impact assessment

Appendix 4 – Stakeholder analysis
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Appendix 5 – Privacy and information security considerations

 


