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Summary of report: 
 
In October 2008 a range of Options were considered to address budgetary 
concerns (£300k per annum deficit) and officers were asked to progress options 
that supported a restructuring of the service to maintain a sustainable service that 
could grow, be managed within budget parameters and eventually be externalised. 
 
At its meeting in March 2009 Scrutiny were concerned to note a continuing 
deterioration of the financial position at Links to Work which could result in the loss 
of a further 6 posts in addition to the 9 posts proposed in the October 2008 report. 
 
Scrutiny asked the Chief Executive to review the proposals and if the need to 
reduce posts could be accommodated by actions elsewhere within the Council. 
 
This report identifies that there is a need to reduce posts by a further 6 and also 
there is a need to develop a whole system strategy to address the long term 
employment needs of people with disabilities. 
 
Panel are asked to note progress to date and the need for further management 
action to address the financial shortfall of the Links to Work operation and its long 
term strategic fit. 
. 
Background papers: 
 
Links to Work Preparation and Supported Employment Service – Decision on the 
future of the Service – Cabinet Report October 2008. 
 
Health Social Care and Inclusion Scrutiny Panel – January 2009 
Links-to-Work work Preparation and Supported Employment Service. Update on 
the future of the Service. 
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Reason for scrutiny: 
 
Scrutiny requested this information to assess and understand the impact of the 
restructuring of Links To Work. Specifically the impact of changes to identify the 
number of posts at risk and any impact on service users. 
 
In particular Scrutiny wanted to be alerted to changes in advance rather than after 
management decisions. 
 
This report therefore advises Scrutiny that their expressed concerns were 
considered at Chief Executive and Executive Director level. The review of issues 
identified that there was a need for a more strategic approach to address the 
employment needs of people with disabilities but there was no short term 
arrangements that could overcome the reducing level of income experienced by 
Links to Work as a result of national economic circumstances. 
 
Scrutiny are advised that a Cabinet report has been produced requesting a key 
decision to agree to the staffing reductions at Links to Work as presented to 
Scrutiny in March 2009. 
 
Resource and legal considerations: 
 
The preferred route to address the underlying financial issues at Links to Work was 
Option 4 in the Cabinet Report of October 2008  This option still leads to a projected 
overspend of £0.340m in 2008/09 which has been funded from within existing budgets 
within Learning disabilities. For future years a smaller overspend of £0.096m in 2009/10 
and £0.025m in 2010/11were envisaged based on historical income assumptions.  

 
In month 08 2008/2009 the budget deficit was reduced to £0.284 following a range of 
management interventions but further reductions in income over the last 10 months 
have resulted in a projected budget deficit for 2009/2010 of £0.448. 

 
Following concerns raised by this Scrutiny Panel, a request was sent to the Chief 
Executive asking for there to be full CMT consideration of the losses of posts at Links to 
Work to be mitigated by the availability of posts elsewhere in the local authority.  This 
was supported by the Leader and agreed by the Chief Executive and action on 
implementing the staff cuts at Links to Work was suspended pending this consideration.  
In October 2008 the report produced for Cabinet envisaged that Links to Work needed 
to reduce numbers of staff employed by 9 posts and maintain its income streams to 
achieve the required balanced budget in 2009/2010. 
 
Since October income levels have declined as indicated in 4.1. A report to Scrutiny and 
Performance Panel indicated that a further 6 posts (15 in total) were at risk to achieve 
the balanced budget. 
 
Scrutiny and Performance Panel asked the Chief Executive to indentify whether the ‘at 
risk’ employees at Links to Work could be accommodated in jobs else where within the 
Council to obviate the need to make disabled employees redundant. 
 
Discussions at Executive Director level have indicated a need for a whole system 
review of the strategic approach to the issues of employment of people with disabilities 
and whilst there may be scope to extend the current ‘recruitability scheme’ and  
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explore a new provision, these discussions have also recognised that there is no 
immediate or short term alternatives to obviate the need to reduce staffing levels to 
address the increasing budget shortfall and potential impact on the overall Social 
Care and Inclusion budget. 
 
Due to the issues raised by Scrutiny the declaration of the number of employees ‘at 
risk’ was suspended however this has meant that action to reduce the budget 
deficit has also been suspended placing considerable pressures on the overall 
Social Care & Inclusion budget position and in particular the Disability Service 
which hosts the Links to Work function. 
 
In addition to the financial issues the reports submitted regarding Links to Work 
have identified that the historical model is no longer sustainable in the current 
economic context and will not meet the definitions of ‘employment’ or the future 
need to support the employment of people with disabilities. 
 
An overview of the service indicates the need to review the activity set against a 
strategy which could include more radical commissioning options for the future.  
This will be the subject of a further submission to Cabinet at a later date. 

The budget deficit at Links to Work has increased from £0.284 as at month 08 
2008/09 to a projected £0.448 for 2009/10.  The major influencing factor has been 
the general economic downturn which has reduced income. Quarterly financial 
analysis shows a reduction in income across all workstreams it also identifies that 
all work steams are none profit making and contribute to the overall loss.  As an 
example: 
 
June 2008 sold 32 tonnes of recycled plastic at £180 per tonne = £5,760 
June 2009 sold 6 tonnes of recycled plastic at £200 per tonne  = £1,200 
 
This equates an annual reduction in come of £55,000 
 
All the changes will be implemented and managed within existing policy and 
procedures and will not have any legal implications. 
 
Citizen impact: 
 
The approach taken in the development of the preferred future service options has 
been to minimise the impact on service users who attend Links to Work.  
 
The overall impact of the recent project work and future planned activity could 
reduce the number of support posts from 34 present down to 19. 
 
 

Impact  Jobs at risk  Proposed 
Timescales 

Option 4  9 posts (2 of which are 
already vacant) 

September  2009 

On going 
Service 
Review 

6 posts  December 2009 
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There are implications in terms of consultation with staff, individual support, 
redundancy and redeployment.  There are limited opportunities for redeployment 
due to skill levels of some of the employees. 
 
Full consultation has taken place regarding the original (Option 4) 9 posts ‘at risk’.  
Further consultation and Cabinet approval is required for the proposed further 6 
posts ‘at risk’. 
 
It has been agreed that all posts should wherever possible be skills matched with 
vacancies within the Council.  In addition, a variety of approaches, including job 
trials rather than formal interview, be implemented as part of the reasonable 
adjustments to meet the needs of people with disabilities. 
 
Wherever possible the Council will try to offer alternatives to people with disabilities 
losing their employment but the economic circumstances are such that Links to 
work will need to reduce its staffing levels to address the budget deficit. 
 
Two people have expressed an interest in voluntary redundancy. 
 
Environmental impact: 
 
Links to Work currently collects an average of 6 tons per month of plastic; this 
contributes to the Council a minimum of £240 a month in avoided landfill charges 
and influences EU monies. The reduction in volumes has impacted on the savings 
the Council have previously made this has reduced from £1200 per month to just 
£240 per month. 
 
Performance management: 
 
There are key performance indicators that are affected by the operations at Links to 
Work.  These indicators link to the council’s overall performance rating. 
 

• N1 132 – Timeliness of social care assessment (18+) 
• N1 133 – Timeliness of social care package (18+ from 2009/10) 
• N1 136 – People supported to live independently through social services. 
• N1 146 – Adults with learning disabilities in employment. 

 
Links to Work offers support, tackles inequalities and encourages independence 
through the acquisition of skills and progression to open employment.  This service 
is intended to be in line with key government directions outlined in ‘Our health, our 
care, our say – a new direction for community services’, ‘Putting People First’ and 
‘Valuing People Now’.   
 
However the historical service model is no longer sustainable in the current 
economic context as it does not offer real work as Public Service Agreement 16 
requires and the numbers of people progressing to  
open employment is very low. 
 
 To meet the aspirations of the cross government strategy ‘Valuing Employment 
 Now’ there is a need for a radical increase in the number of people with moderate 
 or severe learning disabilities to be in employment, the Government wants as 
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 many as possible of these jobs to be at least 16 hours per week. 
 
This requires the development of a whole system employment strategy at Walsall 
 Partnership level to be effective. 
 
The vision for Walsall in 2021 states that people are our strength and have the 
skills and attitude required by employers.  Links to Work has a key influence on the 
council’s performance to make this vision a reality. 
 
 
Equality Implications: 
 
The two key equality implications are:- 

• The loss of employment for adults with disabilities. 
• Potential loss of a key service to support adults with disabilities. 

 
An impact assessment has been initiated. 
. 
Consultation: 
 

• Disability Services Senior Management Team, Finance and Human 
Resource Officers have been consulted throughout the progress since the 
Cabinet view in October. 

• All staff including Unison Stewards have been made aware of the deficit, the 
Cabinet view and the need to change.  Feedback generally accepted that 
there needs to be changes but there is anxiety regarding the future of their 
jobs.   

• Membership of Local JNC has been agreed and consultation is in progress, 
regular meetings are scheduled. 

• Job descriptions and job specifications produced to meet the needs of 
Option 4 have been agreed by the Job Evaluation Team to ensure 
compliance with single status.  

 
The Health & Social Care Scrutiny Panel will be briefed on a regular basis 
regarding developments at Links to Work.  
 
Contact Officer: 
 
John Greensill – Head of Disability Services 
℡.  01922 658390 
greensillj@walsall.gov.uk 
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Detail of the Report 
 
Employment for people with disabilities 
 
Employment rates for people with significant disabilities remain stubbornly low with 
estimates that only 10% of people are employed, many on a  part time basis. Public 
Service Agreement 16 (PSA 16) focussed the attention of local authorities on improving 
employment rates through the use of Local area Agreements. 
 
The socially excluded adults PSA (16) aims to ensure that the most socially excluded 
adults are offered the chance to get back on a path to a more successful life, by 
increasing the proportion of at-risk individuals in: 

 
• settled accommodation; and 
• employment, education or training. 
 

A home and a job are the core foundations of normal, everyday life which the majority of 
people take for granted. The Government wants to extend this expectation and 
aspiration to the most excluded, for whom a settled home and the opportunity to work 
can often seem out of reach. 
 
To date the council’s approach to achieving Public Service Agreement 16 has included: 

• Recruitability – a 6 place annual scheme to recruit disabled people 
• Links to Work – effectively a sheltered workshop (150 people) which also 

employs a number of people with disabilities (up to 32 people). 
 
The 150 service users who attend Links to Work do not count as ‘people in employment’ 
as they do not “have their National Insurance paid for directly from their wages”. Links to 
Work should be considered as a sheltered workshop/employment provision. Service 
users are supported in an employment environment engaging in various activities / 
tasks rather than attending traditional day services  
 
Other councils are facing the same dilemma, projects similar to Links to Work are not 
delivering real employment opportunities to service users that are viable financially to 
create real work environments which are competitive or commercially viable. 
 
Following an Overview and Scrutiny report produced in March 09. Members requested 
information regarding employment opportunities for people with disabilities within the 
council and how this could be improved. The underlying expectation was that other work 
opportunities could be created across the council that would avoid implementing the 
proposed staffing cuts at Links to Work. 
 
The need for a reconsideration of our approach has been highlighted by the worrying 
deteriorating situation at Links to Work resulting in a need to reduce staffing against a 
budget deficit and reducing income stream with an end of year forecast deficit of over 
£400k. Senior Managers for Disability Services, Regeneration and HRD, at the request 
of Scrutiny Panel, have met to explore the available opportunities to fulfil this 
expectation. A number of options were considered which involved: 
 

• Increase the council’s recruitability scheme – the view on this has been that 
the current 6 person scheme, though successful, could not realistically be 
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extended to either the degree or in a timescale that would address the issues 
of LTW. Nonetheless an extension is being actively pursued. 

 
• The creation of a new borough i.e. LSP wide scheme to identify a range of 

jobs both within the council and its partner agencies that would be suitable to 
be filled by individuals with significant disabilities. This is to be done in such a 
way as to attract funding available to support access to employment 
opportunities – though work on this is underway, led by Regeneration, there is 
little hope that such a scheme could be up and running in time to provide a 
realistic alternative employment opportunity to staff at risk in LTW.  

 
• HRD is exploring the possibility within both of the above options to create 

recruitment processes that minimise obstacles to securing permanent 
employment. 

 
Links to Work update 
 
In October 2008 a report produced for Cabinet envisaged that Links to Work needed to 
reduce numbers of staff employed by 9 posts and maintain its income streams to 
achieve the required balanced budget in 2009/2010. Since October income levels have 
continued to decline as a result of varying factors. A report to Scrutiny Panel indicated 
that a further 6 posts (15 in total) were at risk to achieve the balanced budget. 
 
Scrutiny has asked the Chief Executive to indentify whether the ‘at risk’ employees at 
Links to Work could be accommodated in jobs else where within the Council to obviate 
the need to make disabled employees redundant. Whilst this remains an aspiration it 
does not address the short term need for financial balance nor an appropriate strategic 
approach to meet long term need. 
 
Due to the issues raised by Scrutiny the declaration of the number of employees at risk 
has been suspended and will be the subject of a future Cabinet key decision. This has 
increased the risk of the Links to Work budget deficit reaching over £400k at year end. 
 
In addition to the financial issues the reports submitted regarding Links to Work have 
identified that the historical model is no longer sustainable in the current economic 
context and will not meet the definitions of ‘employment’ or the future need to support 
the employment of people with disabilities. 
 
An overview of the service indicates the need to review the activity set against a 
strategy which could include more radical commissioning options for the future. 
  
Links to Work has an historic overspend of £300k per annum primarily as a result of the 
transfer of staff from Walsall windows in 2006. 
  
The final outturn for 2008/09 was a deficit of 328k, and this was the immediate driver for 
change. 
 
The original plan for recovery of the financial outturn was based on staff reductions and 
increased revenue, this unfortunately is no longer viable in the current economic 
recession and indeed the current forecast for this financial year is a £448k deficit. 
 


