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This report provides an update for members on the impact of 
policy changes introduced in July 2014 for disabled 
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Key Decision:  
 

 
NO  

Affected Wards:  
 

All  

Recommendations: 
 

The Committee be asked to:-  
Note the contents of the report 
 

Policy Overview: 
 

Carrying out adaptation work to council homes is a key 
element of the health and wellbeing agenda. It promotes 
independence for the tenants concerned, it enables them to 
stay in their home, safely and for longer, and helps prevent 
more expensive health and care interventions.  
 
Such work was one of five key priorities identified by 
members and agreed in July 2012 as part of the increased 
flexibility offered by reform of the HRA subsidy arrangements. 
 

Financial 
Implications: 
 

None 

Risk Assessment 
 

NO – not required for this report  

Community Impact 
Assessment 
 

NO – not required for this report 

Other Material 
Implications:  
 

None 

Exemption 
Clauses:  
 

None  

Background 
Papers:  
 

None  

Contacts:  
 

richard.robinson@ashford.gov.uk  – Tel: (01233) 330405 
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Agenda Item No.5 
 
Report Title: Disabled Adaptations to Council Homes 
 
Purpose of the Report  
 
1. This report provides an update for members on the impact of policy changes 

introduced in July 2014 for disabled adaptation work to council homes and 
funded via the housing revenue account (HRA). The report also provides 
some comparative information on the levels of spend on such adaptation work 
by some other Kent housing providers, and commentary on levels of demand. 

 
 
Issue to be Decided 
 
2. Members are asked to note the contents of the report. 
 
 
Background 
 
3. There are three main strands to carrying out home adaptation work for those 

affected by some form of disability.  
 

• Disabled Facilities Grants (DFGs) provide funds to help people 
requiring adaptation work. This is largely grant funding from 
government topped up with general fund contributions. (Such funding is 
generally used for private sector dwelling adaptations although can be 
used in any tenure, including for housing association tenants where 
work costs exceed £1,000.) 

• Disabled adaptations budget within the housing revenue account 
(HRA.) This is a specific sum set aside within the HRA to fund works 
specifically recommended for council tenants only. 

• Planned maintenance programmed works where we will deliver wet 
rooms for example to designated older persons accommodation. 
 

• This report looks more closely at the work undertaken in the later two 
areas. 
 

4. Traditionally, occupational therapists (OTs) have made recommendations as 
to an individual tenant’s adaptation needs to this council and that work was in 
due course carried out. As people increasingly live longer, and look to 
maintain living independently (as opposed to residential or nursing care 
settings) demand for adaptation work has increased dramatically over recent 
years.  
 

5. Adaptations costing less than £1,000 (e.g. minor concreting, grab rails, 
additional lighting) are not held on a waiting list and such works orders are 
placed soon after receipt of recommendation. Minor works usually account for 
approximately 15 – 20 % of the annual budget. Major works are those likely to 
cost over £1,000 (e.g. wet rooms, stair lifts) and are placed on a waiting list, 
and since July 2014, are dealt with in priority order based on a points total that 
assesses need and waiting time.   
 



6. At the Cabinet meeting on 10th July 2014 members agreed to adopt some 
policy changes with regard to disabled adaptation work for council tenants. 
These changes restricted the eligibility criteria in certain cases (e.g. those 
tenants significantly under-occupying properties) but also approved an 
increase in budget for adaptation works to help tackle levels of demand.  

 
7. Having applied the revised eligibility criteria and pointing system for a year 

now, and increased the budget provision, it is appropriate to update members 
on the impact of these changes. 

 
 
Impact of Policy Changes and the Current Situation 
 

 
8. It is clear that since establishing a stricter policy on eligibility demand has 

effectively reduced for adaptation work. The revised policy in summary 
basically excluded those people who significantly under-occupy their current 
council home from being eligible for all but minor adaptation works e.g. a grab 
rails. Instead officers would work with tenants in such circumstances to 
encourage them to move to accommodation more suited to their needs, 
including offering financial support through our assisted moves scheme. 
 

9. The upshot of adopting this policy was that 25 tenants on the waiting list were 
advised in summer 2014 they could not have adaptation work done, and the 
value of this work was £98k. Thus far no tenants have sought to appeal the 
decision to refuse the work. Members may well recall that a robust appeal 
process, heard by members rather than officers, was a fundamental 
component of the revised policy adopted last year to ensure fairness and 
transparency applied to any decisions to refuse work. 
 

10. In terms of demand for adaptation work in the light of the tighter policy and 
eligibility criteria this too would appear to have tailed off to some extent as 
OTs advise clients of the council’s stricter criteria. Although not all reduced 
demand can be attributable to such stricter criteria, it nevertheless plays a key 
part. There will also be the impact of: 
 

• existing adaptations benefitting new tenants of a property where we 
better match their needs with the suitability of the property. 

• the benefit of tailoring our planned maintenance programmes for 
bathroom work to include wet rooms as standard in older persons 
accommodation 

• greater budget commitment 
• and in due course the effect of remodelled sheltered housing  

 
11. Table 1 below indicates changes in demand and outstanding work requests. 

 
 31/03/13 01/03/14 31/03/15 09/09/15 
Outstanding cases seeking 
major adaptation work (i.e. 
work costing more than 
£1,000) 
 

161 193 132 122 

Estimated total cost of 
outstanding cases 

£622.8k £766.3k £544k 
 

£476k 



 
Table 1 

 
12. Since introducing the revised policy we have received 52 new requests for 

major adaptation work (i.e. work costing in excess of £1,000.) Compared to 
the same 12 month period leading up to July 2014 we received 67 major work 
requests. Whilst there will always be fluctuations in demand, it does appear 
the policy change and the message being supported by OTs of what works 
the council will and will not do, is helping to better manage demand. 
 
 

13. In addition to trying to manage demand in a better way we have also 
increased the budget to help tackle the waiting list of outstanding works. 
Increased commitment to adaptation works was one of the five key priorities 
established for the HRA in the wake of subsidy reform in 2012 and the budget 
had been increased in the period to July 2014. However, it was clear that 
demand was outstripping even these budget increases and members 
approved a decision to increase the budget still further to address the problem 
and ensure our ability to deliver adaptation work accorded with best practice 
recommendations that mean no one should wait more than a year for work to 
be carried out. 
 

14. As a result the budget for the current year was agreed at £435k and for next 
year (for 2016/17) there will be a one-off increase to the budget raising it to 
£605k. This will to help further tackle the waiting list and bring waiting times to 
within the maximum one year recommended. After that the specific 
adaptations budget will be set at £300,000 each year as we target a one year 
maximum waiting time for tenants. This budget provision is at level which is 
affordable within the overall HRA business plan.  
 

15. The commitment of members to increase budget beyond the government-
recommended figure of the equivalent of £60 per council property has helped 
not only address demand, it has played a significant part in improving the 
quality of life for many tenants, supported their independence and reduced the 
number of more costly public sector interventions as a result. 
 

16. We are also due to re-tender the contract for adaptation work, with a new 
contract due to start in April 2016. We are likely to take the opportunity to alter 
the contract next time and separate out major and minor works as we feel this 
may drive better value in the future. Our current price for wet rooms for 
example is approximately £4,500 per room (this compares with another east 
Kent authority that is paying £6,500 per room) but we feel we may be able to 
negotiate better prices and potentially faster response times with a separate 
‘minor works’ contract which may attract more local providers. 
 

17. It should also be borne in mind that over and above the dedicated adaptation 
budget for work in this area, other works make significant contributions to 
adaptations and the promotion of independence for our tenants. 
 

• As a matter of working practice, when refurbishing bathrooms in 
designated older persons accommodation (sheltered dwellings and 
‘haven’ bungalows) as part of planned maintenance we install flush 
floor showers. In 2014/15 we installed 53 such bathrooms at a cost of 
£240k; a further 102 bathrooms are scheduled for work in 2015/16 at 



an estimated cost of £560k and we estimate we will spend £95k in 
2016/17 providing another 17 wet rooms as part of planned works. 

• As part of the council’s new build programme since 2012 we have 
designed and built several properties for specific families with 
household member(s) with a very significant disability and therefore 
needs. Additional spend for this work has totalled over £87k 

• The council’s new build programme has already seen us deliver 45 
new homes suitable for older or disabled people since 2011, and the 
redevelopment of Farrow Court is an excellent example of further 
commitment to providing such good quality accommodation that 
promotes independence and encourages moves to more suitable 
accommodation. 

• We have also converted some little-used communal facilities in two 
haven bungalow schemes into adapted accommodation for disabled 
people. 

• Working with colleagues in planning and housing associations we have 
been able to actively encourage a number of new developments in the 
borough suitable for our ageing population. Such developments, across 
all tenures, help people to continue to live independently whilst also 
freeing up much needed family houses when they move.    

 
18. The decision to also implement a points system to ensure better prioritisation 

of resources also seems to be working well. The applicant for adaptation work 
will complete a questionnaire (with assistance if required) to give officers a 
better indication as to the specific areas they struggle with in their daily lives 
and points are awarded to reflect this. Additional points are also awarded to 
reflect time spent on the waiting list, and as such it is now possible for officers 
to give much better advice as to likely waiting times and where people are on 
the waiting list. 
 

19. Accompanying these measures, it was also decided that operationally we 
would dedicate one member of our surveying staff to the adaptations work 
area. This has helped achieve closer liaison and greater consistency with the 
OTs involved in making recommendations, and has helped better focus on 
delivery of the adaptation work itself by earlier input with our contractor. 
 

20. The evidence we have at present in terms of a reduction in demand through 
stricter eligibility criteria, coupled with the measures we have taken to 
increase budget and target older peoples accommodation for wet rooms as 
part of planned works, all indicate we are well on our way to bringing demand 
for adaptation works under much greater control. This in turn will lead to a 
better service in terms of reduced waiting times for applicants and a 
consequent improvement in quality of life for these people. These measures 
can therefore genuinely be considered a significant contribution towards 
preventative health interventions.  

 
21. It is also useful to compare the new working arrangements and budget 

commitment with other similar housing providers and the adaptation work they 
do. The table in Appendix 1 (Table 2) provides some information from the 
authorities working as part of the East Kent Housing organisation. This data 
does indicate some differences between the various councils, and one figure 
that stands out is that demand for major works in Ashford seems high in 
comparison to the others. Talking with a colleague working for East Kent this 
seems in part down to Ashford still addressing the backlog, but also in some 
cases the other authorities having adopted a more hard line to refusals in the 



past. There does seems to be recognition in most cases that there is growing 
demand for adaptation work, so Ashford is not alone in feeling this effect, and 
our response, in terms of budget and better management of demand seem to 
be having a positive effect. 

 
 
Risk Assessment 
 
22. Not required for this report 
 
Community Impact Assessment 
 
23. Not required for this report 
 
Conclusion 
 
24. Applying a stricter eligibility criteria for adaptation works does appear to have 

had a positive impact on our ability to better manager our waiting list for such 
work and to better target resources where most needed. At the same time, 
members commitment to increasing the budget spend for adaptations, as well 
as planned maintenance and new build works, have all helped reduce waiting 
times for applicants thereby making a significant contribution to their quality of 
life. 
 

25. It is important that we continue to focus on delivering improved sheltered 
accommodation and installing wet rooms as standard when refurbishing 
bathrooms in accommodation specifically for older people. It is also important 
that we closely monitor demand levels and reflect these when setting budgets, 
whilst at the same making sure that all other agencies involved (Kent County 
Council, Health Services) play their part in not setting unrealistic or 
unachievable expectations for tenants. 

 
 
Portfolio Holder’s Views  
 
26. I am pleased that these policy and practical changes in this important area of 

work appear to be having a positive impact. It is important that we do provide 
resources to help support independent living for some of our most vulnerable 
tenants but equally this needs to be balanced with seeking other solutions 
where these represent a better all round outcome for the tenant, such as 
moving home. I am pleased to see Ashford BC once again taking the lead in 
delivering change and value for money. 

 
 

 
Contact: Richard Robinson (01233) 330405 
 
Email: richard.robinson@ashford.gov.uk   

mailto:richard.robinson@ashford.gov.uk


Appendix 1 
 
  East Kent Housing 
  Ashford 

 
Canterbury Dover Shepway Thanet Comments From East Kent Housing  

Stock Numbers (as of 01/04/14) 
 

5035 5196 4442 3401 3038  

Budget for 2015/16  £435k £400k £457.5k £270k £300k 
major £50k 
minor 

 

Actual Spend 2014/15  £373k £455k £433k £280k £220k 
major £9k 
minor 

Figures provided are estimates as 
until 2014 work was largely done 
separately for each authority 

No. of jobs completed 
2014/15 

 54 major; 208        
minor 

288 349 290 34 major 26 
minor* 

* Thanet figure is estimate 

No. of people on waiting list 
for work likely to cost £1,000 
or more 

122 65 52 43 17 As of September 2015 

Do you positively exclude 
certain categories of tenant 
from having adaptation work 
(e.g. under-occupiers)  

Yes, since July 
2014 

Yes Yes Yes Yes All major works have criteria to meet. 
We will do any minor works to any 
property. 

What is the longest 
timeframe an eligible 
applicant is likely to have to 
wait for work? 

We estimate by 
the end of 
March 2017 no-
one should be 
waiting more 
than 12 months 
for major works 

4 years due 
to a points 
system 

6 months 12 months 6 months Estimates are approximate 

Have you altered budgets in 
recent years to reflect 
changing demand? If yes, by 
how much since 2013/14? 

Yes – in stages 
the budget has 
increased by 
£135k since 
13/14 

This year we 
are 
requesting an 
additional 
90k 

N/A This year we are 
requesting an 
additional 80k 

This year 
we are 
requesting 
an 
additional 
100k 

Data from previous budgets 
unavailable, but we are asking for 
extra money in this financial year, 
because waiting lists are increasing. 

Do you operate a process to 
help prioritise cases? 

Yes – points 
system; 

Yes points 
system 

No No Yes points 
system 

 

 
Table 2 
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