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Business case scenario 2: occupational therapist in planning and development

New-build and regeneration schemes

1. Executive summary
This proposal recommends employing an occupational therapist (OT) to ensure new housing developments and regeneration schemes deliver genuinely accessible, functional homes from the outset. The OT will work from pre-planning through to completion, preventing costly post-construction adaptations and ensuring Building Regulations compliance delivers real-world usability.

Investment: [£X] annually OR [£X per development] consultancy model
Return: [£X] saved per accessible property through design-stage input
ROI: [X:1] with immediate impact on first development

Key Benefits:
· Save [£X] per property by avoiding post-construction adaptations
· Deliver [X] M4(2)/M4(3) homes annually that are genuinely accessible and functional
· Reduce void periods by [X weeks] - properties fit for purpose from completion
· Enhance reputation for quality, accessible housing
· Reduce legal/regulatory risk from non-functional ‘accessible’ homes
· Demonstrate sector leadership in inclusive design

Evidence: Economic analysis shows fully accessible homes provide £67,000-£101,000 benefit per wheelchair user over 10 years (Habinteg 2023).

2. Background and context

Current challenges
For local authority planning departments:
Building Regulations M4(2)/M4(3) achieved on paper but homes not functionally accessible
Planning officers lack expertise to assess whether designs meet real accessibility needs
Accessible homes delivered that still require costly adaptation
Resident complaints about poor quality ‘accessible’ housing
Legal challenges regarding accessibility failures
Missed opportunities to influence developers toward better design

For developers:
Uncertainty about what ‘genuinely accessible’ means beyond compliance
Expensive post-handover modifications damaging reputation
Properties sitting empty awaiting adaptation before sale/let
Specification challenges for wheelchair user dwellings
Risk of planning disputes over accessibility
Desire to demonstrate commitment to inclusive design

Context
[X] new homes planned over [X] years in local authority area
[X%] required to meet M4(2) (accessible and adaptable) standards
[X%] required to meet M4(3) (wheelchair user) standards
Current evidence shows [X%] of ‘accessible’ new builds require significant modification
Average post-construction adaptation cost: [£X]
Building Safety Act 2022 emphasising resident safety and quality

Drivers for change
Housing delivery targets with quality requirements
Building Regulations enforcement responsibilities
Section 106 obligations for accessible housing
Reputational imperatives for quality delivery
Best Value duty (for local authorities)
Market differentiation (for developers)

3. Rationale for OT involvement

What OTs bring to the development process
OTs uniquely understand the relationship between built environment features and functional ability to perform daily activities. They assess:
Whether circulation space genuinely allows wheelchair manoeuvring
If bathroom layout enables independent use or requires assistance
Whether kitchen design supports meal preparation for people with limited reach/mobility
If bedroom positioning allows accessible sleeping and dressing
Whether storage, controls, and fixtures are reachable and usable

OTs bridge the gap between:
Building Regulations technical requirements and real-world functionality
Architect’s design intent and resident’s lived experience
Compliance on drawings and usability in practice

Benefits
For planning authorities:
Quality assurance: Confidence that accessible homes are genuinely accessible
Regulatory compliance: Robust enforcement of accessibility standards
Risk reduction: Defensible planning decisions, reduced legal challenge
Strategic influence: Leverage to drive up accessibility across all developments
Reputation: Leadership in accessible housing delivery

For developers:
Cost avoidance: [£X] saved per property, no post-handover modifications
Speed: Properties ready for occupation immediately, no void periods
Quality: Homes that work for residents, enhancing satisfaction and reputation
Certainty: Clear guidance on what’s required, avoiding specification errors
Market advantage: Demonstrable commitment to accessibility and quality

4. Proposed solution

Scope of work:
The Development OT will provide input at four key stages.

Stage 1: Pre-planning consultation
Review emerging development proposals
Advise planning officers and developers on accessibility requirements
Attend pre-application meetings
Provide early guidance on design approach
Flag potential issues before formal submission

Stage 2: Planning application review
Detailed review of architectural drawings and specifications
Assess whether M4(2)/M4(3) specifications meet functional requirements
Identify gaps or problems in proposed designs
Recommend specific modifications
Provide written technical advice for planning committee

Stage 3: Design development
Work with architects to refine designs
Solve accessibility challenges collaboratively
Advise on innovative, cost-effective solutions (e.g., shower formers beneath baths in M4(2) homes)
Ensure full range of accessibility features in M4(3) homes
Sign off final specifications pre-construction

Stage 4: Construction oversight
Site visits during construction to monitor build-out
Pre-completion inspections of accessible properties
Identify and resolve issues before handover
Document as-built accessibility features
Final certification of accessibility standards

Additional functions
Develop design guidance and standards
Deliver training to planners, architects, developers
Contribute to Local Plan and Supplementary Planning Guidance
Build sector relationships and share good practice

Delivery models
Option A: Local authority employed OT
FTE embedded in Planning Department
Funded via Section 106 planning obligations or planning fee income
Covers all developments meeting size threshold (e.g., [10+] units)
Strategic role influencing policy and standards

Option B: Developer-commissioned OT
Project-based consultancy for specific developments
Fee structure: [£X per unit] or [£X per development] or [day rate]
Engaged from pre-planning through completion
Can be specified in planning conditions

Option C: Shared service model
OT shared between local authority and multiple developers
Cost-sharing arrangement
Coordinated approach across region
Economies of scale for smaller developments

Timeline (per development)
Pre-planning: [2-4 weeks] initial review and guidance
Planning stage: [2-3 weeks] detailed review and recommendations
Design development: [4-8 weeks] iterative refinement
Construction: [2-4 site visits] during build, pre-completion inspection

5. Options appraisal

Option 1 – do nothing Continue relying on architect/developer interpretation of Building Regulations without OT input.

Implications: Ongoing avoidable spend of [£X-£X] per property on post-construction adaptations; properties not fit for purpose; regulatory failure; reputational damage.

Annual cost (based on [X] accessible properties delivered): [£X]

Verdict: Not recommended. False economy with significant hidden costs.

Option 2 – do minimum Reactive OT consultation only when problems identified post-construction.

Implications: Too late to influence fundamental design; expensive modifications still required; limited learning.

Partial savings only: [£X]

Verdict: Misses preventative opportunity.

Option 3 – preferred: proactive OT integration OT involved from pre-planning stage through to completion certification.

Financial impact (local authority perspective):
Investment: [£X] annually (if 1.0 FTE employed)
Savings to public purse: [£X] (DFG budget protection)
Savings to developers/housing providers: [£X] (adaptation avoidance)
Total system savings: [£X] annually
ROI: [X:1]

Financial impact (developer perspective):
Investment: [£X per property] OR [£X per development]
Saving: [£X-£X] per accessible property
Additional value: faster sales/lets, enhanced reputation, reduced risk
ROI: [X:1] on first development

Verdict: Strongly recommended. Proven model with immediate returns.

6. Financial analysis

Costs (local authority model):
	Item
	Annual Cost

	OT Salary (Band [X]) + on-costs
	[£X]

	Office, IT, travel
	[£X]

	Training & professional development
	[£X]

	Total Annual Investment
	[£X]



Returns:
	Benefit Area
	Annual Value

	DFG budget protection ([X] M4(3) homes × [£X])
	[£X]

	Avoided post-construction adaptations ([X] properties × £[X])
	[£X]

	Reduced void periods ([X] properties × [X] weeks × £[X]/week)
	[£X]

	Improved allocation efficiency
	[£X]

	Total Annual Return
	[£X]



Costs (developer consultancy model):
	Item
	Cost per Development

	Pre-planning consultation
	[£X]

	Planning review and recommendations
	[£X]

	Design development support
	[£X]

	Construction oversight (X site visits)
	[£X]

	Total per Development
	[£X]


OR: [£X] per accessible unit delivered

Returns (developer perspective):
Per property: Save [£X-£X] in post-handover adaptation costs
Per [X-unit] development with [X] accessible properties: Save [£X-£X]
ROI: [X:1] on first development

Financial summary (local authority)
	Year
	Investment
	Return
	Net Benefit

	1
	[£X]
	[£X]
	[£X]

	2
	[£X]
	[£X]
	[£X]

	3
	[£X]
	[£X]
	[£X]


ROI: [X:1] | Payback: [X months]

7. Risks and mitigation

	Risk
	Mitigation

	Developer resistance to OT involvement
	Demonstrate value through pilot, embed in planning process, collaborative approach

	OT capacity insufficient for development pipeline
	Prioritise by size/complexity, train planners for basic review, flex capacity

	Timing delays in planning process
	Clear timescales, OT integrated early, parallel working

	Conflict between OT advice and architect vision
	Frame as collaborative problem-solving, focus on shared goals

	Cost concerns from developers
	Evidence savings outweigh costs, specify in conditions early

	Changes to Building Regulations
	Maintain flexibility, contribute to consultations, adapt protocols



8. Implementation plan and success metrics

Phase 1 (Months 1-3): Establishment
Recruit OT (if employed model) or procure consultancy
Develop review protocols and guidance
Briefings with planning officers, developers, architects
Identify pilot developments

Phase 2 (Months 4-6): Pilot
OT input on [X] pilot developments
Demonstrate impact and refine approach
Collect cost/quality data
Build relationships with development sector

Phase 3 (Months 7-12): Rollout
Expand to all qualifying developments
Regular training sessions for sector
Monitor outcomes and case studies
Annual review and refinement

Success metrics
Developments receiving OT input: Target [X] per year / [100%] of qualifying schemes
M4(2)/M4(3) homes delivered to functional standard: Target [100%]
Post-construction adaptation requirements: Target <[X%]
Cost savings demonstrated: Target [£X] per year
Developer satisfaction: Target [X%] positive feedback
Planning officer confidence: Target [increased]

9. Conclusion and recommendations

Summary: Current practice delivers ‘accessible’ housing that requires [£X-£X] post-construction adaptation - wasted investment that could be avoided through professional input at design stage.

For local authorities: Investing [£X] in a Development OT protects [£X] annually in DFG budget while ensuring regulatory compliance and quality housing delivery.

For developers: Spending [£X per development] OR [£X per accessible unit] saves [£X-£X] per [X-unit] development while enhancing reputation and reducing risk.

Approval sought for:

If local authority:
Funding of [£X] for dedicated Development OT role
Authority to recruit to Band [X]
Integration into planning process
Pilot on [X] developments, then rollout

If developer:
Budget allocation for OT consultancy on [project name]
OT engagement from pre-planning stage
Commitment to implement recommendations
Evaluation of impact for future projects

Next steps: [Local authority: Recruitment commences [date]] OR [Developer: Procure OT consultancy [date]] Pilot begins [date], evaluation [date]
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