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Unlocking the potential of adult social care

Introduction

This critical review tool is designed to support leaders and practitioners in local authorities
and partners with responsibilities for adult care and support, working with people who draw
on support to critically assess their ambitions, strengths, and areas for improvement in
relation to developing a whole-place approach to strengths-based working.

This tool can be used by anyone who is leading or managing adult social care services or
who works for a partner that is seeking to develop strengths-based approaches, such as
housing, the NHS and the voluntary and community services and social enterprises. We
recommend that it is used by directors of adult social care, lead members for adult social
care, assistant directors, heads of service, principal social workers and team leaders and
senior leaders from other system partners, e.g. NHS, housing and the voluntary, community
and social enterprise sector. We strongly encourage those using the tool to involve people
who draw on support and co-produce any actions which result, a process called co-
production.

This is not an audit tool or a method for scoring progress on strengths-based ways of
working. Its aim is to support reflection and discussion about where the local place or system
Is and where it needs to go next.

Recent evidence, along with our experience of supporting dozens of councils, shows that
strengths-based ways of working are only successful when you adopt a whole-place or
whole system approach, involving not just adult social care, but also the NHS, housing,
community organisations and local people. This is why this tool asks leaders to think through
what needs to change across the whole service and the wider public sector and community.

It focuses on nine critical domains, with associated characteristics of good practice, which
need to be considered if we are to make progress towards developing strengths-based
working across the whole local place, helping leaders and practitioners understand where
they are now and what they need to focus on if they are to make progress. Good practice
examples and links to helpful tools and resources are provided throughout.

This tool draws from many evidence sources and good practice resources. These include
SCIE’s Care Act strengths-based resources, the Department of Health and Social Care:
Practice Framework and Practice Handbook, which SCIE co-authored; the evidence
underpinning SCIE and the University of Birmingham’s Strengths-based Practice Leadership
programme. It also draws on SCIE’s research on leadership of strengths-based practice and
the work of the Social Care Innovation Network, which SCIE delivers in partnership with
Think Local Act Personal and Shared Lives Plus, and particularly the publication The Asset
Based Area 2.0.

This is why this tool asks leaders to think through what needs to change across the whole
service and the wider public sector and community.


https://www.scie.org.uk/training/strengths-based-approaches/leadership-programme
https://test.scie.org.uk/training/strengths-based-approaches/leadership-programme
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What is a strengths-based approach?

Strengths-based ways of working, also called strengths-based approaches, focus on
identifying the strengths, or assets, and the needs and difficulties of people who draw on
services, their carers and families as well as communities in which people live.

The Care Act 2014 requires local authorities to specifically ‘consider the person’s own
strengths and capabilities, and what support might be available from their wider support
network or within the community’.

‘A strengths-based approach to care, support and inclusion
says let’s look first at what people can do with their skills and
their resources — and what can the people around them do in
their relationships and their communities. People need to be
seen as more than just their care needs — they need to be
experts and in charge of their own lives.’

Alex Fox, CEO Shared Lives

Sitting under the banner of strengths-based ways of working are a broad range of specific
strengths-based models or approaches, as highlighted in Figure 1. For more on strengths-
based practice, and specific tools and models, please go to Strengths-based approaches.

Fully implemented and invested in across a whole local health and care system, strengths-
based ways of working can:

e enhance health, wellbeing and resilience
e reduce long-term pressures on higher-cost health, care and support services
¢ enable people to participate in and benefit from community resources and activities.

To ensure that any specific model or approach to strengths-based approaches achieves the
desired outcomes, you need to create the right conditions across the whole service and the
wider system. This tool deliberately focuses on how organisations and systems are
progressing on creating the conditions which foster strengths-based practice, rather than on
how to implement a particular approach. Evidence suggests that only when you take

a whole-place approach, can you achieve the outcomes intended through strengths-based
ways of working.


https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#figure1
https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool
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Figure 1: Strengths-based approaches
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Adapted from Romeo, L (DHSC, 2018), Social work with adults: strengths-based approaches
¢ Asset-based community development

» Solutions-focused

» Local area coordination

e Appreciative inquiry

e Making safeguarding personal

e Shared Lives

e Community catalysts

¢ Restorative practice
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e Family group conferencing

e Cognitive behavioural therapy

e Signs of safety

e Systemic social work

» Three conversations framework

e Using self as instrument of change
e Person-centred approaches

e Narrative approaches

How to use this tool

This tool is designed to help both individuals, but preferably leadership or management
teams working with people who draw on support and carers, think through where they are on
developing whole-place, strengths-based ways of working and creating the conditions in
which strengths-based practice can thrive.

Four statements dig deeper into each domain and what it covers to help you assess how
present it is in your organisation or place. Read each statement and mark how strongly you
agree or disagree with it overall. Then think through and try to describe why you have given
that rating.

Of course, there is always a challenge in plotting in many cases behavioural and cultural
changes on a scale, so these scores serve as an indicator only; the value of the process is
largely in asking the question and inviting colleagues to reflect on them.

The tool is likely to have greater benefit by working through it in collaborative facilitated
sessions, with other managers, staff (such as social workers and occupational therapists),
partner organisations and people who draw on services and carers.

The tool sets out nine domains to work through. Under each domain it describes:
e What good practice looks like

e Why it is important

» Key questions to consider

o Examples of good practice

o Useful resources — other helpful tools

You need to think about what each domain means to your local care and support system.
We would then ask you to reflect broadly on where the organisation and its partners are
compared to the description of good practice. We would then ask you to consider each key
question, and note down where you are in relation to this.

At the end of the tool, we provide a simple action plan we would urge you to complete, with
colleagues, setting out how you intend to make progress in relation to the domains.
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SCIE can help you use this tool with your local leadership team. We can help by gathering
evidence of your local area’s starting point, facilitating workshops to apply the tool, and co-
produce an action plan.

Domains

There are nine main domains that cover a range of areas which evidence shows need to be
considered to facilitate progress towards strengths-based ways of working.

Develop a strengths-based vision and framework

Leading a strengths-based approach

Developing a strengths-based approach to commissioning
Working in partnership

Effective and enabling systems, processes and information
Delivering to a high standard and quality

Co-producing with people who draw on services and carers
Developing the skills and capabilities of the workforce

Understanding and measuring impact


https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#vision
https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#leading
https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#commissioning
https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#partnership
https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#effective
https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#high-quality
https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#co-producing
https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#capabilities
https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool#impact
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Develop a strengths-based vision and framework

What does good look like?

Local places which are making progress on strengths-based ways of working have a clear,
co-produced, narrative which explains what we are trying to achieve and how we will achieve
it. It should describe what needs to change and how the future of care and support will be
different. This should focus on how strengths-based ways of working will transform care and
support across a whole place, including care provision, but also housing, mental health,
primary care, social prescribing, VCSE and community-based support. Often this narrative
comes in the form of a strengths-based framework, which is designed to support
practitioners and partners to understand what we mean by strengths- and outcomes-based
approaches, the key principles informing practice, and the behaviours that are expected.

Why is this important?

There is value in creating a compelling vision and narrative for change in language that
people can relate to in order to inspire ‘coalitions of the willing’ made up of local people and
practitioners. Many local authorities we work with have co-produced a vision for a strengths-
or asset-based place that resonates and unites local people.

In The asset-based area 2.0, having a ‘clear, shared story about how we work and what we
want to change’ is one of the 10 commitments that are needed to create an asset-based
area. Doncaster, which aims to develop a much more strengths-based approach to support,
has recently adopted a new vision based on the Social Care Future, which provides a good
example of a compelling vision for change:

‘We want every person in Doncaster to live in the place they call home with the
people and things they love, in communities where they look out for one another,
doing things that matter to them.’

Social Care Future

Key questions

e Leaders engage and involve people who draw on support, carers, practitioners, and
managers in early conversations about change and value their vision, ideas and opinions
when developing plans to transform social care and support.

¢ We have a single practice framework and everyone understands the core principles,
values and behaviours that underpin how we work with people.

e The workforce understands what is expected of them on strengths-based ways of working
and what good looks like.

¢ We have a clear articulation that everyone understands of the process of change, what
this will mean for practitioners, partners and communities, and what will need to change
for this to be delivered.


https://www.scie.org.uk/transforming-care/innovation/network/reports/phase-two/asset-based
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Good practice

The London Borough of Barking and Dagenham — Adult Care and Support Strength &
Asset Based Adult Care Delivery Model and Framework

The London Borough of Barking and Dagenham has developed an overarching framework to
drive strengths-based practice in collaboration with communities. The framework contains
the vision and mission for strengths-based practice, and practical modules to support its
implementation.

It seeks to offer a road map of what we do and why; and provides the overview to drive
forwards and support strengths- and asset-based professional practice; management;
leadership and organisational cultural change over the next three years. We want our
approach to be led and shaped by values and principles, research and evidence.

In the document it describes the core purpose of the strength and asset-based delivery
model and approach going forwards being to:

e move communities; community led solutions and Third Sector partners to the centre of
what we do

e engage, inform and enhance social work; allied professional and wider social care
practice

e engage; inform and enhance organisational management practice and leadership
* engage, inform and shape organisational culture

e engage, inform and shape ‘whole system’ partnership working

¢ inform and shape service and commissioning approaches

Coventry City Council — Strengths-based practice framework

Coventry has developed a strengths-based practice framework called Adults and their
Carers at the Heart of Practice. Co-produced with staff and people who draw on services
and carers, the purpose of the framework is to set out how staff are expected to operate, the
tools they are required to use and the support available in order to deliver positive outcomes
for adults and their carers. The practice framework contains four key elements:

¢ Provides clarity on the key focus of adult social care in Coventry
» Defines what is expected from practitioners working within Coventry adult social care

¢ Describes the practice tools that are in place to support practitioners to undertake their
role

e Describes how staff are supported by the City Council to deliver good-quality social work,
occupational therapy and social care

Useful resources

e The asset-based area 2.0 (Social Care Innovation Network, 2020)

e Strengths-based approach: Practice framework and practice handbook (Department of
Health and Social Care, 2019)

e Adult social care practice framework (Coventry City Council, 2019)


https://www.scie.org.uk/transforming-care/innovation/network/reports/phase-two/asset-based
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/778134/stengths-based-approach-practice-framework-and-handbook.pdf
https://www.coventry.gov.uk/downloads/file/30455/adult_social_care_practice_framework
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Leading a strengths-based approach

What does good look like?

Effective leadership is critical to developing strengths-based ways of working across local
services and the local place. This relates in part to those in more senior roles who can
provide an official endorsement, develop an authorising organisational environment, identify
the necessary resources, and champion the cause of strengths-based practice to other
stakeholders. But successful implementation requires leadership from others. This includes
leadership from across the organisation who can create a culture of collaboration with
partners and providers, operational managers who coordinate services at a local level, and
professionals who work directly with people. Meaningful and sustained implementation of
strengths-based practice also requires those who draw on support to shape the vision and
determine what success will look like. This requires individuals and communities being given
the support and opportunity to demonstrate their leadership too.

‘A strengths-based approach requires a new kind of leadership, V
which draws strength from many more sources: the whole team, ‘
voluntary sector and other partners, and most importantly, from
citizens themselves. Leaders practising strengths-based
approaches will not try to effect change by themselves. They will
share rather than hoard power, which in turn will enable them to
ask more of those around them. The key measure of success is
not their own strength, but the combined strength and capacity of
the whole system.’

Alex Fox, CEO Shared Lives
Why is this important?

Effective leadership is critical to developing strengths-based ways of working across local
services and the local place. This relates in part to those in more senior roles who can
provide an official endorsement, develop an authorising organisational environment, develop
and promote a single, widely shared and understood strengths-based vision and practice
framework or model, identify the necessary resources, and champion the cause of strengths-
based practice to other stakeholders. But successful implementation requires leadership
from others. This includes leadership from across the organisation who can create a culture
of collaboration with partners and providers, operational managers who coordinate services
at a local level, and professionals who work directly with people. Meaningful and sustained
implementation of strengths-based practice also requires those who draw on support to
shape the vision and determine what success will look like. This requires individuals and
communities being given the support and opportunity to demonstrate their leadership too.

Key questions

o Leaders at all levels need to model strengths-based approaches with the workforce and
take care to use language which communicates this.

o Staff at all levels have permission to resolve the issues they encounter, including through
collective problem solving.
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e We recognise that we can only create the outcomes we seek by working in partnership
with the wider system.

e We celebrate and disseminate ‘success stories’ across multiple forums, for example,
newsletters, multi-agency meetings, and other events.

Good practice

Wigan Council — leading strengths-based approach

Wigan Council’s Deal is an example of ‘asset-based’ working, in which public services seek
to build on the strengths and assets of individuals and communities to improve outcomes,
and is seen as an exemplar for scale and success of this approaches. An independent
review by The King’s Fund highlighted the importance of bold leadership and a long-term
strategic commitment to working differently with local people and communities to bringing
about these changes.

Useful resources
e Leadership in strengths-based social care (SCIE, 2019)
e The asset-based area 2.0 (Social Care Innovation Network, 2020)

e Leading strengths-based practice frameworks (Research in Practice, 2018)


https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool
https://www.scie.org.uk/transforming-care/innovation/network/reports/phase-two/asset-based
https://www.researchinpractice.org.uk/children/news-views/2019/april/leading-strengths-based-practice-frameworks/
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Developing a strengths-based approach to commissioning

What does good look like?

To develop a place-based approach to strengths-based working, you need to develop
commissioning which is able to invest in services and forms of support which recognise, and
enhance people’s strengths and assets within the local community. Strengths-based or
asset-based commissioning is based on developing a detailed understanding of the actual
strengths and needs of adults within the local place at both an individual and population
level, and working with people and organisations to design and invest in different forms of
services and support. Strengths-based commissioning:

« focuses on outcomes — like wellbeing and independence — rather than ‘time and task’
(how much carers spend with people and what they do) or episodes or care

e is co-developed with people who draw on services, providers and the voluntary and
community sector so that they help shape outcomes, priorities and preferred models of
care

e encourages more commissioning to take place at the neighbourhood level and ‘micro
commissioning’ (people using personal budgets and direct payments to purchase
services)

e encourages smaller, innovative providers to enter the market, and encourages strengths-
based practice in organisations which are supporting people.

Why is this important?

Without changing commissioning or planning as it is increasingly referred to in the NHS, we
will not be able to shift large areas of care provision — including commissioned home care
and residential care — towards strengths-based, person-centred ways of working.
Commissioners have some of the most critical resources and levers, to encourage providers
and more practitioners to adopt strengths-based ways of working.

Key questions

¢ We have a clear strategy and plans for how we will commission for strengths-based care
and support.

* We go beyond just consulting with current providers, people and practitioners to engage in
a process of co-design, where these stakeholders are actively involved and engaged in
the process.

e Our approach to commissioning is based on a detailed understanding of the strengths,
needs and aspirations of the local population, and we develop commissioning plans which
clearly set out how to build on these.

* We seek out opportunities to commission innovative, asset-based models of care, such as
Shared Lives, local area coordination and Wellbeing Teams.
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Good practice

Bracknell Forest Council — Strengths-based approach to commissioning

In 2016, Bracknell Forest Council reviewed adult social care support with a view to provide
more personalised and preventative services and make savings. The review found that
prescriptive care plans and reliance on statutory support were common, costly and did not
offer people the choice they wanted. These findings led to a change in adult social care
practice; emphasising personalised, strengths-based approaches and placing the social care
provider market and voluntary and community sector on more sustainable footings. Key to
the proposals was a shift towards enabling people to help themselves and access support
from within the community.

The council had historically grant funded many community and voluntary sector providers;
this prevented innovation as each provider held different pots of money for different services
commissioned on an annual basis. In response, grant funding was largely removed and the
numbers of personal budgets increased to encourage a market that would be more
responsive to what people wanted.

To make the home care market more sustainable and work in a more person-centred way,
Bracknell Forest reduced the overall number of care providers (from 22 to six) and made
contracts outcomes based, moving from payment on a ‘time-and-task’ basis to payment if
the provider delivers the outcomes agreed with the individual and their social worker, based
on people’s strengths and assets.

Another key operational change was the introduction of a more strengths-based approach.
This replaced lengthy assessments with a shorter one which captures the conversation with
the individual and focuses on their goals and needs, supported by the council’s Learning and
Development Team. The council also introduced more streamlined budget sign-off for social
workers and has made small discretionary sums of money available to them for one-off
interventions to support someone in crisis or prevent a future risk.

Useful resources
e Commissioning for a better future: a starter for 10 (Social Care Innovation Network, 2020)

e Commissioning during COVID-19 and beyond (SCIE, 2020)


https://www.scie.org.uk/transforming-care/innovation/network/reports/phase-two/commissioning
https://www.scie.org.uk/care-providers/coronavirus-covid-19/commissioning/during-covid
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Working in partnership

What does good look like?

Strengths-based ways of working can only be achieved through partnership working and
collaboration with a wider range of statutory partners and other organisations. This ensures
that there is strong commitment to strengths-based ways of working across the local place,
and that people are supported to access a broad range of community-based resources and
don’t experience lots of bureaucracy or are handed from one person to the next.

In areas with strong levels of partnership working, all of the key leaders are signed up to this
way of working and have trained their staff in strengths-based practice.

Leaders engage in systems leadership which is a form of leadership which acknowledges
that many issues of mutual concern in public services cannot be solved by any one person
or institution, and require leaders to collaborate across organisational boundaries.

Why is this important?

People who draw on support often have a range of needs and strengths, many of which
cannot be met by adult social care alone. People increasingly need partners — be they
housing, the NHS or local community centres — to work together to meet their needs and
aspirations. A strengths-based way of working, relies on drawing on the broad range of
resources which exist in the community, and connecting people to these. This can only
happen if partners work closely together on the design, commissioning and delivery of local
services and support within the community.

Key questions

¢ We invest time, both formally and informally, in building productive relationships with
leaders across partner agencies and organisations, developing joint priorities and plans.

e We involve people who draw on support, carers and wider communities in developing
effective partnerships.

* Wework together to support practitioners in partner services, to work in a strengths-based
way and have a shared understanding of our goals and outcomes.

e System leaders take opportunities to promote staff coming together to collaborate and
problem-solve, e.g. joint away days, training and team meetings.

Good practice

Thurrock Council — Stronger Together partnership

Stronger Together is a partnership between communities, voluntary sector and the statutory
sector to promote local, community activities that strengthen the connections between
people. It also encourages local people to have a greater say in what happens in their
neighbourhood and to take control over where they live and the decisions that affect them. A
key principle is to focus on strengths: ‘We think "what is strong; not what is wrong". Stronger
Together is about harnessing the strengths and potential of individuals and groups to help
people help themselves.’



Unlocking the potential of adult social care

Useful resources

¢ Re-imagining social care: a study in three places (Think Local Act Personal, 2019)


https://www.thinklocalactpersonal.org.uk/Latest/Reimagining-social-care/
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Effective and enabling systems, processes and information

What does good look like?

The systems, processes and forms which support practice are enabling and intuitive, freeing
up practitioners to spend more time with the people they working with in the community. In
areas making good progress on strengths-based ways of working, there is strong alignment
between the vision and plans for strengths-based ways of working, and IT systems and Kkit,
case management systems, processes, procedures and guidance.

Community assets, community groups and community-based services and resources are
regularly mapped and the information is stored in accessible directories. Practitioners are
able to find the information they need to signpost people to sources of support.

Why is this important?

Poorly designed processes, outdated IT, misaligned care pathways, and poor-quality
processes and procedures, can get in the way of good strengths-based ways of working. In
areas making good progress on strengths-based ways of working, case management
systems and workflows are simple and intuitive to follow, and reduce the amount of
unnecessary form filling, freeing up practitioners to spend more time with people who draw
on adult social care.

Partners in these places also share information and are working towards having data on a
single system which allows practitioners to ‘see the whole person’.

Key questions

e Our policies, forms and procedures support staff to act in line with the vision and practice
framework, rather than having to work around the system.

» People can access information and advice in a user-friendly format to enable them to find
local forms of community services, networks and support.

e The IT, management information and systems enable and facilitate strengths-based ways
of working.

¢ Practitioners have a good understanding of what resources and forms of support exist in
local communities.

Good practice

City of York — Talking Points

Talking Points are community hubs designed to offer the opportunity to have a face-to-face
conversation with a social care worker in a convenient location. They bring social care
workers out into the community, making them responsive and more accessible. They
connect adult social care practice with communities and partners in a way that allows us to
bring the vibrancy and value of these communities to support people who may otherwise
have social care-related issues. The use of the Talking Points was deliberately designed to
be achieved without going through a lengthy assessment, but by simply talking through what
an individual’s strengths might be, and what support, if any, they have in place already.
Information and advice are on hand for those who simply need more information about what
Is available.
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In the new model, the task for social care staff becomes an opportunity to look at what is
missing for the customer in pursuit of what matters to them. If it's clear that people do need
more traditional ‘formal’ support, this can be discussed as well and the initial conversation
becomes the start of a full ‘Care Act’ assessment. The point is we don't start with the idea
that the solution lies in care services, but build incrementally towards a statutory response
depending on the need.

As part of this approach, nothing is wasted and no opportunity to meet these needs in more
innovative and preferable ways is missed. Staff use their skills to support what is important to
the resident in living a good independent life and maintaining their independence and
resilience.

York now has several Talking Points sessions running across the city each week.
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Delivering to a high standard and quality

What does good look like?

Those areas making progress towards strengths-based ways of working have adopted a
clear framework for understanding and measuring what good looks like. This means have a
set of quality standards and expectations in place which everyone is expected to work to.
This is reinforced by an approach to performance management which focuses on outcomes
and quality, not just outputs and episodes of support delivered. To ensure that these
standards are maintained and ideally exceeded, there is a rigorous approach to audit and
review in place, involving strengths-based audits of cases and evaluating impact with people
who draw on support.

In a strengths-based workforce, there is a commitment to reflective and relationship-based
supervision. This encourages a more reflective culture and better decisions and practice. To
encourage an empowered culture, managers show a willingness to delegate financial
decision-making (to certain limits) to team/service managers.

Why is this important?

Having a strong quality-assurance framework in place ensures that organisations are
measuring and evaluating their practice, and promoting an organisational culture that is
committed to learning, continual development and improvement. To support this continuous
improvement, many local authorities have developed strengths-based practice frameworks
which clearly articulate the standards, quality hallmarks and expectations placed on all
practitioners.

High-quality reflective supervision is essential to building a skilled team committed to
delivering a high quality of practice. High-quality supervision has many benefits including
building staff resilience, informing decision-making, and supporting a culture of best practice
which promotes better outcomes for people who draw on services.

Key questions

¢ We have good-quality, strengths-based supervision in place for all practitioners to assure
best practice, support staff wellbeing and improve outcomes for people who draw on
services.

¢ We have a clear understanding of what high-quality care and support looks like and take
prompt action when quality slips.

¢ We involve people who draw on services to evaluate the extent to which we are delivering
high-quality care, and act on any feedback.

* We have worked with partners, including providers, to ensure that their practice is high
quality and aligns with the overall expectations for delivering high-quality practice.
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Good practice

London Borough of Barking and Dagenham — Quality assurance framework for social
workers

As part of the development of its strengths-based practice framework, the London Borough
of Barking and Dagenham has developed a quality assurance framework for social workers,
setting out how it checks the quality of social work in Barking and Dagenham and that quality
interactions with people are understood and measured.

Hertfordshire County Council — Reflective supervision

In Hertfordshire, leadership described how staff are supported through supervision and
reflective practice. Firstly, supervision time is prioritised by protecting the manager-to-staff
ratio at 1:8 and any increase results in the appointment of deputy managers. Whilst there is
structured learning and development, reflective practice is encouraged through the
presentation and discussion of cases at regular action learning sets. Team meetings are also
structured such that reflection, discussion and constructive challenge help foster learning in
a safe space. Staff are encouraged to develop their critical thinking skills by exploring
particularly complex casework in detail during supervisory meetings. Leaders and managers
have also invested in developing a ‘bank’ of success stories and these are shared and
celebrated regularly to motivate staff.

Brent Council — Reflective supervision

Reflective supervision is central to Brent’s vision for good management and leadership. In
the practice framework, it describes the importance of reflective supervision and is now
training all managers in reflective supervision:

‘Supervision is sometimes experienced as a tool to identify “what’s not working”
— focusing on staff shortcomings and failures in order to prevent mistakes. In
Brent our goal is to move from this performance-management approach towards
one that empowers and supports staff strengths, and the development of their
practice. Underpinning this shift is a focus on reflective supervision. Reflective
supervision is a learning process in which the supervisor engages with the
supervisee to:

e explore a supervisee’s practice and factors influencing their practice responses,
including emotions, assumptions, power relations and the wider social context

» develop a shared understanding of the knowledge base informing their analysis
and the limitations of their thinking

¢ use this understanding to inform next steps.’

Useful resources

e Strengths-based approach: Practice framework and practice handbook (Department of
Health and Social Care, 2019)

e Supervision and reflective practice (RiPfA (login required)).


https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/778134/stengths-based-approach-practice-framework-and-handbook.pdf
https://www.ripfa.org.uk/resources/training-and-events/commissioned-workshops/menu-workshops/menu-workshop-supervision-and-reflective-prractice/
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Co-producing with people who draw on services and carers

What does good look like?

Co-production is about developing an equal relationship between people who draw on
services and the people responsible for services. Where there is good co-production of care
and support, people work together, from design to delivery, sharing strategic decision-
making about policies as well as decisions about the best way to deliver support.

Why is this important?

Properly embraced, the insight, experience and expertise of people can make services better
tailored, more sustainable, and ensure that service changes command legitimacy. Social
care and support organisations should engage with, involve, and empower people who draw
on support, carers and the public. People are not just experts in their own lives, conditions
and care needs, they also hold vital knowledge about local services that we can harness to
improve health and care. Through co-production, this knowledge can help drive
improvements, including to the standards, systems, processes, forms, staff development and
approaches to commissioning which underpin effective strengths-based ways of working.

Key questions

e Leaders set expectations that people are involved in the design, commissioning, delivery
and evaluation of services.

« We consistently involve people with lived experience and carers as equal partners in
planning their care and support.

e There are co-production arrangements such as co-production panels and forums in place
to give people a voice in how strategic decisions about care and support are taken.

» People with lived experience are involved in providing staff development and training in
strengths-based approaches.

Good practice

Kirklees — Vision for co-production

Kirklees has developed a vision for strengths-based practice enabled through co-production
with local people. In its vision for adult social care it talks about the importance of people,
partners and place.

The vision states:

‘It's about people as active and equal partners in how we work together to co-produce,
co-design, co-deliver and co-evaluate care services in Kirklees.

It’s about citizenship and participation, this includes being connected with others and
participating positively in society. It includes people’s rights to family life and for carers to
have a life beyond caring.’

To take this vision forward, Kirklees has asked SCIE to help develop a co-production vision
and plan, and set up governance structures involving local people to take this forward.
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Hammersmith & Fulham Council — Co-production

On International Day of Disabled People, the Leader of Hammersmith & Fulham Council
agreed to work closely with Disabled residents. He agreed to make decisions together about
support and services. As a result, the council took the opportunity to have, what it believes is
the first local Disabled People’s Commission in the country. The reason for setting up the
Commission was to put in place a new way of doing things where Disabled residents,
councillors and officers and other organisations in the borough are working together.

These people would work together to build a culture that values, respects, and pushes for
the rights of Disabled people living in Hammersmith & Fulham — making Nothing about
Disabled people without Disabled people at the heart of the borough. A new Hammersmith &
Fulham Co-production Implementation Group has been set up to lead on this and will make
sure that the eight recommendations set out in the Disabled People’s Commission report,
are put into place.

Useful resources

o Co-production Oxfordshire’s Working Together — Handbook (Co-production Oxfordshire,
2019)

e Co-production in social care: What it is and how to do it (SCIE, 2015)

e Our five-year vision for adult social Care in Kirklees 2020 to 2024 (Kirklees Council)


https://www.oxfordshire.gov.uk/sites/default/files/file/about-council/CoproHandbook_Full.pdf
https://www.scie.org.uk/publications/guides/guide51/
https://www.kirklees.gov.uk/beta/adult-social-care-providers/pdf/adult-social-care-vision-kirklees.pdf
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Developing the skills and capabilities of the workforce

What does good look like?

It is essential to the success of strengths-based ways of working, that there is significant and
sustained investment in the development of the workforce’s knowledge, skills and
capabilities. Local authorities that are making progress on strengths-based ways of working
have in place a comprehensive learning and development strategy for all staff which includes
peer support, coaching, reflective and group supervision and investment in developing an
empowering culture. In some places, local strengths-based champions will have been
recruited and supported to cascade learning and support good practice, often by ‘teaming
up’ with less experienced practitioners.

Another element of developing the workforce is for leaders and managers to encourage a
positive approach to risk. Strengths-based social care promotes ‘positive risk-taking’ as it
enables the person, supported by the practitioners, to explore different ways of being
supported and achieving goals. Doing this well is about a change in outlook: from viewing
risk assessment from the perspective of practitioners and organisations to identifying what
risks matter most to people who draw on care, the benefits of risky courses of action, their
potential for taking responsibility for risk and finally helping them manage those risks.

As we move towards a whole-place approach to working, we should see more local
authorities working closely with the NHS, housing and voluntary and community sector
partners to develop joint workforce strategies which clearly explain and resource the
development of strengths- or asset-based ways of working.

The key skills practitioners need to develop include:

¢ having a stronger focus on listening, hearing, reflection and empathy

e asset mapping

e conducting strengths-based conversations, care planning and reviews

« facilitation and mediation in group settings

e co-productive practices with organisations, people who draw on services and carers

o story-telling in order to create a clear vision of people’s lives, including their strengths,
experiences, needs and concerns

e community building and development, and encouraging and implementing peer support.
Why is this important?

Strengths-based ways of working require different skills from traditional care-management
approaches which have dominated the sector for the last couple of decades. They require
practitioners to be more reflective, empathetic and devoted to working collaboratively with
people, rather than doing things for and to people. Really effective practitioners, are
confident at having conversations with people about their strengths, aspirations and where
they draw support from within the community, and building on this into an offer of support
that helps them achieve what matters most to them.
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Key questions

e We provide staff with a wide-ranging, evidence-based learning and development
programme to support them to adopt and develop strengths-based skills.

e We celebrate and recognise good strengths-based practice, and share and learn about
new developments in practice.

e We encourage and model a change in perspective towards risk so that practitioners feel
they have ‘permission’ to take risks and innovate.

¢ We give staff time and space to work in new ways and permission to experiment and learn
from new experiences.

Good practice

Camden Council = What Matters

What Matters is Camden's approach to embedding strengths-based practice across adult
social care. This practice approach supports people, carers, families and communities to find
the solutions that are right for them. Camden has an online practice framework and learning
resources and tools. It has the following courses and resources to support strengths-based
practice:

e Coaching

¢ Online information

» Face-to-face courses

e e-learning, YouTube and social media

e Lunch & Learns, Supervision and Practice Development Groups
Useful resources

e Strengths-based approaches training (SCIE, 2019)

e Post-qualifying standards for social work supervisors (DHSC, 2018)


https://www.scie.org.uk/training/culture-change/strengths-based-approach
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/762818/Post-qualifying_standards_for_social_work_supervisors.pdf
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Understanding and measuring impact

What does good look like?

Strengths-based ways of working seek to transform experiences and outcomes for people
who draw on care and support and carers. It is important that we monitor and manage
performance in relation to these shifts in outcomes. In developing outcome measures, it is
important to develop performance indicators based on measuring outcomes for individuals
and sequence of events rather than ‘how many’ and ‘how long’. Key outcomes can include
people reporting feeling that they are more socially connected to others, better able to
support their own independence and are experiencing high levels of wellbeing.

Why is this important?

Implementing strengths-based practice requires significant changes to processes, system,
staff development and relationships with communities, and it is important that the
effectiveness of these different interventions is understood. Measuring impact is key to
performance management, service improvement and accountability.

Leaders and managers seeking to develop strengths-based places, need to ask themselves:
« What difference are we making to the lives of people we support?

* What is the contribution of the changes we are making to the achievement of these
outcomes?

e How will we know we have succeeded?

Once in place, a clear framework and approach to monitoring and evaluating impact can
ensure that local authorities and their partners can continue to make progress towards
becoming strengths-based places.

Currently, the way we measure the impact of new ways of working is geared towards
understanding whether we have hit a number of specific ‘output’ targets, e.g. the number of
people we see, and how quickly we deal with their ‘cases’. In the future, we need to move
towards understanding the impact of our combined efforts on strengths-based working on
the outcomes that matter most to people.

Key questions

e Leaders have a clear understanding of what outcomes they are seeking to achieve
through strengths-based ways of working and how they can measure progress towards
them.

e We seek to understand and measure the impact of people’s lives, and how strengths-
based ways of working support people to live the best lives that they can.

* We see measurement as a tool not just for measuring impact, but also for learning,
improvement and enquiry.

* We develop and share case studies to bring the change to life and demonstrate the
impact on people’s lives.
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Good practice

Wigan Council — Making it Real framework

Wigan’s Adult Social Care and Health Directorate has adopted the Think Local Act Personal,
‘Making it Real’ quality assurance framework to understand how well the principles of the
Wigan Deal are being embedded across the directorate, with a focus on continuous
improvement and consistency. This framework involves bringing together data and insights
from a number of sources, including:

e surveys conducted with service users, carers and staff

e a peer-to-peer audit process that staff use to review cases

o feedback from staff in the council and provider/partner organisations

» a staff self-assessment tool

e complaints and safeguarding reports

e a citizens’ reference group

* ‘mystery shopper’ approaches

¢ a set of ‘| statements’ measuring what is important to service users, carers and families

London Borough of Camden - Strengths-based survey

In 2019, Adult Social Care (ASC) services in Camden commissioned its first survey to
contact 1,000 people who had had some involvement with ASC over the last 12 months. It
received 248 responses.

The people surveyed were asked to consider whether since their contact with ASC they were
meeting 10 of the Adult Social Care outcomes. This valuable insight formed the basis of a
recent refresh of what the council’s priorities should be. The survey showed that there is
good evidence that Camden’s strengths-based approach to social care is working, but that
there is more to do to enable people to be more active and independent by providing early
help at the right time.

Useful resources
e Making it Real (Think Local Act Personal)
e Meaningful measurement (Nesta, 2020)

e How would we know that an area had become asset-based? (Social Care Innovation
Network, 2020)


https://www.thinklocalactpersonal.org.uk/makingitreal/
https://www.nesta.org.uk/report/meaningful-measurement/
https://www.scie.org.uk/transforming-care/innovation/network/news-blogs/becoming-asset-based
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About this review tool

This critical review tool is designed to support leaders and practitioners in local authorities
and partners with responsibilities for adult care and support, working with people who draw
on support to critically assess their ambitions, strengths, and areas for improvement in
relation to developing a whole-place approach to strengths-based working.

https://www.scie.org.uk/strengths-based-approaches/leadership/review-tool
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