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Foreword
To succeed, we need
directors, aspiring
directors and senior managers
who have great leadership
skills and the ability to
successfully transform complex
services for the better.

Richard Webb

corporate director of health and adult
services at North Yorkshire County
Council, and honorary secretary of ADASS
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A vital part of ADASS’s mission is to
support the development of adult social
care leaders and that mission has never
been more critical than it is today.
There is a huge amount of fantastic work
being done in adult social care thanks to its
dedicated workforce, but austerity and rising
demand are putting services under more
sustained pressure than ever before.
These challenges mean the job of being
an adult social care leader is immeasurably
more difficult than it was back when I first
became a director 12 years ago.
As such, we cannot succeed in delivering
sustainable services that will improve the
lives of millions just by continuing to do what
we’ve always done. Nor can we salami slice
our way into the future.
To succeed, we need directors, aspiring
directors and senior managers who have
great leadership skills and the ability to
successfully transform complex services
for the better.
And that’s why I was very excited when
Newton senior partner Steve Phillips
approached ADASS with an idea for
creating a different kind of development

programme for adult social care leaders.
At ADASS we have long worked with
our partners on leadership programmes
but Newton’s suggestion differentiated itself
from the usual offer by having a strong
focus on transformation and complex
change.
So together with Newton we created the
ADASS Accelerate programme.
In this report you will read all about the
experiences of the first Accelerate cohort
and how it helped them develop and hone
their leadership skills with new insights and
opportunities for reflection.
And I am very much looking forward to
seeing the tangible results of their learning
in terms of how social care is delivered,
how public money is managed, and how
services engage with the public.
One aspect of the programme that
really struck me was the camaraderie that
developed among that initial cohort. My
sense from following their journey through
Accelerate and from meeting them at the
end of programme celebration was that
they became a close-knit group willing to
share their experience and ideas to work
together on creative solutions.
Now, with the second cohort about to
start the programme, I am hopeful that
Accelerate will continue to grow and evolve
– not just as a leadership development
opportunity but as a social movement that
brings together adult social care leaders for
the ultimate benefit of the people their
services support.
I would like to end by saying a very big
thank you to Steve, Martin Kent, Matt Lees,
Victoria Watson and the rest of the Newton
team, along with Cathy Kerr and Marie
Rogers at ADASS, the ADASS reference
group who helped steer development of
the programme, and the whole first cohort
for their role in making this exciting
programme possible.
ADASS | NEWTON

Accelerate
PROGRAMME

Introduction

Steve Phillips

senior partner, Newton

As Richard has referenced, today’s
leaders in adult social care are
increasingly required to lead complex
large-scale change, which often involves
working across different organisations,
who themselves may have competing
priorities.
This is against a backdrop of rising
volume and complexity of adult social
care demand, coupled with significant
pressures to reduce budgets.
When we approached Richard with
our idea for a new development
programme, we wanted to be able to
share our experiences of making such
changes happen in social care, health
and across whole systems.
The priorities and culture of ADASS
felt like a natural fit for us. Working
alongside the ADASS team has been a
positive experience, and their
commitment to the programme has been
instrumental to its success.
Based on the same methodology we
use when working alongside our clients,
we were passionate that the course felt
practical and made a measureable
difference to the real-life change
programmes that the participants were
leading.

Reflecting on the experiences of the
first cohort, we are delighted that
Accelerate has been able to support
them to learn new skills, refresh existing
thinking, and develop as strategic
leaders.
Core to our own development
programmes is the idea of creating
cohorts of learners that can share their
own experiences and support each
other.
We were thrilled that so many
of the participants recognised the
importance of this and are talking
about how to maintain this bond into
the future.
To be successful, Accelerate must
evolve with the needs of the participants
and the changing landscape of adult
social care. That’s why we’ve been
mindful to explore opportunities to further
improve the programme and have
tailored the course for 2019 with even
more of a focus on the leadership
aspects of change.
We are excited to welcome the
2019 group and hope that we are able
to support them over the next year
with their own personal learning,
development and change programmes.

What is the Accelerate programme?
The Accelerate programme
develops the ability of
directors and senior leaders
in adult social care to deliver
strategic and organisational
change.
Designed by ADASS and
Newton, the programme is
aimed at directors and
assistant directors of adult
social care services, and the
first cohort went through the
programme in 2018.
Each participant brings a
real-life high-priority major
change project to the
Accelerate programme that is
their focus for the course.
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The programme divides
into four modules that mirror
the stages of a major change
project.
Each module consists of a
two or three day residential
where participants deepen
their understanding of
Newton’s change
methodology, hear from
guest speakers, and share
and debate ideas. The four
stages are:
l Assess – Identifying and
quantifying the opportunities
for change, including how to
work with stakeholders,

measuring success and
planning next steps.
l Design – Refining the
opportunities, designing and
piloting new ways of
working, including designing
effective pilots.
l Implement – Delivering the
solution with local teams and
measuring benefits,
including communicating
and embedding change in
behaviour.
l Sustain – Supporting
teams to sustain the changes

permanently, including
sustainability planning and
how to keep change going in
challenging times.
Participants are also paired
with a programme partner
who, together with the peer
support from others on the
programme, offers an
additional source of advice
on effective change.
The Accelerate
programme is now in its
second year and you can find
out who’s who in the second
cohort at the end of this
report.
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MEET THE 2018 COHORT
l Alison Barker, city manager adult social care
(DASS), Hull City Council
l Claire Leandro, care and health improvement
advisor, Local Government Association
l Benedict Leigh, deputy director of
commissioning, Oxfordshire County Council
l Paul Little, area director, Suffolk County
Council
l Jennifer McGovern, director of integrated adult
social care and health, Cheshire West and
Chester Council
l Vicki Pattinson, head of adults and integrated
care, South Tyneside Metropolitan Borough
Council
l Simon Stevens, service director – adult care,
Derbyshire County Council
From left to right:
Matt Lees,
programme lead
at Newton, Sue
Wald, Benedict
Leigh, Alison
Barker, Simon
Stevens, Melissa
Wise, Clarie
Leandro, Paul
Little

l Sue Wald, corporate director – adult social
services, Swindon Borough Council
l Melissa Wise, assistant director of
transformation and performance – adult social
care and health, Reading Borough Council

Preparing the next generation
Leading change has long
been part and parcel of life
as an adult social care
director or assistant director.
Earlier in my own career I led
some major change
programmes closing longstay hospitals and
supporting people to move
into the community.
Today, however, the pace
and type of change social
care leaders are being asked
to deliver is noticeably
different. The changes
required today are not linear
– they are often multi-faceted
changes involving many
partner organisations. Just
having a Prince 2
qualification and thinking
purely about the social care
context isn’t enough.
The Accelerate
programme is one important
part of ADASS’s on-going
response to the changing
needs of our membership.
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There are significant gaps in
the development support
available for senior leaders
in adult social care that
Accelerate is one answer to.
But Accelerate is not a
one-off. It’s part of ADASS’s
broader Next Generation
programme of work.
Next Generation is about
ensuring ADASS is adapting
to the changing environment
by helping its members with
the developmental
opportunities like Accelerate
as well as ensuring the voice
of social care is heard loud
and clear nationally.
Those goals are
intertwined. By helping our
members become more
capable, effective and
assertive, adult social care
can take its rightful position
as a major partner in
increasingly integrated
services. As I and others
reading this will know, health

Cathy Kerr

ADASS associate

often has the larger and
louder voice, so if social care
is to play a full role in
shaping the destiny of
integrated systems, we will
need to be assertive and
better positioned to lead on
new partnerships.
And ultimately if we have

more effective leaders in
social care within those
partnerships, we will use
resources more efficiently
and effectively leading to
better outcomes for citizens,
which is – after all – what
gets all of us out of bed each
day.
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Home care in
Oxfordshire
Case Study: Benedict Leigh

The timing of Accelerate couldn’t
have been better for Benedict Leigh.
Recently promoted from lead commissioner to deputy director of
commissioning of adults’ services at Oxfordshire County Council,
Benedict was on the look out for a training programme that could
deepen his understanding of both his new role and local
government transformation.
“A lot of the training courses out there aren’t massively
appropriate for someone at my level,” he says. The choice
seemed confined to either an MBA or narrowly focused
courses on topics like handling challenging
conversations.
“I have a masters and I have no desire to do an MBA.
I wanted something small and focused but with the right
level of rigour and challenge. Being on a course with a
good group of people I could learn from or who might
ask me difficult questions was also something I wanted.”
The Accelerate programme ticked all those boxes.
“It looked ideal – a year-long course that lets you step
outside your workplace, involves others in similar
positions to you, and is based around rigorous
processes. It also appealed because it was directly
connected to my work because you have to take a
real-life project onto the course with you.”

HOME CARE PROJECT
The project Benedict took onto the Accelerate
programme concerned efforts to develop home care
provision in Oxfordshire. It is, he says, a perennial
problem and the ultimate goal is to get enough people
providing the right home care in the right places.
“Putting the goal like that makes it sound simple but
there are lots of answers that are easy, obvious and
wrong with this,” he says. “Getting it right means finding
different ways of managing the market and delivering
adequate home care, which in turn means working through
that in granular detail.”
Given this, the first stage of the Accelerate programme –
the Assess stage – was especially helpful. The Assess stage
focuses on helping those on the programme to unpack the
ADASS | NEWTON

Accelerate has
made me better
able to think clearly about
the work I do in
commissioning.
BENEDICT LEIGH, OXFORDSHIRE
COUNTY COUNCIL
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complexity of their individual
change projects so that the
challenge is easier to get to
grips with. It’s a process
greatly enhanced by the
presence of peers from
across the country on the
programme.
“It was really helpful having
others on the programme
who were also involved in
delivering or commissioning
social care – it helped me
understand the broader
problems in home care
outside of my local context,”
he says.
“Everyone likes to think
their local context is different
but, mostly, it isn’t. So the
others on the Accelerate
programme had been looking
at much the same problem
but from a slightly different
perspective or trying another
way to solve the problems.
Getting to hear about what
they were doing helped me
step outside my local context
and see beyond the way
we’ve always done it in
Oxfordshire.”

CHANGE OF DIRECTION
These insights helped lead to
a critical change of direction
for his project.
“I had started the project
with the thought that the
obvious solution was to
in-source home care,” he
says. “We can’t deliver
sufficient home care through
the market alone so we need
to in-source it. But Accelerate
– in conjunction with a whole,
complex series of other work
– contributed to a complete
shift in my thinking about the
challenge home care is
presenting in Oxfordshire.
“I had been regarding the

challenge as a singular
problem but from doing the
Accelerate programme and
other pieces of work, it
become clear to me that it is
not a single problem. Instead,
it’s multiple sets of different
problems and each of those
sets needs lots and lots of
small, detailed pieces of work
to solve.”
Another stand out moment
from Accelerate came when
he was questioned about his
perspective on home care
providers.
“I had been conceptualising
commissioners and providers
as on opposing sides,” he
says. “That was partly why I
thought the solution was to
bring provision inside because
then provision and
commissioning wouldn’t be on
opposing sides. But someone
on the course noted that it’s
not about different sides – it’s
about different roles. That
realisation re-shaped how I
thought about what we were
doing.”
As a result, Benedict and
his team shifted away from a
more competitive, combative
relationship with providers to
one based around mutual
problem solving. “I’m not
saying we’re all the way there
yet because we aren’t, but
we’re on a journey to there.”
“Accelerate has made me
better able to think clearly
about the work I do in
commissioning. It’s an
incremental improvement
rather than a major change.
Am I doing what I would have
been doing if I hadn’t done
the course? The difference is
I probably wouldn’t be doing
them as well as I am doing
them now.”

It looked ideal – a year-long course
that lets you step outside your
workplace, involves others in similar
positions to you, and
is based around rigorous processes.
BENEDICT LEIGH, OXFORDSHIRE COUNTY COUNCIL
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“Accelerate
reinforced the
importance of
KPIs”
Reading Borough Council’s assistant
director of transformation and
performance shares her experiences of
being part of the Accelerate programme.

How did you end up joining the Accelerate
programme?
Our director of adult social care heard
about the programme at a seminar. She
told me about it and said she thought it
would be a really good fit for me within my
role but also for my personal development.
We felt it would also benefit Reading’s
adult social care service, which is
undergoing significant service
transformation. I also thought it would be
good for me to meet other colleagues and
peers and build up a network.
You’ve got quite a broad transformation
programme on your plate...
Yes. My role is to transform the whole of
our adult social care service over the next
three years and that task is essentially
what I brought to the Accelerate
programme, to help me ensure the
changes are embedded and sustainable.
All services and functions within
Reading’s adult social care service will
have been reviewed by the end of the
programme so initially what I brought
wasn’t focused on a particular aspect of
that change. I went in wanting a helpful
and appropriate way to divide the tasks
into phases.
But on starting the programme I quickly
realised that to make the best of the
programme and understand the potential
of the methodology, I needed to narrow the
programme down more. So I focused on
our new front door in adult social care,
which is an 18-month programme in itself.
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It helps you with
anticipating the
readiness for change in your
organisation and what you
can do to facilitate that
change.
MELISSA WISE, READING BOROUGH
COUNCIL

performance measures that you’re using
to measure the outcome of a project. You
need to be really clear about what the
project will affect and what it won’t in
terms of performance and outcomes. If
you don’t do that whether you get good or
bad results people start questioning the
KPIs and data, which takes the focus
away from delivery.

What changes are happening to the front
door?
There are a few layers to it over the course
of the programme. We’re introducing an
asset-based approach, and working with
people to understand the needs they are
presenting with. The starting point is then
finding support using the community,
the voluntary sector and universal
services rather than immediately pulling
them into statutory services. We’re also
issuing low-level equipment and assistive
technology at the front door rather than
pulling people into long-winded
assessments.
There will be more timely information
and advice through a rebranded online
service directory that helps guide you
through your own assessment, so there’s a
self-assessment digitisation angle to the
project. The default offer will be to access a
reablement service, so we can look at
maximising independence before we start
planning the future. Finally, we will be
incorporating a public health service offer
focussing on those wider health issues like
smoking, obesity and mental wellbeing to
look at the whole person from a

ADASS | NEWTON
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preventative angle.
Essentially, the
underlying idea is about
resolving things quickly for
the person and not passing
them around to different teams
or staff. The person at the front door
who picks up the phone manages that
case through to the point where it’s
stable.

What did you learn about planning and
designing for change from the Accelerate
programme?
I think as local authorities we sometimes
work a bit back to front. We identify what
we think are the opportunities and then
use the methodology to help prove that
concept.
The really good thing about Accelerate
was that it highlighted how taking a
methodical approach where you look at
how your current business functions and
then identify the opportunities using good
business intelligence is the right
approach.
It also reinforced how important it is to
get everybody signed up to the key

How did you benefit from the
Implement stage of
Accelerate?
What Implement helps
you with is anticipating
the readiness for change
in your organisation and
what you can do to
facilitate that change. Some
of those were really practical
tips and tools.
In this stage we rehearsed some of the
more obvious and less obvious factors to
consider when thinking about change,
like: Is there enough room in the office to
work differently? Should you always lead
with teams that perform really well?
Maybe if you target those that are
struggling, a change in practice might be
part of the solution for that team.
What is your overall verdict on
Accelerate?
I think it was a hugely useful course and it
was also really good to get the peer group
network from it. I met with people I
wouldn’t normally have worked with,
which was a real benefit. Going forward,
we’ve toyed as a group with how we
might sustain the peer support we all got
from the course. I hope we don’t lose that
network now the course is over.
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Case Study: Paul Little

Integrating
health and care
in Suffolk

In June 2017 Paul Little put himself forward to lead a bold
project to transform the way health and adult social care
services in Suffolk operate.
That project is Connect. The
goal is to integrate the operation
of community health and care in
Suffolk, working with other
statutory services and the
voluntary and community
sectors so that they align with
the strategic direction of the
entire system rather than the
direction of individual services.
“I have a particular interest in
how operational services can be
redesigned to deliver properly
on a system-wide basis and
what motivates me is making
change on the ground,” says
Paul, who is the strategic lead of

Connect for Suffolk’s health and
care alliance.
“One important thing about
this project is that while I’m from
adult social care, I have a
responsibility to work across the
whole service in most of Suffolk.
That’s not without precedent,
but it is quite unusual for a
whole system change to have
one lead rather than designated
leads from each service.”
Connect had been underway
for two years when Paul joined,
and had led to social care and
health working more closely
together. But Paul wanted the

project to start taking the
change further and towards
what he calls “properly
joined-up delivery”.

JOINING ACCELERATE
But as someone new to carrying
out transformation on this kind of
scale, Paul was soon attracted to
the Accelerate programme: “I
was interested in it because I
was new to this sort of role and
because an explicit intention of
the programme was to enable
people to make more contacts
outside their own areas, which
was a big pull for me.”

“Accelerate refreshed my understanding”
Jennifer McGovern,
the director of
integrated adult social
care and health at
Cheshire West and
Chester Council,
shares her thoughts
on being part of the
first ADASS
Accelerate cohort.
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What change project did you
pick as your focus for
Accelerate?
We’re doing a major redesign
of the adult social care
pathway to promote
independence and a strengthsbased approach. That goes
right across the board from the
front door through to the
occupational therapist teams,
reablement, and community
care teams.

There are £2.5 million of
savings attached to that
project, which will come from
more efficient commissioning
of individual care packages
and moving to promoting
independence, strengthsbased social work, and
managing demand.
What attracted you to enrolling
in the Accelerate programme?
I thought it would help me

understand some of the
processes in terms of
managing such a large-scale
scheme. Areas such as
communications,
understanding benefits
realisation, knowing your
stakeholders and those sorts
of things. The thing I got out of
it was, as a portfolio manager,
help in how to support the
programme and project team
to manage the process.
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Accelerate, he says, proved
a helpful exercise from the off.
Even at the application stage.
“It’s part of the programme
almost,” he says. “The way the
application process works
means you reflect on what
you’re seeking to get out of the
programme both in terms of
your personal development
and your project. That process
in itself helps shape what
you’re doing.”

Because
money’s so
tight you have to
focus on what is
going to make the
most difference to
people’s lives.
PAUL LITTLE, SUFFOLK
COUNTY COUNCIL

I don’t think I was learning
new techniques or approaches
but what the programme did
was consolidate and refresh
my understanding.
Was taking part still valuable
for you in that case?
I think so. It helps remind you
of the complexity of all the
elements of a change
programme and how to
engage people in change.
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ANALYTICAL THINKING
Paul describes the Newton
methodology as having a big
focus on measurement. It’s a
perspective that he thinks is
sometimes lacking with social
care.
“In social care we’re very
good at understanding the
dynamics of people’s needs,
understanding the relationships
that help to support people and
those softer one-to-one things,”
he says. “I think that culture
flows into the way strategic
management is done in social
care. What we’re not so good
at is the very performancerelated approach.”
In times of financial
constraints, having that
performance focus is important,
he says: “Because money’s so
tight you have to focus down
on what you’re going to
prioritise and what is going to

As a refresher it was really
helpful and most, if not all, of
the external speakers were
really valuable in helping you
think around each of the
elements involved in managing
a programme of change.
Accelerate did help me
focus on making sure our KPIs
and our benefits realisation
were regularly coming back –
sometimes that can get lost in
all of the other stuff that is

make the most difference to
people’s lives.
“The way Newton sets that
up on a measurement basis
really helps you to focus on
what you’re doing. It’s the kind
of analytical thinking that the
organisational culture of social
care doesn’t readily lend itself
to, but it’s useful to have a
balance of both cultures.”

DESIGNING CHANGE
The approach covered on the
Accelerate programme also
puts a strong focus on
identifying what needs to
change in order to obtain the
desired outcomes. “It’s almost
an equation-based way of
thinking – you really delineate
the various elements of change
and how they inter-relate with
each other to achieve a certain
outcome,” he explains. “Then,
having defined the levers
through that process, you
derive how to pull the levers to
make the change reality.”
An example would be if you
were attempting to move
people from residential care
and towards domiciliary care
because it’s better for their
long-term wellbeing and less
expensive.
“Once we have that clear
goal and sense of the
advantages, we move, in the
design stage, onto what

specific bits of change are
needed to get the outcome,”
says Paul. “You might, for
example, look at the initial
expectation a person or family
has about what is the right form
of care and then that will lead
you to think about what
engagement they may have
with the organisation that would
create that expectation.
“It could be that when people
are being discharged from
hospital, they may be talking to
ward consultants who have
different expectations about
what the right care environment
is because the formal
institutionalised hospital setting
affects the parameters of their
thinking. So the change could
be to work with the consultant
and their team or to bring a
social worker to the hospital to
handle that part of the
conversation with the person.”

IMPLEMENTING THE
LESSONS
What Paul says he’s gained
from Accelerate is a group of
tools that he can apply in his
work in Suffolk. “It’s not a case
of taking the Accelerate method
and applying it to a whole
system, it’s an approach where
I can take specific aspects and
adapt it to the Suffolk context in
whatever way works best,” he
says.

Q&A

going on. That helped me keep
a real focus on the changes.

Who do you think would
benefit most from being on the
ADASS Accelerate?
It depends on your
organisation’s structure
because every structure’s
different. In Cheshire West and
Chester we’ve got team
managers, service managers
and senior managers. I felt

Accelerate is something that
our senior managers would
benefit from most, rather than
directors simply because as a
director you don’t get into that
level of detail.
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The DASS perspective:

Sue Wald
Swindon Borough Council’s
corporate director of adult social
services Sue Wald arrived on the
Accelerate programme with a unique
advantage. She and her authority had
just finished work on a corporate
demand management programme
with Newton.
“I’d already been working with Newton
and from that I had become interested in
deepening my knowledge of that
methodology,” she says. “Also, I was
particularly interested in the chance to
work with colleagues from other regions.
In the South West we’re quite well
connected with each other but less so
with people from across the rest of the
country.”
While Sue felt some technical
learning aspects of the course could be
seen as too detailed for someone at an
adult social services director level, the
programme still proved valuable.
“The actual definition of key

What’s different in
Accelerate is that it’s
a much smaller group, and
that enables a joint
problem solving.
SUE WALD, SWINDON BOROUGH
COUNCIL
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performance indicators, for example, is
something that I, as a corporate director,
can ask members of my teams to
develop. Having said this, it is critical to
understand the process of development
to ensure the indicators measure the
outcomes and results we want to
achieve,” she says.

LEADERSHIP STYLES
Sue particularly liked the insights she got
from the Accelerate programme’s
exploration of leadership approaches.
“We explored what things trigger
certain emotions in you and how you can
prepare for meetings differently so that
you are as rational as you can be,” she
says. “Just being more aware of and
preparing for those triggers makes it
possible to have much better outcomes
in meetings and that has been really
helpful.”
The participants were also introduced
to the works of business management
writer Patrick Lencioni and his book Five
Dysfunctions of a Team.
“That really helped to reinforce the
importance of vision, buy in and
communication,” she says. “Since then I
have been doing even more regular staff
briefings, going out to teams and into
team meetings more than before. It
made me focus on where I need to
spend more time.”
Sue’s attended several other
leadership development courses in the
past, including the Aspiring Director of
Children’s Services programme, but she
feels Accelerate stands out from those.
“What’s different in Accelerate is that
it’s a much smaller group and a very
clear methodology linked to improving
outcomes,” she says. “The previous
programmes also had residentials, which
I think is really important because that
way you get to know people, but
because this one had a smaller group
there was much more time for discussion
and reflective learning with each other. It
enables that joint problem solving.”

Claire Leandro’s
experience of Accelerate
began much like the rest
of the initial cohort. At the
time the programme
began looking for its first
participants, she was the
service director for adult
care and support at
Cornwall Council.
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Transferable
insights

authorities about what they’re expecting to
achieve from their transformation
programmes. I’m also thinking about how
some of the methodology I learned on
Accelerate might be something I can use
to encourage a particular local authority
I’m working with to sense-check the work
they’ve already got in hand.”
One approach from Accelerate that she
found especially useful was the Assessing
Opportunities model, which focuses on the
link between performance and cost. “It
wasn’t different to things that we try and do
all the time but it was a very clear
approach for getting to the opportunity cost
of making a change,” she says. “The
methodology was nicely set out and nicely
explained so you can take it back to your
own service.”
Having clear approaches to complex
transformation is invaluable. “It’s often
hard to deal with complex projects
because there are so many variables,” she
explains. “You can’t just say we’ve got 12
variables and that’s it because things stop

It’s helped me challenge
local authorities about
what they’re expecting to
achieve from their
transformation programmes.
CLAIRE LEANDRO, LOCAL GOVERNMENT
ASSOCIATION

“As a senior leader in an organisation, it’s
quite hard sometimes to find the
appropriate learning opportunity,” she
says. “So Accelerate seemed like a good
fit in that it was sponsored by ADASS who
would know my world and what I needed
but also incorporated the external
expertise of Newton. That combination
made the programme quite attractive.”
Claire also had an obvious programme
to bring to Accelerate: an operational
transformation programme the council was
doing with Cornwall’s clinical
commissioning group NHS Kernow.
The goal, she explains, was to look at
how health and social care staff could
support people in the community in a more
integrated way.

CAREER TWIST
But shortly after the first residential,
Claire’s career changed after she took a
job as a care and health improvement
advisor for the Local Government
Association (LGA).
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“Changing jobs meant I had to shift in
how I used Accelerate because I no longer
had the operational transformation
programme I came to the programme
with,” she says.
In her LGA role, Claire advises directors
and chief executives in local authorities in
the South West of England. It’s not the
type of role Accelerate was designed to
support and falls outside the eligibility
criteria for a place on the programme. But
it was agreed Claire could continue with
the programme and she soon discovered
that the insights from the programme were
no less valuable in her new job.
“It’s not as smooth a fit but Accelerate
has helped me,” she says. “It adds to my
armoury and toolbox of things I can probe
and prompt local authorities with. It’s
improved my analytical skills and
diagnostic skills as well.”

APPLYING THE KNOWLEDGE
It is knowledge Claire’s already applying in
the field: “It’s helped me challenge local

and start, or the government may change
policy mid-way through so you have to
start again.”

DOING THE GROUNDWORK
“I thought Accelerate was very good
on benefits realisation and tracking,”
Claire adds. “I found all the elements
about setting up really helpful because
it encourages you to put the brakes on
and not leap into solutions and
implementations before you’ve put in
the rigour behind the changes.
“The pressure to do things at such a
pace in social care is part of the challenge
with transformation projects – people want
you to deliver the savings the day after
you’ve come up with the plan.
“Newton’s approach supports you to do
the groundwork properly. What it gives you
is the credibility so people can see why it
will take an extra month to get the clear
analysis and why it’s worth investing that
time because then you can test what
you’re doing.”
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Case Study: Simon Stevens

Market sustainability
in Derbyshire
Derbyshire County Council’s service director of adult care
Simon Stevens arrived at Accelerate with the kind of project
that will be familiar to local authorities across the land.
The mission was the perennial question of
how to change commissioning to a way
that sustains a healthy local home care
market. But Simon’s project has a unique
aspect. Derbyshire is not just a
commissioner of home care; it’s also a
significant provider in its area too.
“We, fairly uniquely, have a significant
in-house service and a commitment to
retaining a strong presence in the market
because we understand the value of
having that,” says Simon. “Our vision was
not about seeking to wholly externalise our
homecare provision, but to ensure the
whole market worked together to maximise
efficiency, and focus both the internal and
external provision so that they operate in
partnership to deliver best value for the
people of Derbyshire. We recognised that
our overall management of the market was
not as good as we would like it to be and
wanted to work with all of our providers to
drive positive change ”
Having a large in-house home care
service can be a double-edged sword. On
one hand it can give a local authority
greater control over the home care market,
but on the other hand, unless this service is
appropriately focused and aligned to work
alongside rather than in direct competition
with the other private and voluntary sector
providers it can dampen the wider market
and mean that independent providers lack
the confidence to grow.

DATA INTO INTELLIGENCE
When the Accelerate programme started,
Derbyshire had identified what it wanted to
do but had yet to start the process of
planning for and implementing that change.
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First, it wanted to remodel its in-house
home care service so that they could focus
on providing short-term services to enable
people to maximise their independence,
support the organisation to manage
demand and deliver a business as usual
seven-days-a-week service. This would
help the council and the wider system to
avoid delayed transfers of care and reduce
unnecessary long-term care and hospital
admissions. The other goal was to support
the wider home care market to have the
confidence to grow, through having a better
understanding of their future role in the
market, to a point where it could offer a
greater volume of long-term support to
residents.
Simon found the Newton approach
useful from the off.
“I’ve done a huge amount of successful
change and transformation work over the
years but I’ve not really done anything
before that followed a defined programme
approach.” he says. “What I found most
useful about the Newton model was the
elements around using a clear
methodology to identify an issue, turning
data into intelligence and using that to
make sure you’ve got the right resources to
deliver a programme, ensuring that
everyone involved fully understands what it
is we’re trying to achieve.”

THE RIGHT COMPARISON
Simon was able to apply his learning
around turning data into intelligence within
his project when he got to the stage of
identifying how many avoidable admissions
to long-term care he could reduce through
having the correct balance of home care

capacity.
“Without the learning from the
Accelerate course, we might have just
looked at our comparative data and
identified that we had a higher rate of
admissions to long-term residential and
nursing care than our comparator
authorities,” he says. “From that, we might
have concluded that we needed to reduce
admissions to be in line with our
comparators.”
But armed with his insights from the
programme, Simon took a different
approach. “We undertook an exercise
where we reviewed the last 20 admissions
in each of our 8 districts and boroughs and
analysed them to see if they were
appropriate or not. This gave us a
benchmark for how many inappropriate
admissions were being made and why.”
“It seems obvious in hindsight but really
understanding your data and turning it into
intelligence that you can use to inform your
thinking and planning is essential. The
results of our analysis of the data helped
us to recognise that part of the reason for
our higher than average admissions was
that Derbyshire has a higher than average
demographic of older people
Understanding that enabled us to
refocus our targets so that they were
realistic” he says. “Just suggesting that
because you’ve got a defined number of
admissions more than your comparators
means you need to reduce yours by that
figure isn’t particularly intelligent”

CLEAR MESSAGES
Simon’s project is now at a point where the
delivery model of Derbyshire’s in-house
ADASS | NEWTON
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domiciliary care service has been changed
to facilitate a seven-days-a-week offer to
residents. Previously, the home carer shifts
occurred seven days a week between 7am
and 10pm but the managers of the service
only worked weekday office hours. The
introduction of a new scheduling team, and
a new payment and rota software system
which will bring increased efficiency and
effectiveness is underway, and initial work
with independent sector providers has
begun to develop confidence for growth.
Naturally, working across the whole
market and bringing a range of providers,
staff and people who receive services with
you presents a challenge to change
programmes, but Simon says the
Accelerate programme’s focus on the
clarity of mission proved useful in
delivering this particular change.
“When your message, vision and
ADASS | NEWTON

mission are clear, people understand what
you’re doing and why,” says Simon.
“Overcoming the personal impact of a
change is always difficult but if people can
see what it is you’re trying to achieve and
why then it doesn’t become a conceptual
argument, but a discussion about how you
support individuals to manage the impact
of the change on them.”

Really understanding
your data and turning it
into intelligence that you can
use to inform your thinking and
planning is essential.
SIMON STEVENS, DEBRYSHIRE COUNTY
COUNCIL

INVALUABLE OPPORTUNITY
For Simon it wasn’t just the learning that
made Accelerate work so well for him, it
was also the networking.
“The networking aspect is absolutely
invaluable,” he says. “There are now eight
other folk in both similar and completely
different authorities across the country that
I can ring for support, guidance and advice.
That is something I’d never have got
without the course.”
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INTRODUCING…THE NEXT COHORT
BACK ROW (LEFT TO RIGHT)

Carolyn Nice assistant
director, Lincolnshire
County Council

Patrick Higgs director of
local delivery, Essex County
Council

Suzanne Wixey service
director – adult care and
support, Cornwall Council

Bernice Solvey head of
support and safeguarding
adults, London Borough of
Camden

Philip Mandeville (business
manager, Newton)
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Sharon Stewart adult social
care service lead,
Southampton City Council

FRONT ROW (LEFT TO RIGHT)

Tim Baverstock strategic
manager – assistant director
of commissioning,
Somerset County Council
Karen Fuller deputy director
for adult services,
Oxfordshire County Council

Amanda Evans service
director – adult social care
operations, Kirklees Council
Ian Lightley north locality
manager (social care lead),
Plymouth-Livewell
Southwest

Matt Lees (programme lead,
Newton)
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