
Accelerate
Empowering social care leaders: 
learning from the second cohort



Introduction

Change is the one constant in social care 
and managing change has fast become 
the day-job for social care leaders.

Yet as we move through the ranks of 
leadership it can sometimes feel as if we 
have less support and help to undertake 
our jobs.

At ADASS we are determined to try 
and fill this gap as much as we can. I’m 
delighted that the Accelerate programme 
seems to have become one of the vital 
jigsaw pieces for us in this ambition.

We have formed a very valuable 
partnership with Newton in delivering a 
programme which really speaks to the 
challenges that social care leaders face 
each day.

The very best things never seem  
to need any marketing. Awareness 
spreads rapidly just by word of mouth. 
This seems to be happening with  
this programme. All those I have spoken 
to, from both cohorts, have only ever  
had good things to say and there was 
huge demand for the third programme. 

What has really struck me has been the 
enthusiasm and the energy of those taking 

part. But more importantly both cohorts 
created a self-sustaining peer group. It is 
these networks that are incredibly helpful 
throughout a career. These are the people 
who will help us through the bad times and 
celebrate with us during the good.

The transformation skills that the 
Accelerate programme develops have 
never been more needed than today as 
adult social care departments respond to 
the pandemic.

I’d like to thank my colleagues at 
ADASS, Cathy Kerr and Marie Rogers, 
for their vital contribution to making the 
course happen. Also huge thanks to 
fellow directors Ann Workman, Jenny 
Wood and Suzanne Joyner for giving up 
their time and contributing so much to 
the programme. Finally, I’d like to thank 
Newton colleagues for their excellent work 
and knowledge delivering the course. 

When I reflect back on our evolving 
partnership with ADASS, the one principle 
that has remained constant is our joint 
desire to design and deliver a programme 
that adds real value to Directors and 
Assistant Directors in adult social care.

Reading through the case studies 
below, I am personally delighted at how 
Accelerate has supported some of this 
year’s cohort – whether that’s successfully 
applying for funding, articulating both the 
hard and soft outcomes of a programme, 
combining forces with health or working 
more effectively with stakeholders.

One of the other positive pieces of 
feedback we have received from both 
cohorts is the value that comes from 
building a strong peer network. I am 
passionate that we actively support both 
ADASS and the previous participants 
to create a more formal alumni network 
between and within cohorts. 

As the landscape of adult social 
care continuously evolves, so must 
Accelerate. For 2020, we have flexed 
the requirements, and our approach, 
to include those who are overseeing or 
leading teams to deliver large-scale, high 
priority change programmes, as well as 
those who are directly accountable for 
a change programme. I am excited to 
welcome the 2020 participants and look 
forward to hearing their stories over the 
coming year.

Lastly, I’d like to thank ADASS for their 
continued commitment to the programme, 
and to all our past and future participants, 
who are instrumental to its success.

Foreword

Richard Webb 
corporate director of health and adult 
services at North Yorkshire County 
Council, and former honorary secretary of 
ADASS

Steve Phillips
senior partner, Newton
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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. There have been two 
cohorts, the first in 2018 and the 
second in 2019.

Each participant brought a real-life 
high-priority major change project to 
the Accelerate programme that was 
their focus for the course.

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.

l  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 third year. 

BACK ROW (L-R)
Carolyn Nice assistant director, 
Lincolnshire County Council
Suzanne Wixey service director – 
adult care and support, Cornwall 
Council
Philip Mandeville (business manager, 
Newton)

Patrick Higgs director of local 
delivery, Essex County Council
Bernice Solvey head of support and 
safeguarding adults, London 
Borough of Camden
Sharon Stewart adult social care 
service lead, Southampton City 
Council

FRONT ROW (L-R)
Tim Baverstock strategic manager – 
assistant director of commissioning, 
Somerset County Council
Karen Fuller deputy director for adult 
services, Oxfordshire County Council
Matt Lees (programme lead, Newton)

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

Meet the 2019 Cohort
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Carolyn Nice, assistant director for 
adult frailty and long-term conditions, 
Lincolnshire County Council

l “I’m not a big planner. It doesn’t come 
naturally to me. This course helped me 
recognise that, while I’m happy to operate 
in the grey, it’s really important for the 
teams around me to have more structure 
and clear expectations.”

Carolyn’s project was delivering 12 
neighbourhood, integrated teams across 
Lincolnshire, a large and rural county 
council.

“When I was given this task, I realised 
it was pretty huge. I was questioning 
myself as to whether I had the skills in 
project management to take it forward. 
How would I know if I was asking the right 
questions of the people below me and 

really driving through progress in the best 
possible way. So, when I saw this course 
I was really motivated to do it.” 

For Carolyn a key takeaway has 
been an improved ability to articulate the 
reasons and outcomes for the project.

“We learnt how to present information 
in a short, sharp way using elevator 
pitches. You realise its very easy to 
talk for hours but not get your message 
across. Through the course you have to 
present to each other a lot which helps 
you focus on that.”

Having successfully concluded her 
pilot, Carolyn then used some of the 
tools and slides provided on the course 
to secure funding as one of the 12 NHS 
Integration Accelerator sites.

She found the involvement of Newton 
helpful because they work across a range 

Amanda Evans, service director, adult 
social care operations, Kirklees Council

l “I’m chair of the transformation board 
and I also head up change management 
in the department. I realised I was doing 
almost all of it relying largely on intuition,” 
Amanda reflects.

She says she was attracted to the 
Accelerate course because she felt it 
bridged the gap between her intuition and 
experience with established change theory 
and research.

Her first challenge, upon starting the 
course, was whittling her change project 
down to a reasonable size for the scope of 
the course.

Kirklees has a three-pronged strategy to 
manage demand including doing financial 
assessments up front, using reablement 
as the default position and improving the 
community offer and signposting.

Amanda’s task was to model what 
those changes would mean for the 
size and makeup of the workforce. She 
ended up focusing on just one element of 
reablement - rapid response.

“I realised my blindspot was articulating 
outcomes in terms of hard benefits such 
as reduced bed-days and cost savings. I 
could say why it was better for the people 
needing care and support, which really 
resonated with staff. But when you need 
to present business cases to partners to 
support system change, then you need 

to be able to use a common language of 
bed days and cost savings to give your 
arguments more teeth and to provide the 
basis for robust evaluation”

Work done during the course formed 
a key plank of Kirklees Health and Social 
Care partnership’s pitch for accelerator 
funding which was successful.

“It wasn’t hard or technical it was 
just about finding clarity and a common 
language. So, the course definitely pushed 
me to approach it differently.”

Amanda says she now has a solid bag 
of tools to hand for change projects and 
the confidence she is approaching the task 
in the right way.

It has also helped her create more 
challenge within teams at the council.

“We’d all got a bit comfortable with each 
other. We trust each other and so wouldn’t 
challenge assumptions or approaches. 
I started using some of the slides from 
the course to help prompt discussion and 
more recently we’ve had some really lively 
debates.”

She also agrees that one of the most 
valuable benefits was the network built 
with other colleagues on the course.

“I think that’s vital at our level. Directors 
have their own events where they can 
network but there’s not actually that much 
for senior leaders below DASS level. In 
some ways I think it would be really useful 
to also have a course alumni which could 
help build up those networks and events.”

“My team would say I’m better at planning and structure now.”

Bridging the 
gap between 
intuition and 
evidence-
based 
theory
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Improved productivity 
from dedicated time 
and focus
Tim Baverstock,  
assistant director 
of adult social care 
commissioning, 
Somerset County Council

l Tim says he was 
attracted to the course 
by its focus on a single 
project.

“I wanted to take a 
project by the scruff of 
the neck and give it my 
whole attention. As a 
senior manager you often 
lose that because you’re 
stretched across so many 
areas.”

Tim’s project was to 
transform dementia care in 
Somerset after the decision 
to close day-care centres 
as well as problems with 
delayed discharges from 
hospitals.

Passionate about 
making a difference in this 
area, he says the course 
gave him a tried and tested 
structure to really pause 
and reflect on a project 
already in progress.

“Sometimes we start 

with what we hope the end 
result will be or what we 
think is a great idea and 
start implementing things 
without really thinking it 
through.” 

He says after the first 
session he realised he had 
to work more broadly and 
combine forces with health.

After dividing the project 
down into its different 
strands of prevention, 
diagnosis, respite support, 
discharge and complex 
care support, Tim was able 
to identify what stage each 
project was at and the end 
goal for each. 

“I finished the course 
with a really concrete piece 
of work I could sell across 
the county and I think 
being able to focus my 
mind on it for the duration 
of the course was a major 
contributor to that. 

“It was actually a 
revelation how much I was 
able to achieve in a short 
space of time, when I was 
away from the office and 
other distractions.”

“My team would say I’m better at planning and structure now.”
of sectors both public and commercial.

“It’s not until you’re challenged on the 
way you’re doing something by someone 
outside of the sector that you realise 
you have no idea why it’s always been 
done in that way or why it has to be so 
bureaucratic.”

But she says the best part of the 
course was the relationships and 
networks built up which became far 
closer as a result of the residentials.

“The Whatsapp group is still  
active and we’re sending helpful  
links and information to each other.  
I really feel these links could last a 
career. I think that’s such an important 
and valuable part of the course because 
at this level there is so little to help and 
support you outside of your immediate 
organisation.”
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Karen Fuller, deputy director for adult 
services, Oxfordshire County Council

l Cultural change is fundamental to any 
successful change management project 
yet defining and quantifying it is often an 
elusive task.

This was Karen Fuller’s mission in 
Oxfordshire after funding was agreed to 
introduce a strengths-based approach 
across Adult Social Care.

“We wanted to move from a ‘what’s 
wrong’ to a ‘what’s strong’ approach. 
We needed to ensure practitioners were 
utilising the strengths of individuals and 
communities thus creating a cultural shift 
across the board,” she says.

Karen had to create a learning and 
development programme for all frontline 
staff that was pivotal to the provision of a 
service.

“I was very clear that simply sending 
staff on training alone wasn’t enough. I 
wanted a robust methodology to evaluate 
what people had learnt and a way to 
evidence their individual learning through 
practice.”

She says Accelerate helped by 
challenging her on how she would show a 
return on investment for the training.

“We have made a substantial financial 
commitment and what are the outcomes? 
That was definitely my steepest learning 

curve – how could I evidence the return 
on the investment in quantifiable data that 
illustrated a beneficial financial impact.” 

The clear methodological approach 
outlined on the course, particularly 
the importance of investing time in the 
development of a clear vision as well 
as the ‘assess and design’ stage, was 
key in determining metrices to evidence 
outcomes, she says.

“If we are truly working to people’s 
strengths then the number of people 
waiting and requiring support should start 
to go down, alongside community place-
based support increasing.”

Karen is clear that even though 
Oxfordshire’s investment initially was about 
improving resident outcomes, not saving 
money, it was incredibly helpful to look at 
the project through a different lens in a 
more diagnostic way with the continued 
opportunity to check and challenge.

Karen helped to create a three-day 
learning and development programme for 
staff specifically tailored to different staff 
cohorts. A graduation ceremony sees 

The view from 
cohort one
Sue Wald, corporate director, 
adult social services and health, 
Swindon Borough Council

Looking back, I would say 
the key skill I gained from 

the Accelerate course was the 
importance of having a clear 
methodological and data-based 
approach to transformation. 

I now use a diagnostic approach 
right at the start and this helps me 
develop appropriate key perfor-
mance indicators and put in place a 
continual approach on improvement. 

I’ve taken that learning into 
the work on reablement I’m cur-
rently doing with the NHS as part 
of a Sustainable Transformation 
Partnership. In particular, it has 
helped us focus on the capacity and 
capability required to lead change 
programmes and the dashboard of 
KPIs required.

I also think the theoretical work 
about leadership from thinkers such 
as Patrick Lencioni and Steve Pe-
ters that we studied on the course 
was really helpful and I’d like to see 
that strengthened.

My key takeaway that I would 
want to share with others would be 
to make sure you take the time, in 
a multi-agency context, to discuss 
the positive aspects of the change 
work. Also, the value of using case 
studies to help illustrate change for 
frontline staff.

Finally, although the first cohort 
has stayed in touch informally, we 
haven’t managed to meet up again 
which is a shame. I think it would be 
really helpful to organise a formal 
get together after nine months to 
reflect on our progress and continue 
learning together.”

Translating cultural change 
into success metrics

How could I  
evidence the return  

on investment in quantifiable 
data that illustrated a 
beneficial financial impact”

Skills to 
challenge other 
departments 
and work with 
stakeholders
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Introducing…
the next cohort

 Sue Batty 
service director, 
Nottinghamshire 
CC  

Nick Davies 
assistant director, 
Royal Borough  
of Greenwich

 Peter Davis 
assistant director,  
Leicestershire CC 

 Clare Deards 
head of social 
work & principal 
social worker, 
Swindon Borough 
Council

 Laura Gaudion 
strategic 
commissioning 
manager, Isle of 
Wight Council

 Catherine Gormally 
director of social 
care, Salford 
Royal NHS 
Foundation Trust

 Hilary Hall 
director of adults, 
health and 
commissioning, 
Royal Borough  
of Windsor and 
Maidenhead

 Gary Heathcote 
director of 
commissioning, 
Norfolk CC 

 Richard Parry 
strategic director 
for adults and 
health, Kirklees 
Council

participants come back and evidence how 
they have changed their practice and how 
it has made a fundamental difference to 
someone in the community illustrated 
through “stories of difference”.

Karen is using this information to help 
quantify the impact of the course on 
outcomes.

“I think the course has allowed me to 
take a different view on organisational 
opportunities using more analysis and a 
more strategic perspective,” she adds.

 “Just being on the course, hearing 

some of the great speakers, it really gave 
me back that inspiration.” 

“Working at a senior level in social 
care, can be tough. Accelerate enabled 
me to take focused time out of the office 
with no work interruptions to evaluate and 
understand what needed to change and 
why. I finished the course having had the 
opportunity to really step out of my comfort 
zone but, most importantly, there have 
been valuable relationships and networks 
that have developed as a consequence of 
this programme.” 

Sharon Stewart, divisional head  
of service, adult social care, 
Southampton City Council

l Sharon Stewart came to the Accelerate 
course having recently been promoted 
to divisional head of service and put in 
charge of the integration of health and 
social care teams in community clusters 
across the region.

“The programme had had numerous 
false starts and I was really passionate 
about developing it and embedding it 
across the city.

Sharon’s revelation was the importance 
of stakeholders.

“It wasn’t something that I had 
necessarily anticipated. I also realised that 
I had never truly thought through why I was 
trying to make the changes. By the second 
residential I was able to articulate what I 

was trying to do more clearly and the further 
work that was required after the pilot.”

Seeing and hearing from others on 
the course who were also grappling with 
complex integration projects was helpful 
as was a deeper understanding of excel 
spreadsheets and financial statements.

“I doubt I would ever have learnt those 
things in my organisation because there are 
other departments that produce them for us 
but now that I understand them better I can 
challenge more effectively.” 

Following her project pilot, a decision 
was taken in Southampton to pull together 
all work on community clusters across both 
social care and the primary care networks.

“I’m now a participant in the modelling 
rather than leading it but I still think the 
Accelerate programme enabled learning 
that is helping me develop the future 
approach we take,” Sharon says.
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