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Executive Summary 
 

Purpose 
 

Cheshire East Council is looking to explore a locality working model for services delivered to Children 

and Families. Building upon the NHS place-based commissioning hubs for integrated care, the 

Council would like to mirror this structure for Children and Families services to ensure a much- 

improved synergy and integrated operational model that can maximise available delivery space and 

potential for joint assessment, planning and team around the family working. 
 

The Council commissioned support from C.Co to co-design with managers and staff a locality 
working model that will work on the ground. 

 
The project was undertaken over a 4-week period and has delivered: 

• 4 co-design workshops 

• A visual portrayal of the Vision for locality working in Cheshire East 

• A report outlining findings (this report) 

• A Target Operating Model for Locality Working (included within this report) 

• A parallel review of the Troubled Families Programme (commissioned as a separate project 
but entirely complimentary to the findings of the Locality Working review hence its 
reference within this report) 

 

Scope 
 

The scope of this initial piece of work included Council and Partner staff relating to the following 
services: 

• Early Years 

• Early Help and Prevention 

• Family Support 

• Troubled Families Family Focus workers 

• Youth Support 

• 0-19 Service 

• Schools Support 

• Troubled Families Unit 

• Children’s Social Care 

• Special Educational Needs and Disabilities 

 
It is however to be noted that this was an initial scope and it is anticipated that this be reviewed on 

an on-going basis for additional opportunities. 
 
 
 

Strategic Case for Change 
 

The Locality Working model at the Council is not driven by a need to deliver immediate efficiencies, 

it is driven entirely by a desire to improve outcomes for children and families. 
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Feedback from staff made it clear that despite best efforts, services can often be disjointed, with 

multiple agencies working with families in an incoherent manner causing unnecessary confusion and 

anxiety. In addition, front-line professionals are acutely aware of very localised issues and pressures 

on communities but feel they cannot effectively influence. These issues give an indication of the 

need to move towards a locality working model. 
 
 
 

Design Features 
 

Seven managers from key services within the scope of the 

project attended a Management Workshop where the 

design principles and vision for locality working were 

articulated. This was shared, discussed and endorsed as part 

of three Workforce Workshops, attended by 68 multi- 

agency frontline managers and practitioners. 
 

This vision was captured visually (Appendix A) but the key 

principles are as follows: 
 

• Locality Working is a journey, which needs to evolve 

from good practice across the borough. 

• This is not about implementing structural change 

which forces a shift in behaviours/working practises, 

 
 
 
 
 
 
 

Figure 1 enlarged version in Appendix C 

but about enabling the multi-agency workforce to collaborate, share knowledge and work 

together focussing on the families within the communities that they serve. 

• This is about tactical and practical changes to be delivered in the short term which increase 

professional’s ability to effectively support children and families at home and in school. 

Key messages from this session which support the vision are as follows: 

• This is not about ‘cuts’ 

• We are not looking at whole-scale movements/desk/office changes, but where co-location is 

beneficial this will be supported either building on as-is co-location or enabling more 

effective co-location on an ad-hoc basis 

• The day job is still a priority and is supported 

• We fundamentally cannot reduce capacity/ increase backlogs 

• This is about building and increasing relationships across teams, partners and with families 

and schools 

• The model has to be fair and demand driven 

• This concept is still about the whole team but with a locality focus 

• There must be consistency of practice 

• Maintaining individual and team professions is important 

• Language used is very important and must be consistent and accessible to families 

• This exercise will be collaborative and not ‘done to’ people 

• This will evolve. 
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It is important to note that there have been previous attempts at implementing a sustainable locality 

model across the borough, management felt this had to be acknowledged and learned from. 
 

Therefore, the 3 geographies of North, Mid and South are considered to be the geographies that the 

initial waive of change will be based upon. These broadly align with the CCG areas as well as Adult 

Social Care. 
 
 
 

Options and Recommendations 
 

The various models of locality working which are adopted across the country were discussed. The 

learning from others is a key role of leaders which is embraced. Due consideration was given to 

restructuring teams into the agreed localities, joined-up management and co-location across the 

borough. However, it was felt that such changes would be unnecessary and that the desired 

outcomes could be delivered quicker and less disruptively by providing tools and mechanisms to 

encourage joined-up working. 
 

As such, structural changes are at this point not in scope. The term ‘virtual’ locality working was 

identified as being most representative of the short-term ambition, which is focussed around 

relationships, joined-up working and knowledge sharing. 
 

This report outlines the key recommendations from the work undertaken, including the separate in- 

depth review of the Troubled Families Unit, as well as the process followed and key outputs from the 

workshops which inform the implementation plan. 
 
 
 

Actions 
 

There is one key action required to move this agenda forward; 
 

• Share the findings with partners and secure buy-in/ commitment to progress 
 

Once this has been achieved, governance arrangements should be agreed, and a small project team 

identified and put in place to take ownership for moving the project forward. This should be done 

collaboratively with the wider workforce. 
 

A short-term action list to both move this agenda forward and introduce quick wins and 

improvements, as identified by staff, is included in the full report. 
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Introduction 
 

Purpose 
 

Cheshire East Council is looking to explore a locality working model for services delivered to Children 

and Families. Building upon the NHS Place based commissioning hubs for integrated care, the 

Council would like to mirror this structure for Children and Families services to ensure a much- 

improved synergy and integrated operational model that can maximise available delivery space and 

potential for joint assessment, planning and team around the family working. 
 

The Council commissioned support from C.Co to co-design with managers and staff a locality  
working model that will work on the ground. This approach to co-design was undertaken to create a 
culture of collaboration and to consider the effectiveness of practicalities such as joint team 
meetings, meetings around effective practice and consistency of evidence-based work that will make 
a real difference to children and families. 

 
The project was undertaken over a 4-week period and has delivered: 

• 4 co-design workshops 

• A visual portrayal of the Vision for locality working in Cheshire East 

• A report outlining findings (this report) 

• A Target Operating Model for Locality Working (included within this report) 

• A parallel review of the Troubled Families Programme (commissioned as a separate project 
but entirely complimentary to the findings of the Locality Working review hence its 
reference within this report) 

 
This report therefore sets out the following: 

• Introduction: 

o Project Background – Context for the review 
o Approach to the review – How collaborative design was undertaken 
o Scope of the review – The services in-scope of the review 

• Strategic Case for Change – Why the review was necessary 

• Vision and Target Operating Model – Defined by management and endorsed by workforce 

• Focus on Troubled Families – Context for why the Troubled Families review is pertinent to 
Locality Working 

• SWOT analysis – Strengths and weaknesses of the current provision, opportunities and 
threats relating to locality working 

• Design Principles – Collaboratively designed by management and the workforce 

• Branding and Messaging – How this should be communicated to staff and families 

• Action Planning – How we get this model implemented 

• Recommendations – Summary of key activity required 

 
All of the conclusions referenced within this report are supported by the output of the workshops 
which looked to collaboratively co-design the key principles for locality working. As such the 
following appendices provide the detailed output from the individual sessions: 

• Appendix A – Visual representation of the Vision 

• Appendix B – Workshops output 

• Appendix C – Locality Map 



Locality Working Model V1.3 

We are C.Co; CIPFA’s consultancy service 7 

 

 

 

Project Background 
 

Cheshire East and partners have a desire to ensure outcomes for children and families are 

maximised and acknowledge that working together on joined-up objectives is paramount. There is a 

long history of strong partnership working across the borough, and in some areas, this is working 

incredibly well, however it is understood that this is not a consistently applied model and therefore, 

given recent restructures particularly across the Early Help offer, it is timely to review how a locality 

working model can be implemented borough-wide. 
 

In addition, Cheshire East Partners have given their commitment to completely refresh and re- 

energise the approach to maximising the potential of the National Troubled Families (TF) 

programme. 
 

The Council, led by the Transformation Director, has recently developed a Troubled Families 

Recovery Plan which was endorsed by the Health and Well Being Board and approved by the 

Ministry Housing, Communities & Local Government 
 

In order to improve data analysis which informs practice and commissioning a review has been 

undertaken which looks to Improve the identification of TF outcome data sources and maximise the 

capability of the data warehouse to improve PBR claims. 
 

At present the TF Unit is distinct and separate from other services and this locality working review 

provides a timely opportunity to consider how the TF Programme can be embedded into business as 

usual within teams and localities. 
 
 
 

Approach 
 

This review was undertaken in an entirely collaborative manner with interactive workshops designed 

to ensure all participants had opportunity to co-design the locality working model. In total, 75  

people attended workshops. 
 

The first workshop undertaken was with management. This focussed on delivering: 

• A vision for locality working 

• Case for change 

• Design Principles 

• Asks of the workforce 
 
 

The management workshop set the foundation and direction for the three workforce workshops 

that followed. The first workforce workshop had a wider remit which then narrowed as staff added 

to the discussions as part of the subsequent workshops. 
 

The first workforce workshop focussed on delivering: 

• Amendments/endorsement of the vision 

• Case for change 

• SWOT analysis of existing provision 

• Barriers to change 

• Actions to progress 
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The second and third workforce workshops focussed on progressing the action plan and covered: 

• Amendments/endorsement of the vision 

• Amendments/endorsement of the barriers to change 

• Action planning 

• Branding, messaging and shared outcomes 
 
 

The structure of the four workshops allowed all participants to co-design the agreed vision for 

locality working. 
 

In parallel, work was undertaken with the Troubled Families Unit which consisted of undertaking an 

initial health check and opportunity assessment which would focus on working alongside the existing 

team to identify: 

• The current processes in place 

• The current content of the data warehouse 

• The opportunities for further internal data utilisation 

• The opportunities for further partner data utilisation 

• Improvements to be made to the overall process and claim coordination 

• Identification of immediate tasks to be undertaken to inform (increase) the next claim and to 

improve the process going forward. 
 

The recommendations in relation to how the process can be improved going forward are pertinent 

to the findings of the Locality Working review hence the Troubled Families review being referenced 

and included within this report. 
 
 
 

Scope 
 

The scope of this initial piece of work included Council and Partner staff relating to the following 
services: 

• Early Years 

• Early Help and Prevention 

• Family Support 

• Troubled Families Family Focus workers 

• Youth Support 

• 0-19 Service 

• Schools Support 

• Troubled Families Unit 

• Children’s Social Care 

• Special Educational Needs and Disabilities 

 
It is however to be noted that this was an initial scope and it is anticipated that this be reviewed on 

an on-going basis for additional opportunities. 
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Strategic Case for Change 
 

Cheshire East Council, like many others across the country is working in a context of unprecedented 

challenge. Increasing demand upon services in an ever-decreasing budget scenario. However, the 

Locality Working model at the Council is not driven by a need to deliver immediate efficiencies, it is 

driven entirely by a desire to improve outcomes for children and families. 
 

Two of the workshops undertaken (one of them being with management) focussed on what a ‘bad’ 

day could look like for children and families. This exercise highlighted that services, despite best 

efforts, can often be disjointed, with multiple agencies working with families in an incoherent 

manner causing confusion and anxiety which could be avoided. 
 

 
 
 
 

‘Inconsistency/change 

of staff’ 
 

‘Mixed messages from 

different agencies’ 
 
 
 
 
 
 

 
‘Inconsistency’ 

 

‘Lack of right 

service/right place/right 

time/right people’ 
 
 
 
 
 

 
In addition, it was noted that there are often very localised issues and pressures on communities 

which the front-line professionals are acutely aware of but cannot effectively influence the 

localisation of interventions and programmes. 
 

This all provides the backdrop for why improvement is needed and illustrates the need to move 

towards a locality working model. 
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Vision and Target Operating Model 
 

The Council and its partners are wanting to design and implement a locality working model for 

services delivered to Children and Families.  Building upon the NHS Place based commissioning hubs 

for integrated care, the Council would like to mirror this structure for Children and Families services 

to ensure a much-improved synergy and integrated operational model that can maximise potential 

for joint assessment, planning and team around the family working. 
 

Not driven by a need for financial efficiency but by a need to improve outcomes for children and 

families. 
 

This vision was captured visually (Appendix A) but the key principles are as follows: 
 

• Locality Working is a journey, which needs to evolve from good practise across the borough. 

• This is not about implementing structural change which forces a shift in behaviours/working 

practises, but about enabling the multi-agency workforce to collaborate, share knowledge 

and work together focussing on the families within the communities that they serve. 

• This is about tactical and practical changes to be delivered in the short term which increase 

professional’s ability to effectively support children and families at home and in school. 
 

The following three geographies of North, Mid and 

South of the county are considered to be the 

geographies that the initial waive of change will be 

based upon. These broadly align with the CCG areas as 

well as Adult Social Care. 
 

As the review is NOT about restructuring, these 

localities are provided for the basis of mapping service 

provision, mapping individual members of staff 

(council and partner agencies), building relationships, 

joint management meetings/supervisions, co-location 

where it is existing or there is a clear case for why it is 

necessary. This is about enabling and supporting a 

locality focus on improving outcomes. 
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Focus on Troubled Families 
 

Over the same period as this piece of work a project was undertaken to review the current position 

of the council in regard to its Troubled Families Programme (known as ‘Family Focus’ in Cheshire 

East). The nationwide programme from the Ministry Housing, Communities & Local Government 

(MHCLG) can be seen as an important driving force for service reform, recognising and financially 

recompensing councils, on a payment by results basis, who successfully work with families as a 

whole to address a number of problems including: domestic abuse, physical and mental health 

problems, crime, worklessness and debt. 
 

The review, which focussed on the council’s newly developed ‘Data Warehouse’ tool and the 

subsequent work undertaken by the Troubled Families Business Intelligence (BI) team, assessed the 

current process in place for data capture, review and claim processing with the aim of identifying 

ways in which the council can meet its claims quota by 2020. 
 

Through a series of interviews undertaken with staff as well as data analysis, the review established 

that the tool, which has been developed since the Programme launched in 2015 is now suitably 

tested and is now robust enough to be used with minimum checks or manual activity. It is proposed 

that by reducing the amount of checks to 20% over January 2018, the team will be able to firstly 

evidence the validity of the tool and secondly increase their claims by an estimated 50%. 

Subsequently, a revised claims projection has been issued to MHCLG which indicates that the council 

are on track to make their quota of 1900 claims by 2020 (of which c.900 claims have been made to 

date). 
 

Whilst the review has identified ways to improve the claims process, it has in turn highlighted a 

number of ways that the council should look to continuously improve the family focus approach in 

order to future proof the service post-2020; these include: 
 

• The need to fully embed Troubled Families into social work – social workers should be 

driving information, with Troubled Families markers explicitly identified at the start of the 

process (at the moment, only a flag is put against possible Troubled Families at the start of 

cases) and monitored throughout. This would ensure minds are continuously focussed on 

the whole family and would help move thinking away from the current monetary 

implications towards prevention and improving the future efficiency of the service. 
 

 
• Considering changes to the case recording system to allow social workers to identify 

Troubled Families and monitor as cases progress in the most efficient way – any changes 

should be made to simplify case reporting, not increase workload. 

 
• Continuously ensuring that the importance of Troubled Families / Family Focus approach is 

understood and continue to embed this thinking into the service as it develops. 
 

 
• A need to improve joint working across partners. Whilst some information is received from 

partners, this appears to be ‘pull data’, requested periodically from the BI team. Further to 

this, partner data does not appear to be focussed on Troubled Families, but instead is simply 

used to prove significant and sustained progress. The need to further develop partnership 

working is key to the success of early help and prevention. To aid this, it is recommended 
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that the council look to arrange training and knowledge share workshops to support mutual 

understanding of the importance of Troubled Families and develop new ways of working. 
 

 
• Using Troubled Families as a way to celebrate: finalise the draft savings report for 

engagement and motivation purposes (with social workers, partners and senior 

management within the council) and proactively celebrate when claims are processed. 
 

 
• Working with social care teams to identify how the Troubled Families data can be used to 

support the service post 2020 in terms of aiding prevention. Data analysis should become 

forward looking rather than backwards and look in more detail at how the information could 

be used to map trends and areas for focus. 
 

Overall, thanks to the work that has been done to meet its claims quota, the service is now in a good 

position to use the valuable data driven by the Troubled Families programme to become a 

prevention focussed and intelligence driven service. It is also clear that the need to improve family 

focus is aligned to the desire for improved locality working. 
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SWOT Analysis 
 

In order to build upon the design principles suggested by management for how locality working will 

become a reality within Cheshire East, the workforce was asked explicitly, and through various 

workshop activities, to identify the strengths and weaknesses of current service provision, as well as 

the opportunities and threats relating to Locality Working. 
 

The following table summarises the feedback from these exercises (which are provided in more 

detail within the appendices). 
 

STRENGTHS 
Hear the child’s voice 
Know the risks 
Good at supporting each other/colleagues 
Passionate 
People are good (sometimes in spite of systems) 
Know localities 
Have the courage to challenge 
Schools are improving understanding of early help 
Focus on understanding the strengths in families 
Know partners 
Using ‘play’ to get children involved 
Communication 
Skills/Skill mix and experience 
Close to manager 
Ability to engage with families 
Staff flexibility 
Responding to changing needs 

WEAKNESSES 
Too much change at once 
Waiting lists 
Lack of resources in some areas 
Staff vacancies 
Staff morale 
High turnover of staff 
Lack of continuity (of staff) 
Inconsistency 
Lack of right service/right place/right time/right 
people 
Understanding of threshold triggers 
Computer says no/lack of willingness to take risks – 
social workers into Specialist Educational Needs 
Internal barriers – property/technology 
Sometimes partners work independently (school- 
based family support) 
Duplication of effort 
Travel time 

OPPORTUNITIES 
Design in working with one another 
Build on what is good 
Regular partnership meetings – outward and 
inward 
Get partner buy in 
Staff development and training 
Development from Family Support Worker to Social 
Care – ‘Step-Up Social Work Scheme’ 
Collective working around key objectives 
Meetings with and for families 
Workshop Days/Team Away Days 
Specialisms – virtual schools 
Learn from each other on what is working 
Joint assessment Social Care and Clinical Health 
Commissioner 
Reduce assessment processes 
Understanding of referral routes – what others 
do/thresholds 
Get to know and work together around the family 
Build on Signs of Safety (SOS) 
Linking in with one another – professionals’ 
meetings 

THREATS 
Multi Agency Trust geographies not always aligned to 
Localities 
Resistance from Partners – school management 
Finances 
Staff changes/shortages 
Lack of buy-in 
Morale 
Pace of change 
Challenge of adapting to change 
Politics 
Not knowing team 
Resistance to working in some localities 
Isolation 
Caseloads/ timescales 
Waiting lists 
Staff capacity 
Lag time of new staff 
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This valuable insight is utilised to inform the design principles and the action planning to ensure a 

comprehensive suite of recommendations which look to maximise strengths, minimise weaknesses, 

optimise opportunities and manage threats. 
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Design Principles 
 

The design principles were identified as part of the Management Workshop and were shared and 

supported at the subsequent Staff Workshops. In an area of such complexity, involving so many 

different professions and organisations, it’s important to have some design principles that will allow 

an iterative approach to change. They should also help to reduce staff anxiety, allow collective 

ownership that everyone can build on, and help to reduce the impact of ‘change fatigue’ identified 

by staff. 
 

The reasoning behind the identification of these design principles is further explained in this section. 
 
 
 

Design Principle: 
 

• Our work will not focus on ‘cuts’ but on ensuring everything we do adds value 
 

Managers and staff alike were keen to emphasise that this is not a cost cutting exercise. While a lack 

of resource in some areas was identified as a weakness, and there are pockets of deprivation in 

Cheshire East, it is generally accepted that, as a whole, there is a good level of resource available to 

families in the area. This makes it the ideal team to consider change; when it can be done with the 

vision in mind and without the compromise or pressure to realise savings. However, existing 

inefficiencies through, for example, duplication and prolonged assessment processes, and a lack of 

consistently were noted. Moving towards the vision should naturally create efficiencies through 

improvements for families rather than for the sole purpose of achieving savings. 
 
 
 

Design Principles: 
 

• We will ensure that where we work supports what we do, co-locating services where 
beneficial and enabling a more flexible approach – however this is not about whole-scale 
office changes or unnecessary disruption. 

• We will maintain important individual and team professions 
• We will work as a ‘whole team’ with a locality focus 

 
Both management and staff were clear that there is no commitment or desire for a blanket move to 

co-location. Experiences from the group and lessons learned from other organisations indicates that 

co-location does not necessarily mean collaborative working. However, co-locating can be explored 

further in areas where there is a genuine case for change. Examples from the Macclesfield office 

were cited as an area where working in the same building has helped staff to work together, but 

there are still improvements to be made, particularly in terms of enabling client trust and 

confidentiality in open plan environments. 
 

Staff benefit from working with their peers as well as professionals from different teams and 

organisations. But different people need to work together at different times. The benefits and desire 

to work collaboratively was made clear by the staff group, but this was on the basis of building a 

clear vision, developing channels of communication, and building strong working relationships rather 

than creating physical spaces. It was also noted that some teams have a very small number of staff, 

so it would not be possible to split these down into physical locality teams. 
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The risk of creating silos along geographic lines was also discussed, as was the potential for service 

disruption if a family moved from one locality to another. So, again, it was agreed that we shouldn’t 

focus on physical spaces to the detriment of outcomes for the whole of the region. 
 
 
 

Design Principles: 
 

• The day job will always be the priority and we will be supported in this view 
• We will maintain capacity and look to decrease backlogs 

 
Issues with recruitment were noted as a currently weakness. This is partly caused by internal 

procedures which are creating barriers. Turnover is high and is in some cases caused by the use of 

short-term contracts that give little security for staff. Recruitment can also be slow creating ongoing 

vacancies. All of this has a knock-on effect to staff morale and may encourage others to leave. This 

creates an inconsistency for children and families and increases waiting lists. It is therefore vital that 

work is done to maintain, or increase, capacity to be able to manage the ‘day job’ as well as this 

change agenda. 
 
 
 

Design Principles: 
 

• We will put greater emphasis on building and increasing relationships across teams, 
partners and with families and schools – everyone has responsibility for this 

• We will ensure there is a consistency of practice 

 
There were many examples of excellent working relationships shared throughout discussions. It was 

identified as a strength that people do know their local area and partners well. However, it was a  

lack of consistency and the feeling of ‘starting again’ when individuals move on which can be 

frustrating for colleagues and families. There are also instances where some key roles, such as school 

family support, currently work in isolation. 
 

Communication is key, but it is difficult to build effective mechanisms that will work in the long term 

because it’s hard to get the balance right between not enough information and information 

overload. Past partnership meeting had some success for the short term but then attendance 

typically reduced over time. Practical solutions such as building contact data bases or 

communications about what each team does can also run into problems in terms of the capacity to 

keep information up-to-date and the difficulties of navigating through too much information can be 

as troublesome as having not enough information. 
 

There was, however, a real commitment amongst the group for building and increasing relationships 

both with colleagues and families. This will take individual commitment and a willingness to reach 

out to others. It can be supported by a focus on the family and the outcomes that they want to 

achieve. 
 

There was also a recognition that techniques and mechanisms can be designed to facilitate 

relationship building from the re-introduction of partner meetings, sessions to share information 

and learning, to building on the successes of other work such as Signs of Safety. Developing a shared 

brand was identified by the group as a way to simplify the message and make it easy for people to 
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contribute and align themselves to it, no matter which profession or organisation they belong to. It 

would also be easier to communicate with families. 
 
 
 

Design Principle: 
 

• We will ensure workload is fair and that we are demand driven 
 

While three physical areas have been identified to align with Adult Social Care and NHS 

configurations, there was a recognition that demand cannot be easily matched to these boundaries. 

However, there are opportunities for improvement as a current weakness was identified as a ‘Lack 

of right service/right place/right time/right people’. 
 

It may also change over time. This has a number of implications for the design moving forward. It 

might be beneficial to initiate pilot projects in very local areas, such as a specific neighbourhood, 

that can then be applied elsewhere as needed, rather than across the whole area as standard. It 

would not be possible to physically split teams and/or resources over geographical areas. Even 

through, staff may be starting to think in terms of locality areas in the future it will be important to 

ensure that it does not become a sole focus as need and demand will change so it will not be a static 

model. The currently flexibility of staff was recognised as a strength, so it is also important not to 

undermine this. 
 
 
 

Design Principle: 
 

• We will embed consistency of language that ensure we are accessible to families 
 

It was acknowledged in each workshop that language can act as a barrier. Even between 

professionals it can be challenging to understand what is meant by locality working and the use of 

acronyms can cause issues. The idea for creating a brand was discussed as a way to help 

communicate, clearly and consistently. The term ‘locality working’ was also questioned; there was a 

feeling that it might be loaded with too many pre-conceptions and that it may not actually be the 

right term. Instead, it’s about communities, not geographical boundaries, and a commitment to 

working together for the benefit of families. 
 
 
 

Design Principles: 
 

• We will take a collaborative approach to developing our service 
• We will take advantage of the opportunity to evolve over time 

 
The use of interactive workshops as the starting point for this project was a clear mark of intention 

about how this agenda will move forward. There is no expectation around a ‘big bang’ approach, but 

instead there will be an iterative approach, building on good practice, and in line with a shared 

vision. 
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Branding and Messaging 
 

The term ‘locality working’ was itself much debated throughout all four workshops. It is a term that 

has been in use for some time, so it is already loaded with many preconceptions about what it is. 

The group felt that perhaps this was not the best term to use but instead it should be around 

‘community working’ and ‘community teams’. 
 

It was also noted that families often struggle to understand or keep track of all of the different roles 

and individuals involved in their support. It’s not important to them who does what, just that they 

get the support that they need without having to tell the same story again and again. So, a clear 

message around community working is key, so that it is easy for people to understand what they can 

and should expect from the support that they receive, regardless of how or where they receive it. 
 

The success of the Signs of Safety work and Brighter Future Together initiatives with strong branding 

were discussed. Rather than having to explain lots of complexity or detail, it’s possible to capture  

and communicate quickly and effectively through a brand. This also helps to shape the culture of 

those delivering services as it’s easier to align with a brand, interpreting it from your unique position, 

and feeling able to positively contribution to a common goal. Workshop participants designed 

posters to illustrate what the brand might involve (see images below for examples) 
 

Similarly, it is recognised that language can be a powerful way to shape our reality so developing not 

only a brand, but also key messages will help to create momentum and changes on the ground. With 

such a complex agenda, the success is dependent on creating buy in and the desire of each and  

every staff member to be part of it, with the ability to continually evolve, rather than trying to create 

complex infrastructure and processes that would quickly go out of date as demand and priorities 

shift. 
 

From this, the idea of using data to create short term priorities was discussed. Partners could come 

together around specific issues and work collectively to solve or reduce these issues in the short 

term. 
 

While the brand can and should be developed collectively, consistency and key messages from 

leadership is also important. Staff raised issues around the high turnover of senior staff which can 

mean that priorities and agendas change. Staff also highlighted the need for commitment at a senior 

level across all partners. Creating a strong mandate from the beginning, and having shared 

ownership of the brand, will help to alleviate some of these issues and ensure sustainability. 
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Action Planning 
 

There is one key action required to move this agenda forward; 
 

• Share the findings with partners and secure buy-in/ commitment to progress 
 

Once this has been achieved, governance arrangements should be agreed, and a small project team 

identified and put in place to take ownership for moving the project forward. This should be done 

collaboratively with the wider workforce. 
 

Governance arrangements and clear reporting lines will help to give the project structure, some 

urgency, and ensure senior buy in. 
 

Officers in the project team do not necessarily have to commit their full time to the project, but it  

will be important to invest in resource as a sign of commitment to the project, allow space and time 

for further detail to be designed, and continued communications and engagement with staff. It is 

also vital to keep momentum and buy in by communicating the findings and next steps of the project 

to the staff involved in the workshops. If this is not done there is a real risk of demotivating staff and 

a loss of trust. 
 

The initial actions for the project team will be to: 
 

• Communicate the outcome of this report and next steps 

• Undertake then next phase of stakeholder analysis 

• Further develop and articulate the vision 

• Identify current good practice that can be built upon 

• Design branding activity and develop a brand for community working 

• Develop a plan to incorporate the quick wins and immediate actions as identified by staff 

• Develop a communication and engagement plan 
 

During the workshop, staff were asked to identify short-term actions and quick wins to move the 

project forward and/or create some quick wins and improvements. These could be grouped into five 

main categories: further developing the project, strategic/leadership, operations, relationships and 

communications, enablers. These actions/asks from staff are outlined on the following page: 



 

 

Locality Working Model 

Further developing the project 

Initial workshop in each locality including developing the name/brand 

Branding must be understood by families; One perception of what a locality is 

Consult/value staff and families 

Room 101 for the individual barriers 

Look at current and previous best practice 

Needs to be made an agenda item at all levels 

Agree on borders of localities 

Identify the communities in the localities 

Small m/a working groups in the locality areas 

Include families and frontline workers in planning, involve partners 

Clarify who is on board with the vision – internal, external, voluntary sector, schools etc 

Need an awareness of professionals roles and understanding 

Identify which professionals work closely with families and ‘match’ with most appropriate 
professionals/teams based on need 

Need a middle base/ Consider satellite provision for middle locality 

 
 

Operational 

Multi-agency group supervision 

Multi-agency workforce 

Embedding ‘Brighter future together’ 

Establish locality meetings 

Locality meeting with partners across all agencies 

Managers from all localities/partners need regular contact 

Make services/groups more accessible to families 

Challenge academies re exclusion rates and communication with families 

Map which teams are working with each families 

Cater for changing population – i.e. language barriers – polish speaking victims of 
domestic abuse can’t access ‘gateway programmes’ 

 
 
 
 

Enablers 

Establish staff base wish list 

Confirm any existing co-locality working – build on good practice 
Sort staff retention/ Improve staff retention; Stability in teams and 

offers 

Information Sharing Protocol 

People need to work transparently with children and families – get 
permission to share and barriers are removed 

 

 

Strategic/leadership 

Change culture 

Permission given by managers to work differently 

Embedding ‘Brighter future together’ 

Build confidence within the workforce 

Locality focussed commissioning 

Streamline teams within buildings 

Overhaul of commissioned services 

 
We are C.Co; CIPFA’s consultancy service 

Relationships and communication 

Be open/welcoming and actually work as a team 

Mapping of contacts in localities 

Develop a Service Directory/ FIS 

Update and circulate relevant one-minute guides 

Locality newsletter/comms 

Portal/shared site 

Top Ten cases shared – SOS 

Update Live well CE website with a locality button to narrow information to locality 

SOS language 

Common language needed - No acronyms
 20
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Recommendation Summary 
 

Rather than a ‘big bang’ approach it is recommended that the project moves forward with a focus on 

the vision and developing a brand that will encourage and inspire change from the ground up. 
 

• Share the findings with partners - To secure buy-in/ commitment to progress 

• Design on-going Governance for new ways of working – To maintain momentum 

• Design Communication Plan – To ensure all key stakeholders involved in the journey 

• Mapping exercise of who, what, where - To inform Locality Directory 

• Locality Workshops – Familiarisation and Messaging including a focus on Troubled Families 

• Design Brand and agree common language – To set this opportunity apart 

• Family engagement – to inform and align design principles and embed new ways of working 

• Utilise technology – To support communications and Locality Directory 

• Mainstream Locality Meetings/Supervision – To embed ways of working into business as 

usual 

• Review current Consent Agreements across partners – To renew understanding of consent 

and data sharing 
 

The Lead and timescales for each action will be endorsed by key management groups and 

partnerships in January/February 2019, before being signed off by Health and Wellbeing Board in 

March 2019. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

END 
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Appendix A: Visual Representation of 
Vision 

 

Separate Document 
 

Appendix B: Workshops output 
 

Separate Document 
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Appendix C: Locality Map 
 
 

 

 


