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Getting in on the Act - working together to equip the workforce

What was the task?

The Care Council was asked to do two things: to develop and implement a national learning and development plan to support implementation of the Social Services and Well-being (Wales) Act and to develop and maintain a web based hub to hold all the key resources on the Act – freely accessible to all organisations. The aim was to have a consistent approach to learning across Wales and all parts of the workforce. The scale of the task was huge. Welsh Government identified the target workforce as ‘local authority, NHS, voluntary sector and private sector staff as well as those named as partners in the Act and specialist groups such as the judiciary, regulators and inspectors and youth justice staff’. The timescales were tight: the two year project started in April 2015 and the Act became live in April 2016. The Care Council was given £1m in 2015 / 16 and £823k in 2016 / 17 top sliced from the Social Care Workforce Development Programme. 
What did we do?
Team and structures

We identified a team with a project manager from Workforce Development leading on the national learning plan and the communication team leading on the hub and appointing a dedicated officer. We created a programme board to oversee the work internally (including managing the money, risks, etc.) and a Strategic Advisory Group, chaired by our Chief Executive (Rhian Huws Williams) to fully involve a wide range of partner organisations. Other essential partnership structures included a virtual reference group consisting of key regional personnel and leading on training delivery, an Act Training Group which led initially on awareness materials, a number of reference groups and an editorial board to give professional input into training materials at various stages of development and a trainers’ forum designed to support the 150 trainers trained. 
Welsh Government identified a project manager as a key contact and bridge to essential communications with policy leads developing the Act codes of practice (which formed the basis of the training modules) and as a means of escalating issues to senior colleagues, as needed. Welsh Government also identified a named contact for the Hub. 
One bite at a time

In year 1, we divided the work into overlapping phases. Phase 1 was awareness raising materials including e learning; phase 2 was developing core training modules and training 150 trainers (including 38 on a bespoke national trainers’ framework) to deliver these, learning materials and event for senior managers (managed by SSIA) and learning materials for the direct care workforce. Phase 3 was a co-production fund, bringing the voluntary sector on board to develop learning materials on topics such as working with carers, working with deafblind people, advocacy and user –led co-operatives and an audit of existing learning materials.  
In year 2 we moved to develop more specialised learning. There was a series of expert classes, training on outcomes focused conversations (managed by SSIA), training on adult protection and support orders, development of case studies and bespoke learning events for the independent sector. Year 2 also saw the development of learning materials for the Regulation and Inspection of Social Care (Wales) Act and an expansion and re-branding of the hub to incorporate this new legislation. 
Whilst the Institute of Public Care developed the core modules, a wide range of suppliers developed and delivered the full range of materials over the two years. In all cases, the Care Council used robust commissioning and competitive processes, involving partners in decision making.  
There was a clear communication strategy throughout: regular communications and updates with regional leads and e bulletins and a communications campaign reaching out as wide as possible. 
What was the impact?


An independent evaluation spanning the 2 years is broadly positive. 

Some inputs

· There were strong working relationships between the Care Council, Welsh Government, regional and local authority training leads.
· Regional training leads were satisfied with the delivery model used by the Care Council.  The main strengths were that it allowed consistent high quality learning materials to be developed once and used throughout Wales, while allowing for the materials to be tailored locally.
· The Care Council responded to emerging training needs rapidly.  
· The delivery model used by the Care Council provided value for money.  
· Development of an approved trainer framework in a short timescale worked well.
Some outputs

· A wide range of learning resources on the Hub covering all Parts of the Act.
· Variety of learning materials (classroom based, e-learning, videos, information packs) provided.

· More than 7,000 workers in the sector from all seven regions attended awareness raising sessions in 2015/16 and a further 900 in 2016/17
· Nearly 12,000 core training modules were completed in 2016-17
· Leadership and management workshops were provided in all regions. 
· Specialist learning needs were responded to, e.g., training for authorised officers, working in the secure estate. 

· The average number of page views per day to the Hub peaked at over 800 in Spring 2016 (when the Act was implemented). At the end of 2016, the Hub was still averaging more than 500 page views per day. 
· The regular Getting in on the Act e bulletins reach is 10,500 recipients.
Some impacts

· The Hub has been a valuable resource for people to access information and learning materials relating to the Act.  The resources on the Hub are regarded as high quality and useful.  
· Almost all of the workforce, including frontline staff, report understanding the principles and ethos of the new Act, and the changes it is intended to deliver for individuals requiring care and support.
· All types of core module training session have been generally well-received, lifting participants’ confidence in their readiness to deliver a service in line with the Act.  
· On average, the score for a participant having the necessary skills to deliver services in line with the principles of the Act increased by 35%. The average score for an individual having the knowledge to deliver services in line with the principles of the Act increased by 40%.  
· Evidence of managers disseminating findings from training to other staff.

· The evaluations of expert classes show that there was a high level of satisfaction with their quality and relevance.  
· There was significant uptake of learning opportunities in local authorities. There was less success reaching some other parts of the sector, e.g., health, education and some parts of the independent sector. 

· Training events for the independent sector (to respond to a gap identified in the year 1 evaluation) were well received  with 84% reporting they were ‘very satisfied’

· Workers whose organisations are still adapting to the Act remain generally unsure of the changes that will be required from them on an individual level. 

· The sector has further learning needs on the Act, for example, on the ‘what matters’ conversation and outcomes focused working. 
What did we learn?

The following themes emerged during a ‘learning the lessons’ workshop (using an appreciative inquiry methodology) attended by stakeholders. These were the most important factors that contributed to the success of the project based on people’s personal experiences. 

Project management

· Centrally managed programme, national consistency, economy of effort

· Tight timescales focused minds – but it is a big risk. Start planning early (we  could have done better) 

· Welsh Government management – single point of contact
· Effective relationships to make it happen on time, feeling Involvement, ownership and shared priorities
· Building evaluation and sustainability into the plan from the outset
· Secure adequate funding  - procure the best you can i.e. focus on quality
People

· Can do attitude, passion and positivity in a crisis, people not being precious
· Creativity and managing with what is available
· Relationships within teams, support across different departments
· Pulling together what everyone has and using it – ‘get into sharing’
· Feedback from others – gives you validation
· It’s ok not to have it right first time
· Contributing to an innovative Act that would result in cultural change and have an impact on citizens – i.e. people could see that this project would lead to positive change
· Motivated by feeling useful
Communication

· The Hub was critical all information in centralised area, user friendly available to all including the wider sector
· Providing early advice and support at a local level sorting sticking points
· Effective information sharing
· Opportunities for reflection
Learning materials
· Consistent and standardised training materials available

· Everyone had ownership of the materials and they were trusted

· Supplier IPC understood and involved others in the development - right people writing the resources
· Quality of materials and can be adapted to meet local needs
Training delivery

· Train the trainer worked well  and the national trainer framework too

· “Regional” worked well  - resources effectively marshalled in short time

· Effective process for trainers to address issues that arose locally or nationally
· Focus, flexibility and being clear on needs of staff in terms of the training

· High level training skills in order to engage learners
· Permission to prioritise
· Commitment of internal training teams
What does this mean for the next project?

In addition to the success factors above, the following ‘advice’ is from the ‘learning the lessons’ event with stakeholders. It includes people’s aspirations for future projects of this type. These ideas and actions have the potential to enhance future projects in ways that will assist all partners to deliver positive outcomes for users of our services. 

Governance and resources
Good governance is essential – strategic and operational – and involving the right people at the right level. Take time to work out ‘who?’ 
Funding – fund the project rather than an organisation. Make sure there is clarity on financial and human resources for effective project planning. Funding should be flexible to respond creatively. Give some freedom. 

Learning resources should be accessible (for example take account of any licences needed) and tested with citizens. Start by mapping what is already available – resources and expertise. 

Planning
A clear project plan is essential. Take account of the context of important stakeholders and ensure ‘buy in’. Design the plan alongside the development of the legislation – not as an afterthought. Understand how long things take, e.g., commissioning rules. Include contingency and succession planning and record decisions and actions for future reference and audit trail. Be clear what ‘good’ looks like and how to measure it. Be inclusive. 
Behaviours
Model the behaviours that help: collaboration, transparency, trust, respect, tolerance, punctuality, commitment, appreciation, open to challenge and to learn, share ownership, empathy, honesty, hardworking, kindness, proactive, approachable, flexible, enthusiastic and engaged. 
Communication
Have a really clear communication plan with targets. Use language all stakeholders understand. Be consistent and timely. Maximise new media and technology – know what people use. Have a central point for communication / information (such as the Hub). Know the audience and make information audience focused. 
Other stuff 
Senior staff need to be visible, open and responsive. Be able to recognise the end point and focus on sustainability longer term. Building in learning and reflection opportunities along the way – ‘how are we doing?’ 
Say thank you!
For more detail about the Getting in on the Act Project and evaluation:

https://socialcare.wales/hub/home
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