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Workshop 1: Identifying
the conditions for success
in place-based working

13t November 2024

Facilitator: Prof. Donna Hall

Purpose of the workshop series

Mutual Ventures and Re:State are delighted to run a series of workshops on
“Rethinking place-based policy” on behalf of the Local Government Association to
inform both local and central efforts to enhance place-based working. The workshops
are intended to gather views to inform the LGA's own policy and any potential

submissions to central government.

Purpose of this session

This session focused on the practicalities of place-based working to identify the
conditions required to ensure the effective delivery of place-based approaches. The
aim was to learn from the experience and expertise of local leaders who ‘have been

there and done it’, including acknowledging the successes and failures.

Key Take-Aways from the Discussion

The views collated below represent contributions from workshop participants based
on their individual experiences in place-based working. The Chatham House Rule
applied. The collated views do not necessarily represent the position of the LGA,

Mutual Ventures or Re:State.



Examples of Place-Based Pilots

Local leaders across the country have implemented varying place-based strategies

with notable success. A number of examples were discussed in more detail at this

session, including the following:

Gateshead & Changing Futures Northumbria — The Liberated Method:
Gateshead’s Liberated Method focuses on helping people with complex needs
build the relationships they need to thrive and has been able to significantly
reduce the need of the individuals involved to rely on public services support. The
programme was co-produced with people with lived experience who shared equal
powers as the public servants involved. The success of the initiative was enabled
by leaders who understood that problems transcended individual services and
were willing to grant their teams the freedom to experiment. Initial resourcing was
provided via Changing Futures funding.

Sheffield — Changing Futures: Similarly, Sheffield’s Changing Futures
programme targeted 92 adults with complex needs and was successful in
improving well-being and family and friend relationships, thus achieving cost
avoidance by reducing the number of offences, A&E attendance, etc. The
initiative was also co-produced with people with lived experience who had equal
powers within the programme’s governance.

Croydon - Integrated Community Networks and One Croydon Alliance:
Croydon's model focused on creating integrated community networks and
multidisciplinary teams to provide proactive care through community hubs.
Initially targeting older people, the model brought together housing, employment,
and the voluntary sector to offer preventative advice and support. Key conditions
included coterminous health and social care services, shared principles, mutual
accountability, a central PMO, open book accounting, strong leadership, and a
long-term mentality.

Leeds — Child-Friendly Leeds and Supporting Families Programme: Leeds'
place-based initiatives focused on creating a supportive environment for children
and families through integrated services and community engagement. Key
conditions included sound principles of place-based working, family help and
locality models, flexibility and autonomy, integration and collaboration across

sectors, and a focus on early intervention.



Doncaster — Hyperlocal Working and Appreciative Inquiry: Doncaster's
approach to place-based working involved hyperlocal initiatives and appreciative
inquiry to build trust and resilience within communities. Key elements included
resilience, working in partnership with local anchor institutions, and collaboration
with police and other agencies. These strategies helped build confidence and

trust within the community and sustain long-term efforts.

Key Conditions for Success

Based on the specific examples of place-based initiatives discussed and the

enabling factors as well as the barriers that workshop participants faced during their

implementation, participants highlighted the following conditions for success as

critical:

1.

People focus: Understanding that the core to ‘place-based’ working is the
emphasis on relationships, local people and communities within places, not the
physical place itself or capital projects.

Strong culture and leadership: Leaders who understand that problems
transcend individual services and are willing to collaborate around a clear and
consistent purpose. Resilience and commitment to long-term goals to create a
culture of collaboration.

Shared outcomes and mutual accountability: Working towards a clear set of
shared outcomes with mutual accountability among partners. Open book
accounting and transparency across partners, making sure that nobody is worse
off to enable trusted collaboration and overcome competition.

Risk appetite and freedom to experiment: Providing the freedom to try new
approaches and learn from mistakes. Flexibility in governance to adapt to
changing needs and conditions. Focusing on learning rather than productivity and
embracing a relational approach. Listening to front-line teams, providing time and
space for relationship-building, and supporting staff even when things go wrong.
(Time to) Build trust and strong relationships: Dedicating sufficient time to
allow for strong relationships to be built, not only among leaders but also front-

line teams and crucially building trust in the local community.



6. Co-production with local people with lived experience: Actively involving
individuals with lived experience from the local community in the design and
governance of programmes and giving them equal decision-making powers.

7. Strength and asset-based working: Establishing a good understanding and
making use of existing assets and strengths across the local community and
existing networks and anchor institutions. Understanding the aspirations of the
community rather than making assumptions.

8. Sufficient resources: Availability of initial resources to kickstart the change.

9. Data and evidence: Using accurate data to support the case for change and
evidence value for money.

10.Coordination role: Having a coordination role or central Project Management
Office to bring teams together and ensure collaboration.

11.Embedding the approach: Making this approach a standard part of systems
and culture to ensure it continues irrespective of leadership changes and even
after the initial resources and support run out.

12.Staying true to the method when scaling place-based approaches: Finding
ways of scaling more effectively without losing the essence of the approach.
Scaling tends to dilute the impact of relational models of public services and force
them closer to the existing practice. Developing methods that can absorb variety

rather than a one-size-fits-all approach.

Breakout Discussions

« Where to start — Bringing the right people into the conversation and
making the case for change: Participants emphasised the importance of
answering questions from funding bodies like the Treasury without losing sight
of the importance of relational and cultural aspects. The discussion
highlighted the need to evidence the impact of relational, person-centred work
and the importance of involving central government in the conversation to
ensure the complexities of place-based working are well understood.

« Harnessing the Convening power of councils and Mayoral Combined
Authorities: Participants emphasised the importance of three key conditions:
the availability of resources; relationships and the time it takes to develop

them; and having the right people in the right roles. They discussed the need



for constitutional and cultural changes to normalise these approaches and the
role of regional leadership in fostering collaboration.

o Engaging frontline staff: Attendees emphasised the importance of listening
to front-line teams, providing time and space for relationship-building, and
supporting staff even when things go wrong. They discussed the need for
collaboration across different levels and aligning funding streams to avoid
competition. The group also reflected on the role of central government in this
context, e.g. by enabling job centre front-line staff to link up and co-locate with

colleagues from local partnerships in community hubs.

Additional reflections and comments

The group reflected on past initiatives like Total Place and discussed the
importance of learning from these experiences to improve current and future
place-based working efforts.

There was a recognition that, within the current political and fiscal context
serious consideration needs to be given to what is possible and what needs to be
approached differently compared to past initiatives like Total Place.

Participants suggested the development of a shared set of leadership
competencies.

Within the context of the NHS, participants highlighted the importance of
recognising the impact of the wider determinants of health as well as the need
to support people in developing better health literacy.

There was discussion around the role of legislation and inspection and how
these don’t serve as tools to drive tangible change.

Participants discussed whether there was a lack of drive from the national level to
move away from New Public Management approaches and the need for the
sector to facilitate that process.

Participants noted that a lot of the discussion to date has focused on the urban
context and posed the questions of how relational, place-based approaches
apply and can be tailored to rural areas.

The group further reflected on how public servants can help councillors
reshape their roles by understanding and building on existing community assets

and strengths and helping to mobilise people to get involved.



Next steps

We would like to thank everyone who joined the discussion and shared their insights.
As previously stated, the workshops are intended to gather views from across the

sector and will continue with two more sessions:

e Workshop 2 - Making place-based resourcing, governance and accountability
work - Monday, 18th November, 15.30 to 17.30 — virtual.

e Workshop 3 - Aligning mission-led government and place-based priorities—
Wednesday, 27th November, 10.00 to 12.30 — hybrid: in person at the LGA with

an option to join virtually.

Please let us know if you would like us to include additional colleagues in either of
these sessions. The insights and views shared over the course of the workshop
series will be collated to inform LGA positions and submissions to central

government.



Workshop 2: Making
place-based resourcing,
governance and
accountability work

18th November 2024

Facilitator: Andrew Laird

Purpose of the workshop series

Mutual Ventures and Re:State are delighted to run a series of workshops on
“Rethinking place-based policy” on behalf of the Local Government Association to
inform both local and central efforts to enhance place-based working. The workshops
are intended to gather views to inform the LGA's own policy and any potential

submissions to central government.

Purpose of this session

This session focused on the challenges of governance within a place-based
approach and what we have learnt from previous initiatives in this area. It will
address the concerns of central government, particularly from within HM Treasury,
around ensuring robust accountability for outcomes and Value for Money when

responsibility is shared between local partners.

Key Take-Aways from the Discussion

The views collated below represent contributions from workshop participants based
on their individual experiences in place-based working. The Chatham House Rule
applied. The collated views do not necessarily represent the position of the LGA,

Mutual Ventures or Re:State.



Reflecting on previous place-based programmes
such as Total Place

Building on the discussion at our last workshop around conditions for success, we

explored the practical side of previous place-based programmes to gather

participants’ views on:

What worked...

Initiatives built on learning around life narratives and individual context as well as
lifetime cost of service consumption, handoffs, etc. Such initiatives have to go
hand in hand with measures of persistence, i.e., did specific interventions work
and make a difference in the long term?
Integrated Neighbourhood Teams were described as a perfect way to engage
members in their wards and a valuable source of community intelligence, which
can be used to inform and improve local services. Members of these teams have
firsthand knowledge of the issues and challenges faced by their communities,
making them an essential resource for effective place-based working.
Examples of local initiatives:
Somerset's Mental Health Programme was highlighted as a successful
example of reimagining governance and dismantling hierarchy to improve mental
health services. The initiative involved a collaborative and collective approach,
integrating the voluntary sector, local authority, and NHS organisations without
positioning one as authoritative over the others. This collaborative effort led to
significant improvements, including an 18% reduction in mental health
admissions and a 15% reduction in the number of people with mental health
issues coming into accident and emergency departments. The programme was
driven by a shared purpose to address the high suicide rate in the area, and it
received initial trailblazer funding that enabled the reimagining of governance
structures. The decision to spend the funding collectively, as well as the focus on
learning and adapting based on what was effective for communities, was a key
factor in its success.
Doncaster’s place-based initiative followed a ‘culture first, governance second’
approach to govern in a liberated way and developed five key competencies:

o Implementing partnership operating model in localities



o Embedding leadership and coordination roles at different levels

o Embedding community-centred approaches

o Learning from other areas

o Supporting members in their community leadership roles
Changing Futures: As discussed in the previous session, the funders of
‘Changing Futures’ were keen to learn what worked rather than focusing solely on
productivity. This approach allowed for a focus on learning and adapting based

on what was effective for communities.

... and what definitely didn’t work:
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‘Programme’ Nature of Previous Initiatives: Whilst everyone can get
comfortable with them, programme-based initiatives are always at a risk of being
perceived as something that will have to be done for a limited amount of time and
hence do not always lead to long-term changes.

Service-by-Service Approach: There was a perception that Total Place piloted
different services one after the other rather than focusing on local issues.
‘Spaghetti’ of Reporting: The complexity of reporting to different departments
via different forms and various sets of criteria was a significant barrier.
Short-term Bidding: The short-term nature of bidding processes and competing
against neighbouring boroughs were perceived as unhelpful.

National KPIs: National Key Performance Indicators (KPIs) often did not align
with local community needs.

Payments by Results: This approach created a de facto purpose of securing
funds rather than focusing on actual community needs.

Limited Funds for a Limited Time and Stop-and-Start Nature: The availability
of funds for only a short period was a constraint. Initiatives were rarely given
enough time to show results due to the stop-and-start nature of funding and
political cycles.

‘One Size Fits All’ Approach: Central government proposing a single approach
for all local areas to follow without considering local specificities.

Failure to Understand Real Costs: There was a lack of understanding of where
real costs lie. This can best be achieved by looking at the spending on individuals

or families across agencies.



Inspection Regime: Some agencies, especially local authorities, felt more held
to account for system performance than others because of the inspection regime,
which should feel more joined and fairer.

Getting stuck in Institutional Perspectives: Separate statutory responsibilities
made it difficult to let go of control. This often led to an inability to take a system
point of view, with everyone stuck in an institutional perspective. There needs to
be an acknowledgement that joint arrangements will work differently for each
agency.

Culture Clashes between Partner Agencies: Even where Section 75
agreements are in place to allow for joint commissioning and commissioning of
integrated services, in reality, cultural clashes and budget conflicts often get in

the way of health and social care integration.

What are the key practical enablers that can help
make place-based approaches a reality?

Based on the specific examples of place-based initiatives discussed, participants

reflected on the key enablers of relational, place-based approaches:
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Leadership support: Leaders giving 'aircover, and an enabling environment to
pursue different ways of doing things.

Support Services and Systems: IT, HR, legal, monitoring officers and other
enabling functions need to be fully on board and become integral parts of the
process.

Leveraging elected members: Members are trusted voices within the
communities they represent and often have a better understanding of on-the-
ground realities. Bringing them closer to place-based initiatives and securing their
support will be crucial.

Unblocking challenges within the existing framework: There was an
acknowledgement that many challenges can be resolved via lesser-used
mechanisms within the existing legislation, e.g. around pooled budgets.

Time to Embed: Successful initiatives like Sure Start and Troubled Families
needed time to show results, which is challenging in a short-term political

environment.



A Degree of ‘Fluidity’ and Flex in the System: A focus on learning rather than
productivity and outcomes is essential. There was an acknowledgement that this
will be a challenge in an environment where the new government will have to
deliver results quickly.

Wider Definition of Value for Money: Accounting for the value of preventative
work across different agencies will be key. This should include community
priorities and wider social determinants of health and well-being.

Capability to Learn and Improve: Instead of measuring ‘progress’ for
monitoring purposes, places need to use the information they are collecting to
learn and improve.

Leveraging Data: Using existing data to inform a preventative approach.
Understanding how different combinations of data can serve as indicators of poor

outcomes.

What are the key principles on which a new place-
based approach should be founded?

We also discussed the key principles on which future place-based approaches

should be based. These principles should be read in conjunction with the conditions

for success that participants identified in our previous session.
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« Start with the Person and the Place: Focus on the individual and the
community rather than the organisation.

« Relational Working: Encouraging relational working and leadership built on
humility and mutual respect.

« Prevention as a Guiding Principle: This requires a wider definition of
‘prevention’ that accounts for ‘primary prevention’, i.e. working on the wider
determinants of health to avoid people from getting ill; ‘secondary prevention’,
i.e. stopping emerging issues from becoming a crisis; and ‘tertiary prevention’,
i.e. stopping a bad situation from becoming even worse.

« Balancing rules and flexibility: A willingness to ‘let go’ to create frameworks
within which staff can operate flexibly with service users to find solutions that
work for them. Rules are needed but should be kept to what is absolutely

necessary, so they don’t become restrictive.



Principle of subsidiarity: Prioritising local decisions over central
approaches.

Local, ‘Horizontal’ Accountability: Accountability needs to start locally and
include accountability towards each other as partner agencies as well as the
community.

Co-production as the default: Developing solutions together with local
people with lived experience and the voluntary sector.

Learn and share: Prioritising learning over productivity.

Openness of results: Aim to learn what’s best for the local communities
rather than defining a clear set of expected results up front.

Tracking costs and benefits across the system: Understanding where
costs are incurred as well as avoided, to articulate a cross-system invest-to-
safe approach rather than looking at individual agencies.

Open Book Accounting: Different, more transparent approaches to financial
governance can build the foundation for trust and strong relationships.

Don’t just reorganise but reimagine local public service delivery.

Additional reflections and comments
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There was a recognition that elected members often have an appetite for
understanding how things work and can reflect on how the reality feels like for
their communities. It is important to build their accountability into place-based
approaches and to help them understand the costs and benefits of such
initiatives.

The short-term nature of electoral cycles poses challenges for long-term
initiatives.

Participants discussed the potential role of a Local Public Accounting
Committee staffed with non-execs that would have oversight of all public
expenditure in the local area and can provide assurance to the government in
devolved spending. They would also uphold any agreed partnership principles
around how public services work. There was an acknowledgement that where
such a structure does exist it does not replace the need for a cultural shift

towards relations working.



e There was a discussion around whether a statutory nature of place-based
working would support or hinder the process. Whilst some felt that a ‘duty to
cooperate’ or a statutory expectation to ‘learn and share’ could be helpful,
others found it difficult to image a statutory footing or felt that it could not be a
shortcut for the wider conditions around leadership and culture.

e As per the previous session, participants acknowledged that scaling
remained a key issue.

o It was suggested that the best way to start place-based working across the
country would be to ask every place to identify 100 people who are the
highest consuming individuals on each service and overlay the result to
identify the people with the most complex needs.

o It was acknowledged that whilst participants were committed to relational,
place-based approaches, New Public Management is still the consensus in
large parts of the sector.

e To sustain change in the long term, it will also be essential to get

professional bodies on board to support new ways of relational working.

Next steps

We would like to thank everyone who joined the discussion and shared their insights.
As previously stated, the workshops are intended to gather views from across the

sector and will continue with one more session:

Workshop 3 - Aligning mission-led government and place-based priorities—
Wednesday, 27th November, 10.00 to 12.30 — hybrid: in person at the LGA with an

option to join virtually.

Please let us know whether you will attend virtually or in person and if you would like
us to invite additional colleagues to the final session. The insights and views shared
throughout the workshop series will be collated to inform LGA positions and

submissions to central government.
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Workshop 3: Alighing
mission-led government
with place-based
leadership

27th November 2024

Facilitator: Dr Simon Kaye

Purpose of the workshop series

Mutual Ventures and Re:State are delighted to have run a series of workshops on
“Rethinking place-based policy” on behalf of the Local Government Association to
inform both local and central efforts to enhance place-based working. The workshops
are intended to gather views to inform the LGA's own policy and any potential

submissions to central government.

Purpose of this session

This session focussed on the alignment between the stated approach of central
government and the potential of place-based approaches. This was set within the
context of achieving the LGA White Paper’s call for an ‘equal and respectful central-

local partnership’ and built on evidence around devolution.

Key takeaways from the discussion

The views collated below represent contributions from workshop participants based
on their individual experiences in place-based working. The Chatham House Rule
applied. The collated views do not necessarily represent the position of the LGA,
Mutual Ventures or Re:State.
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What are the opportunities of 'mission-led'
government for place-based approaches?

As part of the discussion on the opportunities and challenges of aligning central

government missions with a place-based leadership approach, participants identified

the following opportunities:
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Focused political attention: Missions are a useful rhetorical device that can
focus political attention and the direction of public policy.

Boldness: The mission-led approach stems from a genuine desire to do things
differently. The language of missions is inherently bolder than that of goals,
values or purpose, and therefore has the potential to reduce ambiguity. This
provides the opportunity for greater consensus around each mission. To make
this boldness a reality, missions need to come with attached resources. Question
about how to support that and what the role for central will be.

The power of place to shape missions: The language of missions is inherently
broad. Where place holds significant power is in its ability to use this breadth to
shape and influence national missions with local knowledge and needs. Place-
based approaches can inform national policy missions and shape their direction.
This can be done in various ways:

o Outcomes focus: Place offers missions the chance to be more
meaningful by being outcome-focused, not policy area specific, by using
an outcome-based framework. This offers a meaningful opportunity to
reframe how central government operates by removing granular measures
of success and incentivising innovation. There is an inherent challenge
here, that this would be a big change in current practice when councillors
and mayors are under a lot of pressure to deliver.

o Patience vs. pace: There is tension between the complexity of the change
that's needed and the time it will take to see the impacts. Place-based
approaches require patience and time.

o Spreading vs. scaling: What works in one place may not work in another
due to the local context. Spreading ideas rather than copying ‘best

practice’ allows areas to adapt them and make them their own.



o Challenging New Public Management (NPM): Mission-led government

as an opportunity to move away from NPM. There was discussion around
whether this might best be done step-by-step, given the entrenched nature
of this way of thinking. Key starting points would be listening to people on
the frontline and considering existing social infrastructure and the
voluntary sector as assets. An experimental ‘sandbox’ approach that
selects specific areas could demonstrate what can be achieved at different
levels with a place-based, relational approach and serve as an evidence
base,

Multi-level approach: To be effective, place-based working must adopt a
multi-level approach that addresses the micro, the meso and the macro
level. Focusing solely on the micro level is insufficient, as concentrating
solely on the top end of users carries the risk of disenfranchising the
majority.

Multiple audiences: Place-based approaches need to address multiple
audiences: Local leaders and frontline staff, fostering a sense of 'one team'
and optimism after a long period of feeling disempowered; national
government and institutions that centralise power and control; politicians at
all levels, encouraging a shift towards an enabling state; and potential

investors in the place who want to see a coherent and compelling story.

What are some of the challenges to be aware of?

As part of the discussion on the opportunities and challenges of aligning central

government missions with a place-based approach, participants identified the

following challenges:
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Current output-based delivery model: As mentioned above, the current
delivery model for services is output-based, and focused on the short term rather
than working towards long-term outcomes.

The language of missions: The language of missions can present several
challenges. Firstly, it suggests a sense of finality, implying that missions are tasks
to be completed rather than ongoing efforts. This conflates what we want to do,
with who we want to be, as missions work well for actions but not for continuous

states of being. Additionally, the language might complicate matters



unnecessarily, as missions emphasise a national agenda and what is required is
plans rooted in local contexts rather than a one-size-fits-all approach. While
missions are the current terminology, it is important to recognise that they are not
a comprehensive policy framework. Instead, they should be used as a tool,
accepting their limitations and focusing on practical implementation.

e Top-down nature: Missions can often be imposed on areas rather than
developed with or for them, leading to a lack of local ownership and relevance.
Viewing issues through a place lens is fundamental, as it incorporates the
perspectives of communities and businesses, recognising the complex pictures
they present. Building relationships, learning from one another, and fostering
dialogue are key to addressing these complexities. It is evident that the same
problem needs to be addressed in different ways in different places.

¢ Potential for confusion: The missions as per the Labour manifesto will mean
different things to people in different areas. There needs to be a conversation
with central government to clarify what these mean and then work from there.
This should be a process of encouragement from the government rather than a
process of enforcing its agenda.

e Regulation and inspection: Regulation and inspection often act as a
"headwind," creating a reductionist approach that motivates people to focus on
not being bad rather than striving for greatness. There is a need to shift all
inspections from a mindset of catching people out to inspections focussing on
building capacity and learning. What practical measures could be taken to ensure

that local priorities and national missions work together effectively?

Based on participants' experience of working in local government there were a

number of suggestions on practical steps forward:

¢ Focus on tangible impact: There are very tangible approaches like Family Hubs
and Sure Start that could be implemented locally to yield a tangible impact.

e Create a narrative: Narratives are powerful tools of influence, which could help
to sell the place-based approach. As well as inspire and empower people from
different organisations to get involved.

e Clarity on levels and actors: Frame what can be done at each geographical
level to contribute to the achievement of the mission. Additionally, it is important

to suggest what organisations can do on their own, what organisations must do in
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collaboration with communities, and what people and communities can do
themselves.

Start somewhere: A good starting point would be for local authorities to address
one mission and evidence to central government how it is currently being
addressed locally. This could help demonstrate what these missions mean in

practice as well as seek resources to build on this work.

Additional comments and thoughts
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Ending outdated approaches: Participants felt that the concept of 'postcode
lotteries' and the 'one size fits all' approach need to be discarded. Instead, the
focus should be on whether the problem is locally clustered or part of a national
agenda, and the best approach should be determined locally. Building trust by
sharing powers, setting community-derived goals, and engaging in participatory
budgeting are essential steps. The role of central government should be to
support this change rather than impose uniform solutions.

The importance of Relationships vs. Coterminous institutions: There was an
acknowledgement that working across different institutional footprints can make
things more difficult and draw people back into a siloed mentality. However, whilst
geographical alignment can facilitate relationships, it is ultimately the
relationships themselves that matter most. Changing structures, powers, and
financial flows alone will not solve the problem. It is crucial to focus on building
and maintaining strong relationships, even if the governance structures are not

yet in place to support them.



