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Scotland’s Futures Forum

* Scottish Parliament’s think-tank

Work across the political parties

 Personal reflections based on our
Scotland 2030 Programme

Scotland's

The Scottish Pc;rlicmen‘r F‘utures Forum @SCOtFUtUreS
Parlamaid na h-Alba Foram Alba air Thoiseach WWW.SCOﬂCl ndetheforU m.org



2030 and beyond

*Five key areas:
* Technology
* Environment
* Economy
* Politics
* Society
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2030 and beyond

| never make predictions. And | never will.

- Paul Gascoigne

Scotland's
The Sco:ﬂsh Pc:rlicmen‘r Futures Forum @SCOtFUtUreS
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Technology

e Datafication of our lives
e Artificial intelligence

*Internet of things

by o

Scotland's
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Environment

*Climate change
* Mitigation
 Emissions reductions

« Growth of cities

* Regeneration

Scotland's s
The Scollﬂsh Pc;rlicmen‘r FUtures Forum
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Economy

*Scotland’s place in a global economy

e Service economy

* Poverty
lﬁg{' R
Scofland's "5 @ScoftFutures
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Politics

* Challenge to system
* Role of citizens

*Importance of trust

by -

Scofland's Hy
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Society

*Ageing
 Diversifying

Empowered

Scofland’s B
The Sco:ﬂsh Pc:rlicmen‘r Futures Forum @SCOtFUtUreS
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Communities of the future

* More diverse
*More demanding
* Better informed?

 Healthier?

Scotland's
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Communities of the future

« Coping with change

Scofland’s B
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Civlech
Iv ec Driving daring and innovation in the public sector

Katy McNeil / Rui Cardoso

Civlech’ Programme, Scottish Government
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HOW CAN YOU

PROCURE

WHAT YOU DON'T
KNOW EXISTS?

@CivlechScotland
@@@@@@@




b 3 P &

EXPLORATION ACCELERATOR MVPs & PRECOMMERCIAL
SOLUTIONS 3 teams, 3 weeks, £3k each 1 team, 15 weeks, £20k DEMO DAY Up fo £220k Other programmes
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Investment
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MVPs, training, Opportunity & access,
infraprenevurial experience, money,

organisational change training & experience

®
Challenge Civlech Entrepreneurial
Sponsors W K\ ntities
Challzng.es, MVPs,
opportunity, entreprenevurial mindset
money,
resources

- o ® @CivlechScotland
Eclz%"fﬂ:lnd CIVTECh @ktmcnl
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Challenge: ;,
How can tech help us understand C‘“C
our data to.improve all aspects of Vidat
services? IC8°q

Challenge:

How can we better connect people and
places through public transport to
address social isolation?

Civlech
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Emerging Digital Health & Care
Practice

Chaloner Chute, Chief Technology Officer,
The Digital Health & Care Institute
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n DIGITAL
o HEALTH & CARE
INSTITUTE

Our vision is that innovation in digital health
and care will help Scotland’s people to live
longer, healthier lives and help Scotland’s
economy grow.

The Scottish Government's 2020 Vision is that
by 2020 everyone is able to live longer
healthier lives at home, or in a homely setting.



Service
Innovation

Technical
Innovation

Commercial
Innovation
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Challenges

« Atrial Fibrillation
 Remote Gastroenterology
* Diabetes Service Redesign
* The Modern Outpatient

* Next Gen Asthma

* Future of Care



DIGITAL
o HEALTH & CARE
INSTITUTE

Benchmarking

Digital Economy & Society Index Deployment of Hospital eHealth Services — Availability & Use
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Best Practice - Estonia
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The Estonian approach:

1) Understand interoperability is built at four
levels: political, organisational, semantic and
technical.

2) Think beyond health and care

3) Stop digitising existing paper processes

4) Develop and mandate a common
approach to identity as a method of
enhancing citizen ownership and
transparency

5) Develop and mandate use of a single data
exchange layer
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Best Practice - Finland

Healthcare providers

Pharmacies

Social care providers

Health care professionals

eHealth DSI (CEF)

Citizens

Other national services

National code server

X-Road

Apps

[
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Web-GUIs for 'OCD
HCPs i
o
m
v
eHealth 6
National E
Contact Point m
et
c
]
g
My Kanta
pages

Suomi.fi e-ldentification

Suomi.fi Digital Authorizations

Kanta

Pharmaceutical database

Drug data

ePrescription service

Prescription data

Patient data repository

Official health records

Data repository for social services

Official social services records

Personal Health Record

Citizen's own records

HCP and SCPregister

Certification services

Finland’s approach
As the Estonian model (1-5), plus:
6) More social care data integration

7) Development of an modular personally
held record

8) More automated and analytics driven
decision support and workflow
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Developing Best Practice

DISTRIBUTED USER EXPERIENCE / SERVICES | [ STATUTORY PORTAL |
APIs APIs APIs
CONSUMER HEALTH PERSONAL HOME IOT
EXCHANGE(S) DATA STORE(S) EXCHANGE(S)
APIs

NDS / NHS GG&C INTEGRATION LAYER PERSONAL FILE
NDS CLINICAL DATALAKE NDS IDENTITY

KEY: CONSUMER / HYBRID STATUTORY

DHI’s approach:
Builds on European best practice (1-8) and adds:

9) Service redesign through citizen centred co-design
methods

10) A place to de-risk truly distributed (untethered)
data sharing architectures

11) Anticipation of emerging connectivity and IOT
models (Industry / Health / Care 4.0)

12) Business model development to support new
capabilities through commercial sustainability
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Open Platform Innovation INSTITUTE

ARMED
Edinburgh Napier University and CM2000

[ / /
[
Y

Care coordination tools
Sitekit

R Personal data store
77 Mydex

( )
DHI Exchange Layer

‘J

Self-management tools
StormID

Health & Social Care Portal Pilot
NHS Greater Glasgow & Clyde and ATOS
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Scaling Good Practice Example:
Gastroenterology




. DIGITAL
Demonstration (D HEALTH & CARE

Offer consultations that people can attend anywhere

9

People arrive Join them when ready And that's it!

People arrive via your website, and Select a person's name from the list, Conduct the consultation as you
enter their own, private Waiting Area. review their details, and click Jain. normally would.
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Next Step Example: Digital Telecare
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Example: Next generation telecare

Predictive and Citizen activated Balance between user and
proportionate care services system needs

Create data only once Personal ownership Trust in distributed
of data data

Able to anticipate and not just react to
issues, and give ‘step up’ and ‘step down’
choices for the citizen.

Satisfy the system’s need for risk
management, but balancing this with the
citizen wanting services on their own terms,
without the stigma, and so using generic and
convenient consumer devices.

Build trust in the consumer device data the
citizen generates for the system, and in what
the system will do with that data for the
citizen.



Possible Future State

Stable

Smart
meter +
care
coordination
app used to
pattern
activities of
daily living

L | 3

Smart meter Smart meter Decline
+ +
care care
coordination coordination
Scottish app app
risk + Decling 4
register ARMED ARMED —< Wellbeing
identifies wearable wea;able Status
LeEr wellbeing, 10T / VC
strength and gateway
risk
Level 2 identification remote

Stable

interventions
Stable

+ —

;r Lightweight safety focused falls detection package first standalone ]
»

then later integrated via gateway
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Platform Oriented

Social Care Health Care
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Next Generation Example: Asthma




Profile

Conflicting clinical
advice

New,
personalised
baseline

Jill
45 Years Old
Project Manager

Air quality triggers
Air quality

monitoring and
alerts

Stress caused by conflict of

asthma and work

Eligibility / proof
assets to satisfy
employers

v

Data poor, appointment by

Management by
exception based on
remote monitoring

About Jill

Jillis separated and lives at home with her
twao cats. She works full-time as a project
manager for alarge corporation.

As well as asthma, Jill has co-morbidities
(depression, anxiety and chronic pain)

Diagnosis

Jill was diagnosed as a child and her asthma
has become progressively worse as she's got
older.

No health professionals talked to Jill about
her asthma as a child, only to her parents.

ifestyle

Jill takes preventative medication to enable
her to keep her cats at home. But she
frequently experiences new triggers for her
asthma and must be aware of this.

A trigger might be a new perfume; the smell
of cut grass when someone opens the shared
office window in the summer; or speaking to
someone who has been smoking recently.

Because Jillis absent from work frequently
due to her asthma, she has regular meetings
with occupational health. These cause her
added stress.

When Jill feels stressed or a bit depressed, she
often feels more breathless than usual.

default

Support

Jill's prefers to meet With a prescribing nurse,
based in her GP practice. She is the first
person Jill contacts when she has any
concerns about her health.

She also meets with her consultant once a
year. She knows him well and it feels more
like a partnership. This means that Jill is
happy to challenge his opinion when she
doesn't agree with his decision-making.

Jill contacts her Asthma Nurse and
Consultant by telephone and can also email
directly.

As she is off work regularly, ill feels that her
colleagues don't understand
that asthma is a long-term condition

Self-Management

Jill wasn't keen on her inhaler as a child, but
as an adult understands why adherence
is important.

She was told to stay away from cats due to
allergens, but Jil's cats are her therapy for
co-morbidities and she needs to have them
around. They make her feel less stressed and
she feels this means her asthma is less likely
to be aggravated.

Jill thinks that the biggest barriers to well
managed asthma are education and
adherence. She thinks that young people
are not engaged or educated enough about
their condition and how to manage it
throughout life.

Personally held paper
records

Passive, connected
monitoring tech

Monitoring

Jill writes sticky notes about her asthma and
stores them in her diary, keeping track of
anything unusual. She takes these notes
along to any asthma appointments.

She uses an app called Peak Flow on her
phone to monitor her peak flow, and can
download the data to take to appointments.
She has only done this a few times. Usually
she's feeling better when her appointment
eventually comes round and the data helps
her to show how difficult her asthma has
been.

Jill has started to use the app to record how
she's feeling more generally, for example if
she's feeling fatigued or restless.

She also uses the alarm system within an app
called MyTherapy as a reminder for when to
take her medication.

Jill uses Google and Play Store to search for
apps that might help support her to manage
her asthma.

Recognising that everyone’s asthmais
different, Jill thinks that data has animpor-
tant role to play in asthma care in the future.
There can't be a one-size fits all approach.

DIGITAL
HEALTH & CARE
INSTITUTE

Poor systems

integration
X Personally held
Data Sharing record / eligibility /
Jill would like all her health professionals proof

(primary, secondary, tertiary) to have access
to all her information and share notes. She
has had experiences where her consultant
doesn't know about medication that her GP

has prescribed. No single view of the relevant

She would also like access to her notes, to information

help her remember what was said. .
Dynamic,

She would like to use an app that combines A .

all the measures and then syncs directly with personallsed data rich

her GP. care plan

Jill fells that her consultant doesn't
trust the data she presents. On one occasion

she took in a spreadsheet of data and the
consultant asked “And what's lhis?’f&

Technology

e B

Poor trust in citizen
generated data

New ways to prove
data provenance and
integrity

Android Phone Kindle Fire

Ipad Laptop
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Chaloner Chute, Chief Technology Officer, DHI
chalonerchute@dhi-scotland.com
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Collaborative Innovation:

New Approaches to Driving Improvement
and Innovation in Scotland’s Public Services

Professor Colin Lindsay, MA, MSc,
PhD, the University of Strathclyde
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Scottish Centre for Employment Research /

Innovating Works Team, Strathclyde Business School -
colin.lindsay@strath.ac.uk




About this talk...

Universityof "S&
BSt_rathclyde

School

* Innovation in the public sector: exploding
some myths

 Drivers of interest In collaborative
Innovation

* Practices and leadership for collaborative
Innovation

« Some ‘what works’ principles from our
research in NHS and employabillity services

* Over to you: what might work?
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Universityof "S&
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Innovation in the public sector:
some myths and home truths



Innovation in public services:

Strathclyde

some myths...

* “"Public innovation is an oxymoron” (ansei and Torfing

2014, 1).

* “In the organisational context, the word
Innovation Is often associated with private
sector organisations which are often
perceived as more agile, adaptable and able
to withstand change” (pe Lancer suines and Gibson 2018, i).

* “The very DNA of bureaucratic organisations
IS resistant to innovation” (sason 2018, 7)



Innovation in public services:

iversity of

Universityof "S&
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myth busting...

* “There is nothing in the DNA of the public
sector that makes it less innovative than the
prlvate SeCtOr” (Mazzucato 2015, 211).

« Stable(-ish!) resource bases and scale —
capacity to absorb risk

 Leaders able to mobilise resources and
bring people together to act

 Lots of evidence of public sector innovation!



It's not like we're rocket &

Strathclyde

scientists or brain surgeons... 7




Innovation in public services:

iversity of

Universityof "S&
BSt_rathclyde

myth busting...

 Skilled and higher qualified workforce
* Driven by mission and public service ethos

» Professional norms that drive people to look
for solutions and improvement

« Some evidence that better/more stable
employment relations support skill
development, commitment... and innovation



Innovation in public services:

BSt_rathclyde

some home truths...?

* Inertia and regulation of large organisations

» Legacy of silo working (in budget and line
management and political accountability)

* Pressure to report ‘quick wins’ for own team
* Performance management; too many KPIs?
* Professional status; communities of practice
» Conflating ‘improvement’ and innovation

* Innovation projects seen as ‘normative good’



Increasing focus on ‘collaborative

iversity of

Universityof "S&
BSt_rathclyde

iInnovation’ —

* ‘Wicked problems’ (e.g. chronic health
Inequalities; ageing) need multi-agency,
inter-disciplinary solutions

* Public demand personalised services

» Benefits of ‘co-production’: tapping the
assets (knowledge, energy, buy-in) of users

* Resource constraints...
* Pooling of resources and expertise



Increasing focus on ‘collaborative B

BSt_rathclyde

iInnovation’: potential benefits

* ‘Wicked problems’ better understood from
multiple perspectives; constructive challenge

* Overcomes specialist ‘'selective perception’

 Different and multiple perspectives: more
and better ideas

 Innovation solutions diffused through wider
networks — better and quicker impacts

 Emphasis on innovation and integration (in
health and social care and beyond)



IN THE PUBLIC SECTOR

JACOB TORFING

Colin Lindsay
Patricia Findlay
Johanna McQuarrie
Marlon Bennle

Dl I }lbO ra

Abstract: Suakebolders aean the need 10 promse e 1 work organtz
nplayes and managers’ expertences of a mafor sechnalogy

drtve wark redegn ,ﬂmm’. o
exian; linenasure on New Public Managemens (NPA) a
40 tn-depch tmeervtens with mamagers and empiayees. 1
ated 10 foin: problem-solving, imerdiscsplinary
she redestgm projecs and had pasttve mmpacss om
and policy makers should ook beyoud I
lieerarsire vo consider r)w;wn-f.m
delivery m che public secior

dded

Evidence for Practice

+ Collaborasive innovation provides 2 usefl lternaty
promoting innovatian in public service workplaces

+ Including empl
innovation

+ Work redesign that creates opportunities for interdisciplinary boundary spanning and cross-fi

learning can fciltate i

* Carer

novation.

Natonal Hoal Serce
nef collaboras
find dhas key companens of collaborattve tnmovasion
wrking, and mucsal
s for some emplay,
M -difrem modcls tha have dominated same area of dhe publ!
walue of collsborastve tnnovarion

to New Public Management -oriented approaches to

esin collaborative decision-making processes can support creative problem-solving and

ds 0 be taken that work recesign programs intended to support innovation do not produce the

Emma Dunlop Corcoran
Robert van Der Meer
University of strathclyde

ve Innovation, New Technologics,

and Work Redesign

ton in public

cm. Ths an [ —
vices, Thisantcle | Comm e

auchars som
rosan 4o frame more shan

armacy service in Scavland.
ve approaches io funar

Learning —were tmporaans o the success of
e anshors argue chat researchers
snnovasion
vork and service

0 mproving bodh

onal

."..nm‘,‘....e..w

e
Cmt ez s

uniniended consequence of limiting oppartunitcs for learming and career progression.

alicy makers, public sector managers, and
employees accept that these is value in
promoting innovative practices in work
organization and service delivery in public services
Interest in public sector innovation has intensifie
given the urgency of muliifaceted, “wicked pol
crexsingly demanding public
pressure on services as a result of population
aging, and the need to deliver efficiencies in the
face of budpet austerity (de Vics, Bekkers, and
Tummers 2016). Indesd, for some advocuies, puble
innovation is a necessary
bl develved acroshe-board s thr ‘might
otherwise cause lasting damage 1o public services and
demotivation among employees (Ansell and Tor ng
2014, 2

problems, an

These challenges are particularly intense in public
health services. For example, in the United States,
concerns about how best to respend to emerging
pressures on health services have played out in

debates around the sustainability of the Affordabk

Care Act and Medicaid. In the nations of the Uni
Kingdom, where the National Health Sorvice (NHS)
accounts for a substantial share of public spending
and is required to deliver publicly available health
care and medicines, a range of reform strategies
have been adopted in the hope of achieving preat
efficiency and innovation {Lindsay et al. 2014).
This asticle deploys the concept of collaborative
innovation Lo reflect on employees’ and managers’
experiences of a major technology-driven work
reddesipn projeet within NHS pharmacy services

in Scotland. Drawing on recent commentaries by
Torfing (2013) and Hartley, Sarensen, and Torfing
(2013), this article finds evidence of New Public
Management (NPM) influences in the developme:
management, and implementation of the redesign
projoct. However, we suggest that the emerpence of
collaborative innovation and especially emplo

led initiatives —was vital to the realization of the
project’s abjectives and the mitigation of some related Pt Azt o
problems in relation to wor ition and job LARIE S M HIy

0111178
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Defining ‘Collaborative Innovation’ gn%

usiness
School

“Collaborative innovation is the process
through which two or more actors engage in a
constructive management of differences in
order to define common problems and develop
joint solutions ...

Collaborative innovation brings together a
range of stakeholders... in interactive arenas
that facilitate the cross-fertilisation of ideas,
mutual and transformative learning, and the
development of joint-ownership of new
solutions.” Hartley et al. 2013, 826-8
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What kind of practices might
support collaborative innovation?



Creating
collaborative
‘spaces’

Collaborative
Innovation

Supporting
‘Boundary
Spanning’

Job roles that
deliver
‘empowered
participation’

University of %
Strathclyde

Business
School




Practices for collaborative

€3
Strathclyde

Innovation B

» Creating collaborative 'spaces’ (physical,
virtual, time or shared projects) where
different teams can ‘learn from difference’
and take shared ownership of a problem

» ‘Boundary spanning’ roles: help colleagues
to manage difference constructively; anchor
projects and make links; connect and co-
produce with user communities; these roles
require negotiation skills and empathy



Practices for collaborative e
Innovation i

n
School

» Redefining jobs and job roles: autonomy to
step away from frontline and time to reflect

» Jobs that have collaboration and innovation
as a design feature and KPl/target

 Access to information and networks on what
works/resources available in other teams

* 'Empowered participation’ to get involved,
get ideas heard, make changes at frontline



Practices for collaborative

BSt_rathclyde

Innovation: challenges

* Power inequalities between funders,
organisations and professional groups:
some ideas don't get heard...

» Organisational challenges: silos and scale

* Resources: technology, time and work
pressure challenges

» Lack of time and resources means we might
waste time on quick wins/easily doable
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What kind of leadership might
support collaborative innovation?



CONVENOR

‘Bringing
people
together’

Leading
Collaborative
Innovation

FACILITATOR
‘Constructively
manage and
learn from
differences’

University of

Strathcly

Business
School

CATALYST
‘Selling
benefits and
supporting
champions’




Leadership for collaborative

Strathclyde

Innovation: roles

« Convener: identify and bring together actors; clarify
roles; orchestrate information exchange; create
processes of mutual learning; challenge traditional
thinking.

 Facilitator: minimise transaction costs; help
constructively manage differences; build trust;
develop a shared language/problem framing; gain

Su

pport from senior leaders to navigate roadblocks.

« Catalyst: create sense of urgency and sell benefits of

CO
be

laborative innovation; normalise innovative

naviour; recruit ambassadors/champions; and

develop, implement and disseminate new solutions.



Collaborative leadership

BSt_rathclyde
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* “There is a need for collaborative forms of
leadership, dispersed throughout an
organisation... for innovation to flourish, top
leaders may no longer have a monopoly on
leadership and instead see their role as that
of delegation and facilitation” (oeco 2017: 78



Leadership for collaborative

BSt_rathclyde

Innovation: challenges

J

* Perceived lack of transparency in ‘selection
of ideas can affect trust and buy-in

* Right people and skills are necessary for
boundary spanning

» ‘Social and cognitive boundaries’ of
communities of practice remain strong

* Resilience of vertical lines of accountability;
and concerns over blurred accountability
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From collaborative innovation to
workplace innovation?



Workplace innovation

Strathclyde

Business
School

The European Commission defines workplace
Innovation as referring to — notably but not only —
Innovations in the way:

« Organisations are structured
* The way they manage their human resources

« The way internal decision-making and innovation
processes are devised,;

 The way relationships with clients or suppliers
are organised

 And the way the work environment and internal
support systems are designed.

European Commission (2014) Workplace Innovation. http://ec.europa.eu/enterprise/policies/innovation/workplace-innovation/index_en.htm



http://ec.europa.eu/enterprise/policies/innovation/workplace-innovation/index_en.htm

Scotland’s Economic Strategy
and workplace innovation

Business innovation and
entrepreneurship

Commercialisation of
research and development

Education, skills and health
Infrastructure and digital
Business investment

Natural capital, resource
efficiency and low carbon

Communities, local assets Public services

and housing

Y

INTERNATION-
ALISATION

Trade
Investment

International connectivity

Global outlook, influence
and networks

Business pledge

Promoting equality and
tackling inequality

Place and regional cohesion
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Scotland’s Economic Strategy

BSt_rathclyde

and workplace innovation

“Workplace innovation has the clear potential
to benefit businesses, organisations and
society, creating a focus on better use of
organisational resources in ways that support
the delivery of strategic and operational
business objectives, improve the quality of work
for employees and deliver better social
outcomes Iin terms of health, participation and
equality.”

Scotland’s Economic Strategy



Scotland’s Fair Work Framework usn;;;;v,;fc

Business

and workplace innovation

Policy Levers

FAIR WORK

Fair work

Stakeholders FRAMEWORK
N Emglo;ee prusperitg ‘ 20 16
. g

%, &
Skils supply & & Workplace
and innovation

deployment practices

Societal Outcomes
Health & well-being
Inclusive Growth
Prosperity

-~
' &

............................................ R R
CONVENTION
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Some examples from our research



Making collaborative
iInnovation happen

Creating
collaborative
‘spaces’

Collaborative
Innovation

. Job roles that
SUTEEEIRNIL deliver

SB oaunnnciisry ‘empowered
P J participation’
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Leadership for
collaborative innovation

CONVENOR
‘Bringing
people
together’

Leading
Collaborative
Innovation

FACILITATOR CATALYST

‘Constructively ‘Selling

manage and benefits and
learn from supporting
differences’ champions’
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Case Study: Work redesign and
robotics In NHS pharmacy



The robots are coming... but not to B!
take anyOne’S JOb .. Strathclyde

* Wicked problem: patients with multiple/
chronic conditions need holistic pharmacy
services/better deployment of expertise

 NHSScotland robotics investment to improve
efficiency and safety of medicine distribution

* Technology as a facilitator of upskilling rather
than route to downsizing

* Moving professionals and technicians closer
to patients to collaborate and improve care




Robotics and work organisation in
NHS pharmacy distribution

Universityof "S&
BSt_rathclyde

« £3M investment in robotics-enabled
pharmacy distribution centre

» Establishment of centralised distribution hub
to replace 11 in-hospital pharmacies, which
previously did own medicine supply

* Work redesign — some staff on wards
assisting pharmacists/medics; others at
distribution centre retrained in robotics
distribution to serve all hospitals/clinical sites

« 530 pharmacy staff serving 14 hospitals



Aims of the innovation project

Strathclyde

School

* AIms:
— move technicians/pharmacists ‘near the patient’

— eliminate duplication and waste to facilitate HVA
work and collaboration with medics

— Streamline ordering and distribution, which
previously occurred across multiple sites

— Driving down purchase costs/economies of scale
» Some technicians/assistants moved to wards

 Other technicians and assistants staffed
dispensaries and robotic distribution centre
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N,

Impact Strathlyde

e It worked!

* Fundamental programme of job redesign and
training/'mutual learning’ for 700 staff

 Significant iImprovement in patient access to
clinical pharmacist

» Better access to on ward pharmacy services
« £3m efficiency savings

* £1.5m medicines waste reduction

* Navigated via collaborative innovation?



Our research Sriheyde
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* In-depth interviews with employees (in
hospital wards, pharmacies; and distribution
centre). 6 pharmacists; 16 technicians; 14
support workers; and a further 10
management/key stakeholder interviews

* Themes for analysis (and findings):
— Collaborative workplace problem solving
— Boundary spanning and transformative learning

— Management roles and systems facilitating
collaboration to spur workplace innovation
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Findings: space for collaborative
problem solving

Universityof "S&
BSt_rathclyde

 Early technology failures compromised
service quality — collaboration of managers
and staff at various levels resulted in redesign

* e.g. employees and/or managers identified
need for night shift to maximise efficiency

* Job redesign facilitated by employee/team
buy-in and ‘public service ethos’/commitment

* Which Is not to say that there were not
remaining concerns over work pressures...




Findings: supporting boundary Smt,,

spanning

Moving staff to wards (and employee buy-in
for this idea) produced new opportunities for
Inter-disciplinary working for support workers
and pharmacy technicians

Management aim to harness employee
knowledge via ‘'multi-disciplinary’ teams

Some ‘losers’: some support workers and
technicians had fewer opportunities for
rotation/inter-disciplinary working; ongoing
discussion on ensuring learning opportunities



Findings: transformative learning

BSt_rathclyde

usiness
School

« Support workers deployed to wards valued
working closer to pharmacists and patients —
opportunities to learn from — and support —
broader range of professional roles/functions

* Technicians: valued more formalised training,
better skills utilisation, and patient-facing work
In collaboration with pharmacists

* Some concerns that lean staffing meant limited
time to train and progression opportunities,
especially for those ‘near the robots’



Findings: leaders facilitating and ~ [ES%

BSt_rathclyde

catalysing collaboration innovation &=

« Convenors for collaboration: management-
employee engagement led to business case —
consistent collaboration for shared ownership

 Facilitator: by developing shared language
and vision for benefits of innovation

« Catalyst supporting new solutions: redesign of
job roles and boundary spanning opportunities
that created new opportunities for learning
and collaboration for most employees
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Case Study: Making It Work
for single parents



M akl n g I t WO rk Strathcle

S hool

* Wicked problem: single parents face complex barriers to
employability (linked to gaps in experience, childcare
Issues, poverty, social isolation) not well addressed by
mainstream provision

« Making It Work was funded by Big Lottery Fund (NDPB)
« £7m grant funding targeting 5 areas for 4 years

« Aimed to help single parents to progress on
employability, manage work, childcare and family life;
Improve life for single parents and their children

Third sector/public sector co-led partnerships: expertise
In employability, childcare, wellbeing, debt, skills

Key Workers supported users and joined-up services



Impact

THE IMPACT OF MAKING IT WORK:
AN OVERVIEW
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e |t worked...

* Empowerment,
co-production
and innovation

* Google:
“Making It
Work CRESR”
for other stuff



STREET-LEVEL BUREAUCRACY
IN WELFARE-TO-WORK IN EURCPE

Co-production and social
innovation in street-level
employability services:
Lessons from services
with lone parents
in Scotland

Colin Lindsay®, Sarah Pearson™*, Elaine Batty™™,
Anne Marie Cullen* and Will Eadson™*

"University of Strathclyde, Glasgow, United Kingdom;
**Sheffield Hallam University, Sheffield, United Kingdom

Abstract The United Kingdom, as an exemplar liberal
welfare state, has been characterized as in the vanguard of
“work-first” activation — deploying high levels of compulsion
and standardized employability services that seek to move
people from welfare to work as quickly as possible. However,
despite the extension of welfare conditionality to excluded
groups such as lone parents, government-led, work-first
employability programmes have often proved ineffective at
assisting the most vulnerable to escape poverty or even just
to progress in the labour market. We argue that alternative
approaches, defined by co-production and social innovation,
have the potential to be more successful. We draw on a
study of local services targeting lone parents led by third
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Co-production as a route to employability: Lessons
from services with lone parents

Colin Lindsay' © | Sarah Pearson? | Elaine Batty? | Anne Marie Cullen® |
Will Eadson?

*Department of Human Rescurce

Management, University of Strathdyde, Policy-makers claim to support personalized approaches to improv-
Glasgow, UK ing the employability of disadvantaged groups. Yet. in liberal wel-
“Centre for Regional Econamic and Social fare states, mai § targeting these
m:; mﬁ:’:&::mﬂﬂw groups often deliver standardized, low-guality services. Su:h fail-
e ottish Centre for Employment Research. ures may be related to a govemance and management regime that
University of Strathyde. Glasgow, UK uses tightly defined contracting and performance targets to incen-
Correspondence tivize (mainly for-profit) service providers to move people into any
‘Colin Lindsay, Department of Human job as quickly as possible. This article draws onevidence from third
Resnurce Management. University of sector/public sector-led services in Seotland to discuss an alterna-
i:ﬁ:’e 50 Rchmond Street. Gasgow G1 tive approach. These services co-produced personalized supportin
m;hm"u"nMunhxuk partnership with disadvantaged service users {in this case vulnera-
Funding infomation ble lone parents). We suggest that, in this case, streetlevel co-
‘The Big Lottery Fund in Scotland, Grant/ Award production and lization were facilitsted by m-g

Number: MIW2014 and co-management in the design and organization of provision
We conclude by identifying lessons for future employability
services.

1 | INTRODUCTION

Policy-makers agoss advanced welfare states have increasingly priordtized the activation of disadvantsged groups
who are excluded from the labour market. Successive governments in the UK have committed to a personalized
approach to improving the employability of such groups and thus promoting transitions from welfare to work—the
argument being that increasing compulsion in activation and conditionzlity in the benefits system is justified if vulner-
shle groups have acess to personalized services designed to 2ddress their specific needs [Rice 2017).

However, despite daims of lization being near ubiguit in policy-makers’ advocacy of extending the

reach of compulsory activation, there is evidence that many mainstream employability programmes in fact offer stan-
dardized, ‘work-fist’ approaches, whidh seek to pressure peaple to find work quidkly, irespective of the quality of
the job or the characteristics of the individual (Fuertes and Lindsay 2016). Such work-first programmes—with the
contracted-out ‘Work Programme’ (WP), funded by the UK govemment Department for Work and Pensions (DWP),
a typical example—have struggled to deliver sustainzble job outcomes and have been erticized for ‘creaming and

318 | © 2010 Join Wiey & Sams Lid wieyaniinditrarycam faurelipadm Puble Admiristraton. 2018:96:118-332.




Our research
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« Across 5 MIW partnerships: Edinburgh, Fife,
Glasgow, North Lanarkshire, South
Lanarkshire

« 117 interviews with partnership stakeholders
* 102 in-depth interviews with MIW users
 MIW user surveys (baseline, 6 and 12 month)
« Performance/finance data from partnerships



stny

Strathclyde

Sh

Findings



Creating collaborative ‘spaces’

BSt_rathclyde

through partnership-working

 Broad-based partnerships based on up-front
funding — inclusion of actors based on
complementary expertise

 Funder required: evidence of partnership and
resource sharing in response to |
needs/aspirations; third sector co-leadership

» Co-located and collaborative services allowed
for mutual learning based on complementary
expertise: e.g. single parents’ groups’
expertise and credibility; employability and
skills; childcare; mental health; Citizens
Advice on debt/maximising benefits




Creating collaborative ‘spaces’
BSt_reasthclyde

through partnership-working

* S0, emergence of flexible, innovative, multi-
agency services and signposting options to
respond to wicked problems (poverty,
Isolation, childcare)

« Leader/facilitators helped develop shared
understanding and seamless handovers;
signposting to a wide range of providers
based on need: ‘| know someone who can
help’; whole person services



Jobs that empower people to innovate

Strathclyde

and boundary spanning

« Key Workers (and others) acted as boundary spanners
— anchor and focal point; ‘encyclopaedia of options’;
key link to communities (based in community locations)

« Key Worker jobs: autonomy; discretionary budgets;
smallish caseloads SO time to reflect; not a rigid
‘training programme’ — so able to problem -solve with
co-producing users

« Autonomy to try lots of things; stop doing things

 Substantial resourcing of collaboration so that shared
understanding of information, resources and practice

« Very strong emphasis on co-production: empowered
Key Workers able to take control and learn what works




Leading collaborative innovation
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« Management able to convene collaboration due to
Investment in partnership formation, consensus-
building on objectives, roles and resources

* Inclusion of actors and acceptance of others’
expertise created opportunity for shared learning

« Time and resources for collaboration, information-
sharing, case conferences, researcher |
engagement(!): facilitator of shared understanding

« Catalyst for Key Workers and partners to try new
things and stop doing things that don’t work

* Oversight of caseloads and supportive
management; no target culture



Outcomes and challenges smhc.e
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« Challenges: limits to signposting options and
discretionary budgets

* Were partners the usual suspects? Don’t think so,
but always need to guard against this...

 Still a challenge to support the most vulnerable;
users were volunteers, but faced complex barriers

« Labour demand defined quality of job outcomes

* But clear evidence of innovation in content,
collaboration in delivery, innovative engagement
methods, personalised support

» Users spoke of choice, co-production and
empowerment



L

Universityof "S&
Strathclyde
Business

Some concluding thoughts and
your reflections



A collaborative innovation checklist

Create real and
virtual spaces to
test out new ideas
and get them
‘heard’

Involve all relevant
stakeholders, their

assets and ideas on
co-designing and
implementation

Support leaders
and champions to
communicate
shared benefits of
collaborative
innovation

Jobs that have
time to reflect and
autonomy to
empower
employees

Create a shared
language of innovation,

how it is facilitated and
what can be achieved

Inter-disciplinary
‘projects’ as your
go-to approach to
framing problems
and solutions

Access to networks
and information
from other teams,
outside the
organization and
service users
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Concluding thoughts
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* The idea that public organisations can't
innovate is a myth... but there’s a pressing
need for collaborative innovation

* We need to invest in creating ‘spaces’,
workplaces and jobs that support innovation

* We need leadership that facilitates and
catalyses collaborative and innovation

 We need to learn from each other: what
works and what might work...



Of course, context is crucial... %“?FS'{”ﬁEe
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« Resources define capacity for real or virtual
spaces for collaboration/time to reflect

* Need for clear lines of responsibility and
accountability

« Capacity, resources and inter-dependency
among partners

* |f only there was a research team offering
free(!) support to reflect on opportunities for
collaborative innovation...
colin.lindsay@strath.ac.uk



Over to you... What has worked or

Strathclyde

BSESS

might work In your organisation?

Is collaborating and innovating across boundaries something that
your organisation actively promotes? What are the potential
benefits?

What has worked or might work in promoting collaborative
Innovation across teams and boundaries in your organisation?
What works and what are the challenges in:

« Creating spaces, practices and ways of working to support
collaboration

« Ensuring teams and individuals are supported to work
collaboratively

« Defining or redefining job roles to promote reflection, autonomy
and collaborative innovation

« Getting buy-in among leaders and making the case for
collaborative innovation?



Workshop

Collaborative Innovation
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Project Top Tips

Nick Hyde, Programme Manager,
Stephen Brannagan, Head of Customer
& Business Services

SCOTLAND
#SXLconferencel9 EXCEL
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Demand Management Challenge Update

Scotland Excel Conference
16t April 2019

Scott Gibson, Scotland Excel
Jenni Blair, North Ayrshire Council



Presentation Contents

* Demand Management Challenge Recap

* Tools and Techniques

* Challenge Updates

* Lessons Learned So Far............

* Pupil Equity Funding Case Study — North Ayrshire
Council

SCOTLAND &
EXCEL_2



Demand Management Challenge Recap

Solutions Tangible Problem
Focussed Solutions
Learning Model Demand
Management
Tools and Skills and Challenge
Techniques Knowledge .
Learn Lessons
SCOTLAND

EXCEL




Demand Management Challenge Recap

Themed Event 1.

Discover — Induction,
Introductions and Insight

Themed Event 2.

Define — Focusing on the
Challenge

Themed Event 3.

Develop — Challenging
the Solutions

Themed Event 4.

Delivery and the Future

Discover Define Develop Deliver
insight into the problem  the area to focus upon potential solutions solutions that work

Problem Definition

Design Brief

https://www.designcouncil.org.uk/news-opinion/design-process-what-double-

diamond

SCOTLAND
EXCEL



Demand Management Challenge Recap

Alarms and Man  Glasgow City

Guarding Council Do theywant this?
Stock Aberdeenshire Desirability |
Management and Health and Social Shi;’;ﬁﬁ;fw
Storage Care Partnership
Social Care Argyll and Bute
CO un C|| Can we.do.t/‘vis? s

o . - Feasibility e st
Facilitating Pupil North Ayrshire :
Equity Fund Council VElElblie ez
Spending

https://www.ideou.com/pages/design-thinking

SCOTLAND
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Tools and Techniques

Critical Friends The 5 Whys

XXX RECLLEr)

CRiticS (RitichL FRIENDS
| T Yoor. STRENGTHS

o WAV to HELP

o Hotp Yov BA<K o Moe }/o.) FoRwWARD

o will cHange yor oD W - AN CHAMIE Jor HMD
o will MAKE You SWEAR. [l © cAM MAKE Yoo SHILE

o FrvD YOUg FLAWS

https://academy.scotland-excel.org.uk/course/view.php?id=12

SCOTLAND
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Tools and Techniques

The Worry Matrix

HUGE Bag
WORRIES

Huge Bag of
Worries

Step 1 — Determining subject matter

4

Step 2 — Opening discussion

Step 3 — Underlying worries ’
—

LIKELY to Happen
+ OUTSIDE Your Control

* Earthquake in another country.
« lliness or death outside your family.

There is nothing you can do about this.
Worrying will not help!

https://academy.scotland-excel.org.uk/course/view.php?id=12 SCOTLAND
EXCEL



Tools and Techniques

The Eisenhower Box Placemat

“Things which matter most, must never be at the mercy Thinking About Proposals to Address Priorities
of things which matter least. Goethe”

URGENT NOT URGENT Catherine’s Space

B “ m

How To Improve Relationships

Jenni’s Space between Procurement and RaChers Space

Education?

NOT
IMPORTANT

Melanie’s Space

D

https://academy.scotland-excel.org.uk/course/view.php?id=12

SCOTLAND
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Challenge Updates

* Social Care— Argyll and Bute Council

* Challenge has helped identify difficulties and develop a plan to manage demands more efficiently
* Opportunity now fully endorsed by Argyll and Bute’s HSCP management team
* Steps taken so far include:

* Development of Care at Home Improvement Plan

* |dentify Pilot Area

* Consults with Senior Managers in Localities

e The Plan will focus on:

* Moving to a single commissioning team in each local area for all community based services for adults
Work within principles of Assessment and Care Management Framework
Amending commissioning pathways and supporting the resources section to implement at a local level
Reablement resources utilised to best effect for individuals prior to any longer term homecare service
being commissioned
Increased used of technology to support individuals
Improve the timing and quality of the 4 week review process
Ensure model of care is consistent across the partnership SCOTLAND

EXCEL?



Challenge Updates

e Stock Management and Storage — Aberdeen Health and Social
Care Partnership

* Recognition that initial project too large and scope too wide
Restructuring of the governance group for the project — Goods
and Equipment Board
New Terms of Reference for Goods and Equipment Board
Sub-Projects with areas for responsibility identified
More focussed approach in place moving forward

SCOTLAND &
EXCEL_2



Challenge Updates

* Alarms and Man Guarding — Glasgow City Council

Alarms - Planned v Reactive Maintenance

Man Guarding — Reducing consumption, improving specification,
consolidating spend, evolving with technology, eliminating waste
Management Information

A comprehensive model?

Discover and Define Stage recognised the alignment with the
development of the Scotland Excel Security Services and Equipment
Framework and the Develop and Delivery Stages will be focussed around
the outputs of the Framework

SCOTLAND &
EXCEL_2



Lessons Learned So Far.........

The selected projects are very different —how would a category approach
work or benefit?

Resource and Capacity available to address the Challenge — need to rise
above “Business as Usual”

Pace of delivery varying across projects

Ever changing Challenge environments can make or break

Getting time out to focus on the Challenges is very productive — group
therapy!!

Tools and Techniques well received and useful

Need to be flexible and adapt

SCOTLAND &
EXCEL_2



Next Steps

Continue to work with Challenges through the “Develop” stage providing
support where we can add value

Themed Event “Deliver”
Share experience and disseminate

What do we do next and what will it look like?

SCOTLAND &
EXCEL_2



North Ayrshire PEF Background

First allocation of £4.3m issued FY17/18
Project Support Officer appointed 2017
Dedicated Procurement Officer appointed 2018
Dedicated Finance staff appointed 2018
Allocation each year sits around £4m

North Ayrshire Council  Zduvering sun conricea with, Focus.

Inspiration.




Issues with PEF

Lack of spend forecasts

Insular approach to spending

Low level of interaction with Procurement

Issues with compliance to Council Standing Orders and available contracts
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Benefits of Face to Face Sessions

‘Fresh eyes’ on issues (Critical Friends)

Helped focus project plan and actions

Helpful to hear what other local authorities are doing
‘5 whys’ helped get to root of issues

Placement challenge gave 3 focus areas
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Output from Placement Challenge

e 3 focus areas identified

Improving
Relationships

Processes Training
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‘Improving Relationships” Actions

Focus group meetings

Attendance at key meetings (e.g. Head Teachers meetings)
PEF Team are now first point of contact

Promoting how we can assist schools
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‘Processes’ Actions

Guidance documents issued to schools, including procurement glossary
Improvements in forecasting document

Catalogue standardisation and highlighting savings

Creation of a ‘Procurement glossary’ to simplify language
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‘Training” Actions

Guidance and information issued to schools, including FAQ section
Basic information reissued and emphasised

Focus group help inform required training and what level to pitch it at
Examples of good practice shared
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Results

PEF contract spend compliance increased from 44% to 67%
Increased interaction with Procurement

Higher quality project request submissions

Better senior management ‘buy-in’

Focus group of staff created

Improved relationships with schools and other organisations
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Future Plans

Short Term Plans

e Reissue updated forecasting document and aggregate demand based on
responses

* Continue rationalising existing frameworks

Medium Term Plans
* Further increase contract spend compliance
* Continue to raise knowledge levels among school staff

Long Term Plans
 Demand is aggregated and rationalised throughout North Ayrshire
* Schools can work independently for routine purchases
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Brexit Panel Q&A

Hugh Carr, Scotland Excel
Billy Murray, Scotland Excel,
Alasdair Hamilton, Scottish Government,
Ewan Mearns, Scottish Enterprise
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Closing Remarks
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