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Stage Two — Award Criteria

Section A. Method Statements

Applicants are required to submit Method Statements. They should be drafted in such a
manner so as to be able to form part of the Contract. They should be submitted
containing sufficient detail to demonstrate that the stated outcomes will be deliverable,
as defined within Part 2 Specification.

Responses must be relevant to the question and appropriate in length. Supporting
information may be submitted, provided that it is clearly labelled, referenced in the
guestion to which it relates and appended to the main submission.

The evaluation of the response will not go beyond the word limit that has been set, if
applicable.
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Method

Statement | Method Statement % Score
Number
Al Please provide a detailed delivery plan, setting out how you

propose to practically deliver this change programme.

Please note: the successful Applicants plan will be subjectto | 25.00%
further development in partnership with the Council and its
partners.

Minimum Requirement
That the Applicant provides a response to this question.

This question has a minimum non-weighted score of 3. The Applicant must
satisfactorily demonstrate the relevant ability, understanding, experience,
skills, resource & quality measures required to deliver the requirements,
with evidence to support the response.

Evaluation Criteria

Your response will be evaluated against your ability to demonstrate and
evidence you can meet the following core requirements:

e Development of an overarching change programme to deliver
substantial and sustainable savings in Adult Social Care, not
less than £15m recurrently. This plan should include clear
performance and financial targets, together with resource
requirements, owners, and timescales (B4.1); and

e How you practically propose to deliver this changes programme,
including staffing resources to be deployed in teams (B1.3).

Permitted Appendices and Supplementary Information

Your plan must be provided in an appropriate format, as an appendix to this
Part 5 Award Questionnaire. Please insert the name of the appendix in the
box below.

Method Statement A1l Response:
Understanding your requirements
An escalating financial deficit has materialised during 2023/24, driven by significant

increases in Adult Social Care (ASC) long term care commissioned costs, with a
forecast deficit of £12m (as at December 2023), rising to a recurrent deficit of £30m by

2027/28.

This has instigated a challenge from the constituent organisations and ICB as
commissioners of health and social care services to the viability of the ICO, driven by the
requirement to contractually agree to the s.75 agreement in 2024/25. The existing
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agreement ends on 315t March 2025 and has a 12-month notice period. To avoid the
commencement of divorce proceedings a new agreement is being drafted to be put in
place by 315t March 2024. To support signing the agreement the Trust, Council and ICB
have committed to working together to deliver transformational change.

Channel 3 have been working with the ICO and ICB Executives, transformation leads
and service managers, over the last 2 months, to begin to develop an overarching
change programme to deliver substantial and sustainable savings in Adult Social
Care. We have identified the need to widen the scope of the change programme
beyond the transformation work. As such it includes the following 3 workstreams:

1. Service transformation: Delivery of a comprehensive programme of transformation
activity including CIPs, existing change plans and other opportunities to help close
the forecast financial gap.

2. Financial grip and control: Implementing more robust spend controls. Completing
detailed spend mapping across services and staffing - using the outputs to identify
areas of opportunity to reduce spend.

3. High — performing ICO: Designing and implementing a new governance structure
that is performance focused to drive the required culture shift across the ICO.

There is a recognition that the ICO lacks the capacity and capability to deliver the
change programme at the pace and scale needed to deliver over £15m of sustainable
savings and as such requires the support of a delivery partner. We set out below how
Channel 3 will work with the Torbay ICO to practically deliver this change
programme. We will cover the following:

e Our evaluation of the scale of opportunity to deliver over £15m of savings.

e Our practical approach to developing and delivering the overarching change
programme, including performance and financial targets, and programme
management approach (e.g. governance, timescales, and resources). We have
structured our approach into the three key workstreams highlighted above.

e Our experience, skills, and resources.

e Our approach to managing quality.

Evaluation of the scale of opportunity

We have a high degree of confidence in our ability to develop an overarching change
programme across the ICO that will deliver substantial and sustainable savings in
excess of £15m in ASC.

Our work with you over the last two months has included both ‘top-down’ and ‘bottom up’
analysis through frontline engagement, to triangulate tangible savings opportunities that
will be owned across the system. Through this work we have identified £19m of savings

Part 5 Award Questionnaire — V2 19June2023
Page 5 of 33



Method
Statement | Method Statement % Score
Number

opportunities, which we have stress tested with your teams. In developing this picture,
we have:

e Used benchmarking analysis from the LG Futures Financial Intelligence Toolkit
(2023/24) and identified £19m of potential savings in Torbay. This is based on spend
per resident being brought into line with a comparable area in the lower quartile of
spend (per resident), e.g. Southend on Sea. (based on population of 108,000 and a
current spend of £580 per resident moving to a target of £400 per resident).

e Engaged with your teams to identify and size a range of potential opportunities
'bottom up' to stress test these against the overarching £19m opportunity giving us
greater confidence in the opportunity. These include an estimated £3-4m of savings
identified through existing Cost Improvement Programmes (CIPs) and a further £9m
of savings identified through transformation projects.

¢ |dentified several other opportunities that can stretch the identified £12m savings
towards the £19m overall figure.

We recognise that achieving the necessary level of financial savings in Torbay will
require engagement across all levels of the system, from senior executives to frontline
teams. Over the last 2 months we have developed trusted relationships across the ICO
in Torbay and with external partners to highlight the opportunities that exist and establish
a pathway to achieving the ICO's ambition. This includes:

e Working with transformation leads and senior operational managers to understand
the challenges, to validate the scale of opportunity, and to start to develop prioritised
plans to address.

e Engaging the Devon Partnership Trust (DPT) given their role in supporting working
age adults (WAA) and the need for a strong alignment of strategic ambition around
future models of care.

e Engaging the Torbay Community Trust, who are supporting the front door redesign.

e Supporting Torbay council to replace the existing ASC case management system
(Paris), recognising this project is a key enabler in helping to address some of the
current performance and data challenges in the ICO.

We are also currently working across the Devon ICB on its financial recovery
programme, helping the system drive out significant financial savings across health and
care. We have drawn on our wider work across the Devon ICB to ensure that we
understand the strategic / clinical direction of the ICB / Trusts (e.g. EPR procurement in
TSD and Plymouth) and that this is used to help inform the direction of travel in Torbay.

This is important, as it will enable us to hit the ground running, maximising momentum
through the relationships and local knowledge we have with you, and crucially deliver
impact sooner.

Our approach
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This section sets out how we will work with Torbay ICO and system partners in taking
forward the three workstreams outlined in the requirements section. For each of the
three workstreams, we will demonstrate our approach to:

e Developing and delivering the overarching change programme,

e Developing the performance and financial targets to support delivery,

¢ Developing the programme and change management arrangements, including
governance, timescales, and resources.

We will provide examples of where the team have delivered similar work within other
engagements to give confidence in the approach.

1. Service transformation

The existing transformation programme has identified areas of opportunity that are at
different stages. We have been working with the Torbay ICO transformation and service
leads in understanding and validating these and our assessment is set out below:

e Annual cost improvements plans (CIPs) — focused on operational reviews to be cash-
releasing through controlling spend. These will require prioritisation of service areas
in 2024/25 but will continue to be delivered by the existing programme infrastructure,

e EXxisting transformation opportunities — these are the areas of opportunity identified
through the previous diagnostic work, including reablement, front door, hospital
discharge, independence in LD, and embedding strengths-based practice. These
have been reviewed and are important opportunities but will require further detailed
planning before progressing delivery,

e New transformation opportunities — there are several additional areas of opportunity
that have been discussed with the transformation and service leads over the last 2
months. Examples include extending ambition with strengths-based practice;
commissioning; digital, data and technology.

The following table identifies the estimated financial savings of these opportunities over
the next 3-4 years.

Service transformation High-level savings £m

CIPs £3m-£4m
Existing transformation opportunities £5m-£7m
New transformation opportunities £7m-£9m

Our role in the first 4-6 weeks will be to undertake detailed planning with transformation
and service leads to validate, size, and prioritise the opportunities. The approach to
delivering the workstream plans will include better understanding the current state,
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defining the future state, and developing detailed plans to transition from one to the
other.

To support prioritisation and approval of the plans we will also work with finance and
business intelligence teams to develop demand and cost trajectories to support the
delivery of the service transformation. This is discussed in more detail below in the High
Performing ICO section.

We will then work with service leads to develop and agree the prioritisation of
workstream plans. The aim will be to balance change activity across the different
services, with a focus on sustainable change, whilst delivering early impact on outcomes
and costs. We will focus on the first 6-12 months in detail with the remaining
opportunities to be identified at a high level in years 2-3.

We will engage with relevant service managers and back-office functions — finance,
business intelligence (Bl), human resources (HR), Principal Social Worker (PSW), to
review and agree assumptions driving the plans.

We will then agree the plans through the newly established programme governance
structures, identifying how the workstreams will contribute to the overall demand and
financial trajectories, and resources required to deliver. This approach worked well in
both Bradford and East Riding of Yorkshire councils where we conducted similar
exercises at the start of their change journeys.

Our approach to developing the plans will be through co-production with frontline staff
and managers, providers (where appropriate), and people with lived experience. We will
be flexible in our approach to co-production whilst looking to use existing engagement
groups and forums. We have recently done this in Nottinghamshire County Council,
where we co-produced a new carer’s digital offer with two carer forums, and staff with
caring responsibilities.

Once the plans are developed, we will then work with the project teams, frontline staff
and managers, and people with lived experience in delivering the programmes of work.
2. Financial grip and control

A priority within the first 6-8 weeks of the partnership will be to review and embed

financial grip and control. This will need to be aligned to the design and implementation
of the new performance framework (as per workstream 3 below) but will focus on
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operational and financial control measures. There are two key areas of work that needs
to be undertaken:

1. Embed financial governance and spend control measures (e.g. budgetary control,
financial decision-making processes — vacancy controls, spending approvals, panels,
procurement).

We will work with key stakeholders, finance, service managers, and HR to review
and develop a plan to implement tighter financial governance processes for the ICO.

2. ldentify and implement cost saving / efficiency measures (e.g. service and spend
mapping, review of statutory and non-statutory services, identification of efficiency
savings).

We will work with finance and operational leads to develop the approach to spend
mapping, including benchmarking, before identifying opportunities for spend
reductions and evaluation of their potential impact. This will result in a set of
recommendations and plan for delivery, to be approved through governance
processes.

We have completed similar exercises before with Bradford Metropolitan Borough
Council, where we implemented a range of financial control measures that supported
delivery of savings up to £2.1m through reducing demand and controlling costs.
Examples of measures included case review panels, recruitment controls, detailed
review of budgets to identify cost improvements.

Once the plans for 1 and 2 above have been approved, we anticipate our role will then
change to focus on providing advice and guidance to finance teams to embed the
changes. This will enable our team to focus on the service transformation.

We will retain a focus on coaching the team and monitoring the impact and effectiveness
of the changes. Where further intervention is necessary, we will work with finance to
scope these interventions.

3. High performing ICO

The priority for this workstream will be:

e Designing and implementing a performance and governance framework that
enables the ICO to be intelligence-led but instils the discipline of using this
intelligence to govern decision making operationally and strategically throughout
the ICO.
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o Developing demand, performance, and financial trajectories as a single
source of the truth that can be used to monitor the impact of the transformation
and feed intelligence into the performance framework.

e Review vision, strategy and culture providing recommendations on how to shift
the culture of the ICO so that it better aligns with the aspirations of the change
programme and the future clinical model (e.g. independence focus) whilst also
developing high performing leadership throughout the 1CO.

In reviewing and implementing the new governance approach, there is a need to ensure
there is equity between health and social care, to support the cultural shift from episodic
healthcare to an independence focused social care model that promotes relationship
building and support for people with lifelong conditions. We also recognise that a recent
review of existing governance has been undertaken and recommendations made that
we will account for in our approach.

Designing and implementing a performance and governance framework

We will build on the recent governance review to understand the current state, co-
produce the future state governance, and develop plans for rapid implementation which
will be approved by key stakeholders.

To enable the ICO to be intelligence-led also requires a new performance framework.
This will be used to support decision making and communication throughout the new
governance process. We will work with you to review current state, before developing
best practice future state design, and then developing a delivery plan to be approved
through governance.

On approval of the new design, we will then support implementation of the governance
and performance framework. We have successfully delivered this approach before in
Bradford Council, East Riding of Yorkshire Council and Manchester City Council.

Developing demand, performance, and financial trajectories

To support prioritisation, approval, and monitoring of the transformation plans, we will
work with finance and business intelligence teams to develop a demand and cost
baseline and performance trajectories over the next 4 years. This will become a single
source of truth for financial / performance reporting into the ICO and will typically include
a breakdown of long term commissioned costs, income, staffing, other costs. We will
then develop a monitoring approach for monthly review of demand and cost trajectories
through the performance framework.
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We have previously designed and delivered similar demand / cost trajectories with a
range of different councils in support of their transformation programmes. This was
particularly effective in Bristol where we saw a step change in the performance culture,
including the use of the data baseline and delivery data insights to manage the
transformation programme and realise £10m of savings in the first year.

Vision, strategy, culture

A key challenge identified by executives is that the current culture of the ICO is overly
medicalised / clinically led and is not aligned to the social care, out of hospital, integrated
model of care that was intended at the formation of the ICO. It is recognised that to
deliver a sustainable future this culture needs to change. It is anticipated that the
governance and performance framework, alongside transformational change in key
service areas (e.g. LD and mental health, strengths-based practice) will begin to enable
this cultural shift.

However, the executive group were interested in testing the following key areas:

e Does the current ICO vision and strategy align to other integrated models of care?

e How does the current ICO vision and strategy align to other strategies across
Devon?

e How does the vision and strategy align to best practice social care models of
practice?

Channel 3 will work with the Executive group to research and explore these questions
before developing a report of recommendations to be taken forward.

We are also aware of the current structural challenges between strategic and
operational commissioning within the ICO and Council. The transformation programme
will need to undertake a review of the challenges with the current arrangements, identify
options to address them and develop a high-level plan to implement changes.

We are planning to deliver these activities from October 2024 onwards, as the work
undertaken on implementing the service transformation, embedding commercial and
financial grip, and the governance and performance framework will inform the and start
to address these challenges.

We recognise that the plans developed in these areas will likely require delivery beyond
the first 12 months of the programme and will therefore be subject to additional
investment in resources to deliver them.

Part 5 Award Questionnaire — V2 19June2023
Page 11 of 33



Method
Statement | Method Statement % Score
Number

Our experience, skills, and resources.

Channel 3 Consulting are a leading health and care consultancy who specialise in
transforming models of care through complex, large scale change programmes, enabled
by digital and data. We are devoted to positively impacting the lives of people and
improving their experience of the health and care system. Our strapline encapsulates
our mission — Better Lives, Better Care, Better Digital.

Our diverse, collaborative, and passionate team support clients to deliver complex
transformation journeys with a focus on impact and outcomes. We support clients on
their implementation journey, with a relentless financial focus - managing the costs and
unlocking the benefits of change.

Our social care team has significant experience of designing and delivering large scale
transformation programmes and savings millions of pounds for councils across the
country. This experience includes working across the south west region (e.g.
Gloucestershire, Somerset, Bristol, Cornwall, Dorset, North Somerset, Torbay, South
Gloucestershire and BaNES).

The following table highlights the core team that will be involved in the Delivery
Partnership from Channel 3, with an overview of their experience.

Name Title Role Experience

Ralph Engagement Strategic client 25 years transformation experience.

Cook Partner engagement 10 years in health and social care.
Channel 3 lead for social care.

Stuart Managing ASC 10 years transformation experience

Lindsay Consultant  transformation in health and care. Previous 10 years

SME working in the NHS. Deep ASC

transformation delivery experience.

Pete Managing Engagement 15 years experience of delivering

Tickle Consultant  Lead transformation in health and care

settings at a local, regional and
national level. Extensive service and
digital transformation experience.
Gurdish Principle Workstream 30 years public sector experience in
Sandhu Consultant  delivery lead the public sector. 15-year track
record delivering business results
and significantly improving
performance in business
transformation and programme
management in social care.
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Emily Senior Workstream 8 years experience of leading NHS
Crowe Consultant  delivery support transformation programmes across

London. Project lead for the Digital

Social Care Record programme

within Cornwall and

Buckinghamshire.
Our clients at Channel 3 include the NHS, Local Authorities, Care Service providers
such as care homes and organisations commissioning a range of services — like central
government and Arm’s Length Bodies.

Our wider pool of 100+ consultants bring a diverse range of skills and experience, both
business (e.g. transformation and cultural change) and technical (e.g. enterprise
architecture and data analytics), sector (e.g. social workers, doctors, nurses) and core
consulting backgrounds (e.g. big four consultancies). Our core values of passion,
integrity, diversity, and collaboration are embedded within our teams in how we behave
and work with our clients.

We also recognise the importance of innovation, not just doing more of the same. We
pride ourselves on delivering digital transformation at scale, having a wide range of
alliance partnerships with digital solution providers, and acting as a digital concierge for
our clients to the digital marketplace. We invest heavily in horizon scanning and
understanding the latest solutions and innovations so that we can match our clients’
needs to the best solutions on the market. We recognise that digital and data will play a
significant part in transforming existing models of care in the ICO.

Our approach to managing quality.

Through all our client engagements we embed quality assurance through delivery. Our
approach to this includes the following:

e Regular project step-back meetings to reflect on progress, challenges and lessons
learned.
¢ Internal quality management processes including:
a. Weekly delivery assurance reporting and calls
b. Weekly resourcing calls
c. Formal partner quality assurance processes including team and client step
backs
¢ Client quality management processes including:
a. Independent in-flight reviews from another Channel 3 partner
b. Regular relationship-based contract management meetings with key senior
stakeholders
c. Project highlight reporting process to identify and resolve issues quickly.
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d. Attendance at key meetings for accountability

In addition, we may want to reference our interest in engaging with broader system
stakeholders to ensure we are reflecting broader strategic challenges and opportunities.
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A2 Please provide a narrative to demonstrate the rationale for

and effectiveness of your proposed delivery plan and the 30.00%

financial viability of your proposals.

Minimum Requirement
That the Applicant provides a response to this question.

This question has a minimum non-weighted score of 3. The Applicant must
satisfactorily demonstrate the relevant ability, understanding, experience,
skills, resource & quality measures required to deliver the requirements,
with evidence to support the response.

Evaluation Criteria

Your response will be evaluated against your ability to demonstrate and
evidence that your proposed plan is capable of delivering substantial and
sustainable savings and change, taking into account following key areas of
focus:

e The implementation of strength-based approaches to reduce the
number of people accessing care and the amount of care they
are receiving, through a process of cultural change and
commissioning/procurement changes.

e Close working with the local Community and Voluntary Sector
who are being engaged to provide ongoing wellbeing and
prevention services.

e A programme of work to improve outcomes for people of working
age, reducing the reliance on bed-based care and delivering key
independence outcomes.

e A review of governance, decision making, data and performance
reporting and accountability in the integrated care arrangements
to maximise performance and commercial grip.

Page / Word Limit: Maximum 5 pages A4 in Arial 12
Permitted Appendices and Supplementary Information

You may include appropriate and relevant appendices, which must be
clearly referenced within your response.
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Method Statement A2 Response:

The work we have undertaken with Torbay ICO between November 2023 and February 2024
with the Executives, transformation leads, and senior operational managers has enabled us to
understand the challenges facing the ICO and co-produce the areas of transformation that is
required to address these challenges. The transformation plans discussed and agreed with
the Executives included service transformation; financial grip and control; and
developing a high-performing ICO. The remainder of this response will set out the delivery
plan in each area, the rationale for this focus, and evidence to support the approach.

Service Transformation

Channel 3 have worked with the service and transformation managers in the last 2 months to
evaluate existing transformation plans and explore opportunities to expand those plans.
These are all at different stages of development, so further work is required to validate,
define, and develop detailed plans to ensure there is a deliverable and prioritised plan that will
deliver savings that are sustainable. Our approach to finalise these plans has been set out in
response Al. This response will provide more detail on focus areas and viability of plans.

CIPs - savings opportunities of £3m-£4m.

The ICO have been successful in delivering savings on an annual basis of ¢c. £3m through the
Review and Insights team undertaking reviews of packages of care and reducing these
packages. These will continue for the next 1-2 years whilst the transformation is delivered,
where it is expected the reviewing approach becomes less effective as strengths-based
practice, performance framework and data analytics becomes embedded into daily decision
making in right sizing packages.

Transformation opportunities - £12m-£16m

The ICO have already identified key areas of transformation and sized the opportunity to

deliver savings and to embed an independence led culture. These areas of change require

more detailed planning including problem definition / current state mapping, future state

ambition, gap analysis and a prioritised delivery plan.

Channel 3, using our experience of delivering transformational change in adult social care,

have reviewed these areas of opportunity, and identified further opportunities to take forward.

These require further validation in addition to detailed planning activities outlined above. Once

these tasks have been completed, we will then prioritise the delivery plan, focused on a

detailed 6-12 month plan, with a high level 2-3 year plan. We are anticipating there being six

key workstreams that the work will be focused on (subject to validation with the transformation

team):

e Maximising independence: focused on embedding strengths-based practice in decision
making (linked to ‘outcomes from decision making’ in existing programme).

e Front door, community offer, reablement: focused on early intervention and prevention
by enabling citizens to be able to self-serve, maximise use of community assets, and
where short-term support is needed, getting this support in a timely manner.
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e Hospital discharge/avoidance: streamlining hospital discharge, embedding strengths-
based approaches to manage demand and optimise outcomes, use of digital / data to
support independence.

e Working age adults: developing an independence led, relationship-based approach to
supporting people living with a learning disability or mental health need — will include
culture, operating model, and commissioning changes.

o Digital, data and technology: delivering a digitally-enabled future for social care
focused on using digital tools, data and TEC at scale to support prevention and reduce
crises, to improve efficiency and reduce administration for staff, to use digital tools to
change the operating model within social care.

e Commissioning: to deliver a future model of provision that supports independence,
builds in innovation, and delivers value for money.

For each area of opportunity, we have identified the rationale, anticipated benefits, evidence
based on our experience, and delivery approach below. This requires further co-production
as part of the initial planning phase to scope in more detail.

Workstream 1: Maximising independence

Rationale, evidence, and benefits Delivery approach
o Consistent approach to practice within | ¢  Working with frontline teams
frontline teams. e Training on theory and application of
e Focus on prevent, reduce, delay as per strengths-based practice, using
Care Act behavioural change techniques, tailored
e Independence led decisions reducing to their teams.
packages of care, & more restrictive e Embedding through reflective learning
care (1:1, residential care, etc.). infrastructure — huddles, communities of
Channel 3 team delivered this at scale in practice
Manchester City Council, delivering £8m e Impact analysis / reporting to support
benefits over 2 years. Anticipated benefits change at team level.
in Torbay ICO between £2.0m - £2.5m.

Workstream: Front door, community offer, reablement

Rationale, evidence, and benefits Delivery approach
e Increased use of CVSE in Torbay to CVSE / Front door:
reduce demand in front door. e Co-production with frontline teams,
e Strengths-based, digital front door to CVSE, and lived experience.
reduce demand into ASC, increased e Demand and performance — baseline
time to work with people with complex and future state
needs. e Prioritised plan for investment in CVSE,
e Increased use of effective reablement benefits analysis and approach to market
service to increase independence / engagement.
reduce packages. e Operating model and embedding SBP
Channel 3 team delivered: and digital in front door.
e Increase of 85% front door diversion in | Reablement:
Bradford Council. e Review current state and identify
¢ Reduction in care packages of c.£1.5m opportunities to increase capacity /
through increased use and re-designed service re-design.
model of reablement in East Riding e Develop investment case.
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Anticipated benefits in Torbay ICO
between £2.0m - £2.5m.

Rationale, evidence, and benefits

e Significant driver of demand into social
care.

e Opportunity to embed social care
practice into health.

Channel 3 team worked with frontline

teams in Stoke City Council, delivering

practice change supporting by TEC,

reducing packages of care. Also worked in

Bradford Council implementing multi-

disciplinary front door diversion increasing

admissions avoidance.

Anticipated benefits in Torbay ICO

between £1.0m - £2.0m.

Workstream: Working age adults

Rationale, evidence, and benefits

e Life course costs of people with learning
disability or mental health needs are
significant

e National benchmarking suggests higher
spend on LD than neighbours (14™ of
16)

e Significant cost increases within Torbay
and a national challenge.

Channel 3 team re-designed LD operating

model, including transitions, embedded

practice change in Bradford City Council.

Savings of up to £1.2m delivered by year

2.

Anticipated benefits in Torbay ICO
between £3.0m - £3.5m.

Rationale, evidence, and benefits

¢ Significant opportunity to transform an
unsustainable model of health and care.

e Digitally enabled lives to support self-
care, healthy living, independence and

reduce crises, reducing hospital

Track benefits through performance
framework.

Workstream: Hospital admission / avoidance
Delivery approach

Delivery approach

Workstream: Digital, data and technology

Delivery approach

Work with frontline teams in designing
and implementing.
Recruit capacity

Working with frontline teams — current
state, future state design and implement
Embedding strengths-based practice and
use of digital tools and data in decision
making

Streamline hospital discharge processes.
Implement TEC to support crisis
prevention.

Front door diversion and increased use
of beds for hospital avoidance
Investment case for capacity.

Significant cultural challenges - longer
term and requires cross departmental
approach to independence working with
Childrens, Education, DPT.

Focus on quick win opportunities to
embed principles in a managed way e.g.
reviews, panels, TEC for sleeping nights.
Working with frontline teams, families /
carers and providers — current state,
future state design, implementation.

Key areas of focus — strengths-based
practice application, op model re-design
to be person-centred response to
multiple needs, use of digital / data / TEC
to support independence, commissioning
of market.

High level digital discovery to identify
areas of opportunity.

Potential priorities - TEC-led crisis
prevention and demand management,
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admissions and social care demand /
costs.

e Use of digital tools to improve staff
efficiency e.g. virtual care, assessment
tools.

Channel 3 team currently working with

Nottinghamshire County Council

implementing TEC at scale with savings

opportunities of up to £4.0m.

Anticipated benefits in Torbay ICO

between £2.0m - £2.5m.

Workstream: Commissionin

Rationale, evidence, and benefits

e Innovative provider market that supports
independence is key.

e Current market in Torbay traditional with
high provision of more restrictive
support e.g. residential care

e Challenges between strategic and
operational commissioning in Torbay —
operating model requires review.

Channel 3 team worked with Manchester
City Council on a range of market
enhancements e.g. supported living re-
design, that reduced restrictive practice
and package sizes.

Anticipated benefits in Torbay ICO
between £2.0m - £2.5m.

Delivery approach

Operational commissioning:

digital front door, LD / MH independent
living, carers offer.

Delivery focus on people, process, and
technology.

Significant cultural challenge with
understanding and adoption for staff and
families / carers similar to embedding
strengths-based approaches.

Enabler to other workstreams — front
door, reablement, hospital discharge,
WAA.

Key enabler to delivery of independence-
led demand management and service re-
design is an aligned market management
plan, aligned to strategic ambition of the
service split by 65+, working age adults.
Current plan identified supported living
offer as a priority.

Approach to reflect commissioning cycle
— needs analysis, current provision,
future state, gap in provision, market
development approach, procurement,
implementation.

Review and plan for alignment between
strategic and operational commissioning.
Identify opportunities to digitally enable
commissioning e.g. contract
management, e-brokerage, market
engagement.

Financial grip and control

The key to this workstream is to embed commercial grip and financial control within the ICO
to evidence and improve decision making at all levels. We will embed financial governance
approaches as part of the programme. This will include:

e Control long term commissioned care: The biggest area of costs in Torbay ICO is
long term care commissioned costs. Controlling spend and cash releasing savings
can come from daily sign-off of care packages, review panels, and targeted reviewing
teams. Some of this is already in place but not as effective as it could be from

feedback received.

e Staffing costs: Recruitment panels and vacancy control approaches are key to
managing staffing costs. However, there should be caution with this approach as
restricting staffing can impact on time to deliver practice, which will increase long term
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care costs. Explore opportunity for review of broader workforce strategy within the
ICO given the high costs of NHS terms and conditions.

e Budget setting: robust approach to budget setting including embedding structure
around costs pressures, savings delivery, and inflation. Specific need to review
inflation increases to providers as an opportunity, given a stable market.

e Spend mapping: undertake spend mapping exercise to categorise costs by service
area, statutory and non-statutory services. This will enable the development of single
source of the truth for the performance framework and support identification of cost
improvement reviews with budget managers.

Our approach to implementing these will be to map current approaches, develop long-list,
work with key stakeholders in developing a plan to implement, then prioritising the plan for
delivery.

Developing a high-performing 1CO

The key focus of this workstream is embedding the governance and performance framework

that enables the ICO to sustainably manage the business, being intelligence led and

implementing the discipline of acting on intelligence. Implementing the framework is a key

enabler to the delivery of the transformation programme in the context of managing the whole

business. Channel 3 will work with the ICO in designing and implementing the performance

framework. This will take account of the recent Well Led review in conjunction with the

Channel 3 methodology. The approach focuses on:

e Embedding a governance framework that enables each level of the organisation to be
empowered to identify and manage issues relevant to that level.

e Information used to inform discussion and decisions is succinct and evidenced, with time
spent on interpretation and identifying actions.

e A routine cadence to meeting and agreeing priorities and actions, where preparation and
follow-up delivery of those actions becomes 80% of the work.

e There are clear terms of reference, with robust approach, culture, and professional
behaviours to the meetings. Preparation is vital.

e There is equity between health and social care voice within those meetings to support
independence led decision-making.

e Communication both up and down the hierarchy to support action is important and
routine.

e At each level, time is spent on understanding the business, what is important in creating a
proportionate dashboard (not 1,000 metrics)

e Cultural challenge of understanding and adopting data is as key as the data itself.

e Recognition of data quality and a pragmatic approach to use of data if there are gaps.

Our experience in Channel 3 is that this requires a similar approach to embedding practice
change, with a rolling 3-month programme of design, training and embedding change per
team to adopt the practice. We anticipate using a train the trainer approach with the core ICO
programme team. We will start with the Executive team first as it is key that they act as the
role model to the organisation.
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Section B. Technical Questions

Applicants are required to submit their responses to the following Technical Questions.
They should be drafted in such a manner so as to be able to form part of the Contract.
They should be submitted containing sufficient detail to demonstrate that the stated
outcomes will be deliverable, as defined within Part 2 Specification.

Responses must be relevant to the question and appropriate in length. Supporting
information may be submitted, provided that it is clearly labelled, referenced in the
guestion to which it clearly relates and appended to the main submission.

The evaluation of the response will not go beyond the word limit that has been set, if
applicable.
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Bl

Co-production 8.00%

This question relates to section B1.4 of Part 2
Specification.

Please explain how you will ensure there is co-production
with people with lived expertise, staff and providers across
all aspects of programme delivery.

Minimum Requirement
That the Applicant provides a response to this question.
Evaluation Criteria

Your response will be evaluated against your ability to demonstrate and
evidence an appropriate and effective approach to co-production:

Page / Word Limit: Maximum 2 pages A4 in Arial 12
Permitted Appendices and Supplementary Information

The inclusion of Appendices and Supplementary Information is not
permitted.

Part 5 Award Questionnaire — V2 19June2023

Page 23 of 33



Technical Question B1 Response:

Involving staff, providers, and people with lived experience in the planning and delivery of
services through co-production is critical in ensuring the changes are both appropriate and
reflect the diversity of needs, but also to ensure the changes are adopted. Co-production is
often mistaken for engagement, it is much more than this. It is about providing people with an
equal voice in the process, encouraging participation in developing and delivering services,
and providing reward for doing so.

We know Torbay ICO have lots of experience of co-production, that this has reduced
following covid but there is a plan to increase this adoption. Channel 3 will support as a value
add to the project.

Our approach to co-production in the design and delivery of service change is consistent for
staff, providers, and people with lived experience — this is described below. We will agree the
specifics of the approach as part of mobilisation of the project.

» Defining the problem: We will listen to staff about what works well and what doesn’t —
we define the problem we are looking to solve which identifies very practical challenges.

« Designing future state / solve the problems: Provide staff the opportunity to be
creative and make suggestions on solving the problems without going pre-prepared with
the answer. Provide a link back to the problem definition.

» Develop future plans: We take an iterative approach to planning to deliver change,
ensuring the people involved have the opportunity to drive this process. We will identify
the impact / benefits, risks and dependencies, resources, and the activities to deliver the
change.

« Ownership of change: We will work with those people engaged in the process to identify
their roles in taking forward plans. We will build this into the resource and change plans
and monitor. This will be through individual workstream plans but also through qualitative
feedback from those groups of people — a key element of any benefits management
programme.

We will work with workstream leads, programme leads, and co-production team in Torbay to
determine the most appropriate approach to engage people in taking forward co-production.
This will be a combination of face to face and virtual sessions, such as workshops, meetings,
focus groups, 1:1s. In addition, where people are difficult to engage, we will enable input
through direct communications (e.g. emails), and surveys.

We will agree with the relevant leads the people to be involved throughout but be sensitive to
their own commitments in how much time we ask for. However, we have also identified things
we need to consider for each of those groups from our experience — these are described
below.

Staff

Working with frontline staff and managers is critical to delivering successful change within
health and social care. However, we must also recognise that each person will go through the
change process at their own pace — this can’t be forced but should be recognised and
monitored. We use a number of techniques to help this process. Working with Manchester
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City Council on embedding strength-based practice at scale, we focused on monitoring the
impact of change to create enthusiasm - communications and people / patient stories are key.
We also work with managers to self-assess the adoption of change with their staff, agreeing
appropriate interventions to support those staff, such as peer to peer supervision, coaching,
change champions, etc. This approach was key in designing and delivering a new reablement
service with East Riding of Yorkshire Council. It is important to recognise that staff have an
important day job so being very clear and agreeing expectations of roles in the change
process is important. Channel 3 and the programme team do the bulk of the work required to
get their input. We will formalise monitoring of co-production through our quarterly
assessment of ‘conditions of success’ that is conducted with the Programme Board through a
formal step-back process.

People with lived experience
Our approach to support diversity of co-production with people with lived experience includes:

+ Use existing forums, meetings and interest groups that exist in Torbay — there is an active
VCSE that we would look to help with.

+ Ensuring we have diversity of voices for the specific areas of focus — this may mean
searching for groups of people that may not currently exist as a forum — we will be flexible
and work with co-production leads in defining and searching for these inputs.

» Be clear on the requirements for input and expectations about next steps — by over-
promising or not being clear, this can be more detrimental than not co-producing in the
first place.

» Be open, honest, and genuinely interested in their feedback — we will be clear on what
suggestions are being taken forward and which ones aren’t, with rationale for these.

We deployed this approach with Nottinghamshire County Council, where we engaged with a
range of carers groups and forums with to co-produce a carers digital offer. Through listening
and responding to real-life examples of challenges faced by carers through hospital
discharge, this fundamentally transformed the digital offer.

Providers
Our key considerations when co-producing with providers includes:

» Use of existing forums, meetings, engagement sessions — we would anticipate
commissioning have regular meetings with independent sector providers in place already.

* Recognise that providers are independent businesses with frustrations — we build in time
to listen to concerns and always look to solve an issue early, to help build relationships.

* The is a range of maturity of providers, enable each one to have an equal voice and
support them in engaging in the process is important in adoption.

We have undertaken co-production with over 300 care home providers in designing and
implementing digital social care records in Cornwall ICB and Buckinghamshire, Oxfordshire
and Berkshire ICB. We have been practical in our approach, supporting them through
change, and building 1:1 relationships, alongside connecting them to peers. This has enabled
each ICB to over-achieve against their targets and for the implementation process to be
smooth.
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B2

Data 5.00%

This question relates to sections B1.5 and B1.6 of Part 2
Specification.

Please describe your organisational capacity and capability in
relation to the use of data, benchmarking and innovation in
digital approaches and how you will use this to inform and guide
delivery of the programme.

Minimum Requirement
That the Applicant provides a response to this question.
Evaluation Criteria

Your response will be evaluated against your ability to demonstrate and
evidence you can meet core requirements B1.5 and B1.6.

Page / Word Limit: Maximum 1 page A4 in Arial 12
Permitted Appendices and Supplementary Information

The inclusion of Appendices and Supplementary Information is not
permitted.
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Technical Question B2 Response:

As a leading digital health and care consultancy, the core of Channel 3 is delivering value
through digital. We believe the current model of health and care is not sustainable, is too
acute focused, and reactive, driving increased demand, costs, and poor outcomes. We
believe there is significant opportunity with digital, data and technology to shift to a more
preventative model focusing on enabling people to be independent, living healthier lives for
longer, and reducing the demand for statutory services.

In Torbay, we will help transform the organisation through the following approaches,
leveraging our skillsets across digital, data and innovation in conjunction with our extensive
social care experience and best practice understanding.

Establishing insight-led performance framework: We will build a performance framework
that enables each level of the organisation to use information for decision making, to embed
commercial grip and support a strength-based approach. We will work with teams to build
dashboards, embed governance process to monitor and act on intelligence, and culturally
embed through training and support.

Insight-driven transformation programme: We will develop an insight-driven
transformation programme to enable the development and prioritisation of plans. We will:

e Develop a clear cohort-led baseline demand and cost trajectory for key services.

e Benchmark services using national data sets, linked to a typical customer journey in
adult social care, to identify where there are opportunities to deliver change.

e Develop high level future demand and cost trajectories to prioritise opportunities and to
monitor through the performance framework, ensuring change is embedded into BAU.

e Use data and benchmarking across workstreams to evidence individual change plans.

Digital innovation in social care: We will help Torbay to identify and prioritise opportunities
to innovate through digital, data and technology. We know increased demand and costs
through over-provision and an episodic approach to delivery is the challenge facing Torbay.
We will conduct a light-touch digital discovery to identify opportunities and develop plans to
transform. This will focus on:

e Prevent crises / support independence: through TEC to track behaviours that lead
to crises and intervene when off-track; TEC and digital tools for independent living.

e Efficiency: digital tools to enable staff to be more efficient, including virtual working.

e Decision-making: implement digital tools through the customer journey to support
decision making e.g. Al chatbots at front-door; e-brokerage in commissioning; demand
and capacity platforms to manage hospital discharge / avoid admissions.

e Return on investment: developing clear costs and benefits for the plans.

We understand the digital market-place and will identify appropriate solutions, but always
focus on cultural and process change required as barriers to implementing digital at scale.

At Channel 3 we have over 80 staff and access to 100+ associates with a range of change
management, technical skills and experience within digital health and social care. We will
deploy these skills as required throughout the programme in a flexible approach to best meet
vour needs.
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B3

Health and Social Care

This question relates to sections B1.7 and B1.8 of Part 2
Specification.

Please demonstrate your understanding of the Care Act, the
Mental Capacity Act, the Mental Health Act, other relevant
local authority statutory duties, social care integration and its
benefits to Torbay residents and how you will apply these
requirements and principles within programme delivery.

4.00%

Minimum Requirement
That the Applicant provides a response to this question.

Evaluation Criteria

Your response will be evaluated against your ability to demonstrate and

evidence you can meet core requirements B1.7 and B1.8.
Page / Word Limit: Maximum 1 pages A4 in Arial 12

Permitted Appendices and Supplementary Information

The inclusion of Appendices and Supplementary Information is not permitted.
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Technical Question B3 Response:

The Care Act, Mental Capacity Act, and Mental Health Act are legal frameworks that help
protect the most vulnerable people in our society and act as a guide to the people supporting
them to ensure that the vulnerable person’s best interests are at the heart of decision making.

From our discussions with Executives and managers in Torbay, there are improvements
needed to ensure we are carrying out these statutory duties. Examples are listed below:

e Strengths-based practice: Maximising people’s independence, preventing, reducing
and delaying the need for support as long as possible through improving application of
strengths-based practice.

e Relationships: Improving the focus on outcomes and person-centred support, for
people with lifelong challenges, such as learning disabilities and mental health, by
building relationships and focus on independent living, rather than episodic care.

e Market management (commissioning): Supporting commissioning to work with local
providers in developing a market that supports independence and enables Torbay to
maximise strength-based decision making.

e Digital, data and technological innovation: Promotes innovation in delivering a new
model of health and social care moving from reacting to crises to prevention by
maximising the opportunity presented by digital, data and technology.

e Focus on carers: An equal focus on the carer as well as the cared for, ensuring they
are able to live a life as well as be equipped to support the cared for.

e Model of care for mental health: Work in partnership with Devon Partnership Trust to
develop a new model of care for people with mental health to increase access to the
most appropriate support, whilst maximising independence.

e Mental health provision: Developing a market for people with mental health to
increase options that are least restrictive and reduce crises.

At Channel 3, we believe and have evidence that improving outcomes, focusing on supporting
people to live as independently for as long as possible will reduce the reliance on statutory
services and reduce costs to both health and social care. We will monitor the achievement of
this through the performance framework, a key workstream within the programme.

Social care integration

Torbay ICO have a unique opportunity to deliver the benefits of being structurally integrated
that other systems would be envious of. The key to delivering this change is through focus on
social care model of practice that has been lost by being managed by a hospital trust. The
focus of the ‘high performing ICO’ workstream will be understanding and retaining the current
benefits of being structurally integrated whilst shifting to a social care model. We will do this
through co-production workshops and use of data to support.

We would anticipate some of the benefits of integration to be built into the future model of
care are joint working and decision making, ability to use resources flexibly across services,
optimising process to support system flow, reduced hand-offs and waiting lists, adoption of
strengths-based practice into health.
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B4

Exit Management
This question relates to section B1.9 of Part 2 Specification.

Please explain what you consider to be key components of a
comprehensive and effective exit plan for the programme,
which will create the environment and infrastructure for
sustained change.

8.00%

Minimum Requirement
That the Applicant provides a response to this question.
Evaluation Criteria

Your response will be evaluated against your ability to demonstrate and
evidence you can meet core requirement B1.9.

Page / Word Limit: Maximum 2 pages A4 in Arial 12
Permitted Appendices and Supplementary Information

You may provide a draft exit plan in support of your response.
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Technical Question B4 Response:
Developing a comprehensive and effective exit management plan

As your Delivery Partner for the programme, one of our core objectives will be to create a
smooth and seamless exit management plan (as specified in B1.9) which will enable
transition of the programme to the ICO, with the appropriate infrastructure and foundations to
ensure sustainable change and impact.

We would anticipate the timing for enacting this exit management plan to be mutually agreed
and at a point where the ICO is ready to transition full responsibility for the programme to
internal stakeholders / teams. However, we also recognise that the ICO may require an
orderly transition of services from Channel 3 to the ICO (or replacement supplier) on the
expiry or early termination of the contract. We will therefore co-produce and agree the exit
management plan as outlined in the service contract (sections 3.1 to 3.4).

Our whole delivery approach will be guided with our exit in mind, with necessary high levels of
support upfront to energise the programme and deliver early impact, before tapering down our
levels of support later in the programme and eventually stepping away from a formal delivery
role.

Our exit management approach will include the following:

e Planning for exit: Handover of the programme and planning for this doesn’t start at
the exit point. We will begin this early and agree with you what a successful exit looks
like. We will then build that into the transformation plan, focusing on a smooth exit and
handover to your people at the right time. We will define and monitor metrics to provide
confidence that we are on track for a smooth exit and confirm the appropriate timing of
that exit (e.g. conditions for success evaluation and skills transfer training delivered /
achieved).

e Building organisation and programme infrastructure: It will be important to create
robust programme foundations, shared ambition, detailed plans, governance
infrastructure, performance framework and a high performing leadership team so that
the success of the programme is maintained post exit. We will continue to use Channel
3’s ‘conditions for success’ framework and continually evaluate progress against this to
inform investment in improving areas of weakness. The programme needs to deliver
at pace and maintain momentum after the exit of Channel 3. Creating a culture of high
performing governance meetings is key to this, focused on decision and issue
resolution, providing a supportive environment to raise issues / concerns and for
people to feel they can ask for help in delivery, whilst holding people to account.
Leaving this legacy will be critical to delivery success over the longer term.
Governance processes will be supported with appropriate documentation (e.g. SOPS).

¢ Financial focus: It will be important to drive a financial focus through the programme if
it is to deliver sustainable savings. Not losing this hard edge to the change journey will
be achieved by embedding a strong focus on finance / performance within the
programme and creating a culture for open and honest conversations. The finance
team must play a central role in programme governance to help build relationships /
confidence in the corporate centre of the council and strategic leads of the trust.
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How we will work with you: Our approach is highly collaborative, sitting alongside
frontline teams, working in blended teams to deliver the programme and individual
workstreams. We will develop change champions within the service to drive
engagement, and support peer to peer huddles to embed new ways of working over
the long term. We will connect the ICO with other Channel 3 clients where applicable,
so that you can share knowledge and learning as you deliver change. This may include
facilitating shared learning events which bring people together within regions or
nationally. We will track and measure these activities through the performance
framework to make sure they happen. We will develop a ‘one team’ ethos whilst
ensuring accountability and ownership from within the ICO so that you own the change
journey from the start. Channel 3 will help drive this with capability and capacity, but
we will hold onto our mantra of ‘doing it with you — not to you'.

People development: We'll identify the development needs of people / teams and
ensure we support learning and development throughout. Our work will focus on
upskilling your teams through a variety of mechanisms (e.g. shared learning events,
lunch and learns, shadowing, coaching, on the job training etc). We will improve the
transformational delivery skills of staff within the ICO, proactively transfer knowledge
and leave them with tools to help manage the ongoing programme after we have left
(e.g. digital Miro boards)

Following our formal exit from the programme, we do not intend to disappear altogether. We
pride ourselves in staying close to our clients to ensure ongoing impact and delivery of
benefits long after we have left. We would propose holding quarterly impact checkpoints post
exit, to provide ongoing external support and challenge on a non-commercial basis. These
sessions would be used to check whether impact and benefits are still being realised, if new
ways of working are being maintained and improved, if governance processes are still
relevant and meaningful, if the performance and financial grip of the programme remains
embedded. We do this because we recognise that much of the impact of our support to
clients can only be realised after we have left, and we want to support our clients to achieve
those outcomes.
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