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Agenda
9.30
Registration and Refreshments
10.00
Welcome and Introduction 

Brian Carr, Chief Executive, BVSC

Cath Gilliver: Chief Executive, SIFA Fireside (Health & Social Care Network Champion)

Lisa Martinali: Director of Castle Vale Community Regeneration Services (Children and Young People Network Champion)

Maureen Connolly: Chief Executive, Birmingham Women’s Aid (Citizens, Community and Safety Network Champion) 

Yvonne Davies: Chief Executive, Birmingham Citizens Advice Bureau (Learning, Training and Employment Pathways Network Champion)   

10.15
Guest Speaker: Lynne Wardle, TaylorHAIG

11.00
Break

11.15
Total Place Best Practice Model: Suffolk County Council

Richard Hewitt: Assistant Director, Programme and Project Management, Suffolk County Council 

11.45
Question and Answer Session 

12.00
Total Place Learning Evaluation

Martin Willis: INLOGOV, School of Government and Society, University of Birmingham

12.15
Lunch

13.00
Total Place Stalls and Workshops


Stalls: Total Place Pilot Themes


Workshops:


Consortia and Contracts: Disability Consortium


Charity Mergers: SIFA Fireside 


Delegates will be split into two groups. Group one will attend the stalls and group two will attend the workshops.

14:00
Break

14.15
Total Place Stalls and Workshops Repeated

15.15
Conclusion and moving forward

15.30
 Close

Background
Total Place looks at how a “whole area” approach to public services can lead to better services at less cost. It seeks to identify and avoid overlap in both service improvement and efficiency at the local level, as well as across Whitehall. 
Birmingham was announced as a Total Place pilot area in July 2009.

The third sector is a significant stakeholder and supplier of services and the services that the third sector delivers are often funded with public money or through locally or nationally negotiated grants and contracts. The third sector can also contribute to the identification and tackling of key priority issues, while ensuring that public money is spent as effectively as possible. 
As the third sector has a contribution to make to Total Place, the Third Sector Assembly decided to host a Total Place event on Friday 15th January 2010 at BVSC. The aim of the event was to inform attendees about Total Place and to ensure that the third sector is continuously engaged with Total Place in the future.

Introduction
Brian Carr, Chief Executive of BVSC, welcomed all attendees to the event and provided an outline of the day. Brian then introduced the Assembly’s Champions to attendees.  
Yvonne Davies, Champion for the Learning, Training and Employment Pathways Network

Maureen Connolly, Champion for the Citizens, Community and Safety Network

Cath Gilliver, Champion for the Health and Social Care Network

Lisa Martinalli, Champion for the Children and Young People Network

Each Champion introduced their network and informed attendees of the work that their networks are currently conducting.
Brian highlighted the importance of the sector being engaged with the Total Place pilots in Birmingham.
Lynne Wardle TaylorHAIG

Brian invited Lynne Wardle, from TaylorHAIG onto the stage.

Lynne explained to attendees that TaylorHAIG is a consultancy agency working with Birmingham on its Total Place Pilot. Total Place is about making connections and rethinking the way that the public sector works and putting energy back into the public sector.
Total Place has emerged from a dire financial context. From 1997 to 2007 public spending increased by 42% in real terms and Local Government saw a 39% real increase in Government grants from 1997 to 2007. 

The effects of the recession tend to happen in three waves. Firstly the local economy is effected, secondly public services and finally public revenues. So although we are starting to see the effects easing in the local economy; the effects on the public sector and third sector are still to come.
Lynne informed attendees that the concept of Total Place came out of two projects: Calling Cumbria and Counting Cumbria. These projects analysed how public money from national, regional and local public sectors come together in Cumbria and how local public, private and voluntary organisations could work more effectively together on issues. These projects took a whole system perspective on change and improvement. Counting Cumbria mapped £7.1bn of public expenditure flowing into and round Cumbria. 

Sir Michael Bichard, Director of the Institute for Government recommended the roll out of Total Place to map total public spending in a local area; identify efficiencies through local public sector collaboration and to identify opportunities to redesign services around user wants and needs. 
On 30th July 2009, the Total Place Pilots were launched by the Secretary of State for Communities and Local Government, John Denham. Birmingham was announced as a pilot site. 
Birmingham is focusing on the following themes:

· Drug and Alcohol misuse 

· Gangs

· Brighter Futures – early intervention
· Adult Mental Health

· Adults with Learning Disabilities 

· Poolway “community demonstrator”

· Learning and Development 

Total Place is about putting individuals and their relationships at the heart of service design. It should be about creating services in collaboration with service users. It’s not about cuts it is about rethinking. Total Place is about lower costs, this is inevitable, but it is also about becoming more connected, stopping duplication to create confident communities. This is a fundamental shift and change – it is about innovation. 
Lynne commented that for its size, Birmingham is not as well connected as it should be. Therefore, the opportunity of Total Place is to challenge the status quo in a meaningful way. 
Lynne informed attendees that the early findings of Total Place so far were:

· Importance of effective and collaborative local leadership across all sectors
· Releasing innovation from the front line

· Changing relationships

· Re-thinking public services – transformation versus improvement 

Lynne discussed with attendees the future challenges for Total Place:

· Efficiency from current models won’t go far enough 

· Capacity in the third sector should develop hand in hand with the public sector

· Articulating value to commissioners

· We will be entering a “crazy zone” – a time of uncertainty and ambiguity 

Questions:

Will the general election impact on the outcomes of Total Place?

Lynne informed attendees that TaylorHAIG had briefed both the Labour party and Conservative party about Total Place. Lynne commented that the Conservative party would go faster and bolder towards a local agenda. 

Why hasn’t the sector been involved in deciding these “themes”?

Lynne confirmed that Be Birmingham is the “client” for Total Place and agreed that the sector should be involved in these discussions. Brian Carr commented that the sector has some influence via his role on the Be Birmingham Executive Board, but stressed that this involvement was not enough, hence the reason for this Assembly Event. Brian added that he would also raise this issue with Be Birmingham.
You keep referring to “Total Place” as location and yet you seem to be talking about this on a theme by theme basis. I am concerned about this, what happened to “place”? Are any Neighbourhood Managers here representing the priority neighbourhoods, and if not, why not? Also, if we are going to reorganise how the public sector operates, we should also reorganise how the third sector operates.

Lynne commented that originally Total Place was called “Our Place”. There is no clear governance of the Third Sector – the sector needs to be on the front foot – what is the sector going to do? There is a pool of reduced resources and demand for these resources is increasing. 

Brian added that he would also raise this issue with Be Birmingham – we are working with confusing neighbourhood models – how does it all fit together?

Some of these ideas are wonderful but I am very concerned that this is happening too late – there are pressures to cut budgets and the easiest things to cut is small third sector groups.
Lynne explained that at this point, we have no alternative. There will be a temptation to cut budgets and the third sector may suffer. The fact is that the public sector are not looking at the third sector, they are looking at themselves. There is no money so things are going to have to change, but on the other hand this is an opportunity to shake things up!  The effect on the third sector is not necessarily a thought through effect so you have to get these messages across now. This is the opportunity – we just have to find the best way of engaging with it.

Where are all the BME organisations – are they represented here? 

Brian commented that we must not make assumptions that BME organisations aren’t represented here – organisations that work with BME communities might be present. 

Lynne added that diversity is important as diversity brings innovation.

Total Place Best Practice Model: Suffolk County Council – Richard Hewitt
Richard explained to attendees that the Total Place pilot in Suffolk started out with 22 key leaders getting together. It was this group of key leaders who steered the Total Place agenda. Richard also informed attendees that the third sector was represented within this group. 

Richard explained to attendees that although Suffolk is deemed as being one of the safest places to be, however, despite this, Suffolk does have issues, mainly around aspiration. 
Total place is a ‘whole’ approach; it is about building relationships within the system. Suffolk needed a new dialogue and a new conversation needed to start.

 The key aims for Suffolk were to create the conditions for collaboration and relationship to take place. It was a case of learning how to collaborate from the start and build trust between the different leaders, allowing for the sharing of information and best practice. Most importantly, it was about engaging with real communities. 
The leaders began to go out into the community and engage with people. The leaders were out of their comfort zones and were talking to citizens who use the services. Chief Executive’s spent time with “high demand” families and spent the day with them to shadow their lives. 
Where is Suffolk now?
The group of 22 leaders have now expanded, and provide a platform where we can talk about the future of Suffolk and make decisions. Richard informed attendees that 300 leaders attended an innovation summit, with the focus on starting another conversation. It has been an unsettling time for Local Government, but there are some good ideas out there that need to be heard, considered and talked about. It is exciting – it is not just about the economy, it’s about people and the relationships that take place between people.  

Richard explained that we need to look at how we can help people to help themselves and how we energise the communities and ensure that people look after each other. 
Questions

Issues with ‘neighbourhood management’- they work 9-5 and have no innovation they are just there to do their job. How do we change the mindset of council employees – they are career minded and have the attitude of ‘leave us alone and let us get on with our job’ – are you asking them to engage in a new agenda?

Learning doesn’t happen in individuals it’s through relationships. There is never one person to ‘blame’. Leadership is about getting out there and leading everyone to change through conversation. Everyone comes to work to do their best. Organisations are investing in doing things differently but it requires a lot of time. The mentality of ‘do as we have always done’ must change.

Don’t forget we are all citizens of Birmingham- we shouldn’t forget this it’s why we do what we do!
Who will benefit? The voluntary sector have these conversations all the time – we welcome conversation but what worries me is that we start too far down in the pecking order, however it is in all of our interests to get involved and to be engaged in this. Also we need to make sure that we measure this and that the measurements are real – no knee jerk reactions. It is necessary to do it but we need to make sure we know where we are starting it from.
Brian explained that the findings from today’s conference would be fed back into Be Birmingham. The conversation about Total Place will still take place within the third sector via the Third Sector Assembly Champions and Networks.
Martin Willis: Total Place Evaluation 

Martin explained to attendees that INLOGOV, University of Birmingham were conducting the evaluation of Total Place pilot in Birmingham. Martin invited attendees to contribute to their work by completing an on-line questionnaire. The questionnaire has been specially created for the Total Place pilot and it has been designed to explore the range and depth of people’s views about Total Place. 

The questionnaire works like a game of solitaire, where you are asked to sort the cards into piles. All of the information that is provided is anonymous, and all of the answers will be combined with those of other people undertaking the survey. 
The questionnaire will explore the following:

· How do people working in statutory, community and voluntary organisations view the Birmingham Total Place Pilot?

· What will Total Place mean for people living and working in Birmingham?

· How can we best take forward learning to ensure success?

Martin informed attendees that an email will be sent to them after the event with a link to the questionnaire. 

Key findings and Next Steps
Brian Carr, Chief Executive, BVSC

There was a general feeling amongst attendees that the sector has not been properly engaged with Total Place. Brian identified that there is a risk that the third sector could disengage with Total Place, but advised organisations not to do this. Total Place will happen and cuts in budgets are not a question of if, but when.

Brian explored how we scrutinise services to ensure that the sector is engaged. It needs to be a collaborative enquiry – we need to ask ourselves what are we aware of that the public sector is not? We need to build on what works and focus our efforts here. We need to collaborate to improve. 

Next steps:

· Write-up and distribution of findings from today’s event

· Feedback through Be Birmingham channels

· Input into Total Place learning evaluation led by INLOGOV

· Continue and strengthen the links into Total Place themes (and beyond) – ensure that the Total Place Pilot Themes that are not represented today are committed to third sector

· “Hot Topic” sessions for each Assembly Network to be arranged as soon as possible

· CLEAR MESSAGE: We require specific and clear involvement of third sector at all levels – not optional, essential!
Appendix

Total Place Pilot Workshops

Early Intervention and Prevention
Key points:

· Evidence based approach “some things are impossible to measure”

· Parenting/ support parents to get a better outcome for children. The focus is on children with poor behavioural to help parents help their families. 

· Brighter future pilots –parenting programme: Target group – Young people already identified with behavioural issues

· Barriers identified within the ‘brighter futures’ pilot is engagement with parents ‘how do we enable parents to have there say?’

· To have positive relationships people need to feel valued 

· Principle of total place is positive but the challenge is the partnerships and the implications within this.

· How do we work across boundaries? The more diverse we can be in our thinking the better we can be. Coming at things differently – building relationships and different dialogues.

· Total place is central – engagement with people will help us to think differently. It’s about moving away from processes and organisations being more socially aware, organisations gaining emotional intelligence. 

· We need collaboration between organisations and bringing this together – we need to be asking, what is one organisations impact on another?

· Importance of valuing the work people are already delivering and commissioning that.

· Communication is the key.

· Still unclear what total place is expecting from VCS.

· VCS – not been consulted and the report is going to be submitted in February.

 Key ideas:
· Where is the engagement with the parents?

· People need to feel valued.

· The way parenting programme is working at the moment is not in partnership.

· Valuing the work people are doing in the third sector and commissioning where possible.

·  Challenge is for people to let go of historical baggage.

· Male role models in families and wider communities – can’t underestimate the importance of fatherhood – need to stop demonising men.

· Prevention is crucial – engaging young people in schools about boundaries/ parenting/ relationships.

· Need to link to workforce agenda

· Parenting trend in counselling services.
Learning Disabilities and Mental Health
Two Total Place pilots: 

1. Learning Disabilities 

2. Mental Health 

It was decided that these two pilots would be brought together as a result of the Joint Commissioning Team. The Joint Commissioning Team is currently reviewing Joint Commissioning Strategies; however this is in the very early stages. 

Technical: PCTs and Local Authority need to pool budgets for mental health and learning disabilities – ensuring it is led by service users needs and wants.

The NHS and the Local Authority will need to formally pool their budgets. 

The development of the Joint Commissioning Strategy is the initial stage of Total Place – looking at better outcomes for individuals and taking a holistic approach to needs analysis.

The Team are currently working on a Joint Strategic Needs Assessment to find out: population, services needed and services provided and work out where the gaps are (evidence of need) – if service provision isn’t there then there is an issue.  Learning Disabilities and Mental Health is very weak within this. A separate JSNA is needed for learning disabilities and mental health – which the Director of Public Health will lead and include service users and carers.

There is a well established partnership board, which includes the Third Sector. 

Currently scoping current resources – what money is in the economy.
Personalisation will be a key strategy within this and is already well embedded in Adults and Communities. Personalisation: sufficient services, right quantity and quality (market shaping).
Work force will have a challenge and will have to change.

Feedback: People need different levels of intervention – identify what is working and save money in the long run 

Part of the Total Place pilot is to look at service redesign and system change. Services need to change from reactive to preventative, whilst also spending less on services – look at those who could move between the mental health spectrums. Also looking at Housing, benefits and employment – shifting from a “one size fits all model”

The pilot is taking place in Shard End – it has not started yet.

Challenge: all services are important, but funding is tied up in health services
Gangs 

How does BRGV link to total place? 

It is about innovation – what has brought that person in at the age of 20? Where else have they been in touch with public services during their lifetime and what could have been done along the way to prevent them from being in trouble now? What role do social services, NHS and other public service bodies play in their lives? There are a range of different public agencies on the agenda. We want to make it more difficult to offend through a multi-agency management approach – there is a need for joined up thinking between social care, health and housing.

We wanted to understand how much of that person’s life affects the statutory system.

We have created a spider diagram which is effectively a family tree – it looks at both the offenders’ history but also the financial costing. We have done this so that we were able to unravel their lives to see the true impact on the Criminal Justice System (CJS). 

We see a mother who was born in 1965 she has four sons and one daughter and we have mapped all the times they have come to the attention of the police. The mother has committed various offences and two of her sons have committed robbery many times, GBH, been victims of stabbing and so on. One of the sons who first came to the attention of the police age 13 was shot dead in 2007 with the trial finally coming to a close in 2009. His death was a retaliatory attack after an Asian male was killed in Aston in 2006.  

Robbery is a significant indicator of a background for gang members; this escalates because if you rob someone then you need a weapon and it grows from there.

We looked at the timeline/ spider diagram of this family and asked ourselves what could have been done at what point to prevent this outcome? What services have they touched? There has been no real joined up thinking between the different statutory bodies.

Over 4 million pounds have been spent on this family and that is just the CJS costs – nothing from social services, probation costs, social care... If we use this as an indicator we can calculate the cost of gang related crime in Birmingham is somewhere near 187 million to the CJS.

Total place needs to do something different for ‘obligatory criminals’ – that is those people who really have no other option. They may be dynastically inclined due to family members being gang members.  

We can predict the risks – if your elder brother or dad are in a gang then you have the surname no one is going to help you stay away you become hemmed in. If you have an 11 year old now in this type of family you can estimate that by the age of 21 then they will be carrying a gun. How can early intervention/ Drug and alcohol teams play a role here?

Gangs impact on whole families and they will take advantage of push and pull factors. These kids will have known these gang members all their lives – they have the greater influence. 

What can we do to stop this and empower communities to help clean up and design intervention? We think it is about listening and working with the communities and helping them to stand together. 

We run a lot of schemes in the community - intensive intervention, counselling, mediation, we work in schools to make teachers aware of the signs they should be taking seriously. Awareness of gangs is increasing and there is an element of kudos involved. A lot of kids say they are in a gangs, get involved in graffiti but these are just ‘wanabees’ – real gang members would never say they are in a gang and would not be involved in any petty crime. Gang activities are heavily related to the supply of class A drugs. Gang members are looking to protect their commodities and keep the competition and the police at arms length.

Police use the Hallsworth model (see image below) to ascertain ‘risk’.
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The lower down the pyramid you go the higher the number of interventions that are in place. In terms of community involvement it is important to consider what skills youth workers bring to this? There is capacity in the front line to mitigate the risk of becoming involved and youth workers are one example. The police need to be aware of the main risk to communities and once this is controlled they can look to prevention. 

 It is the ‘Gang’ (orange area) of the pyramid where the police tend to focus – these people are more durable, they are ‘seen’ they have a known identity and have access to firearms. Gang members are motivated by three key things Revenge, Respect and Revenue – nothing is random it is all planned. These people are invisible to the vast majority but at any given time an armed gang member can be anywhere in Birmingham. 

We are using the slogan ‘Helping to hope, hoping to help’ to summarise our view point on moving forwards.

We are working on prevention – this is not always attractive to people as it is hard to measure. There is need for a cultural re-orientation within the police to think more about longer term strategies rather than ‘let’s lock them up!’

At the moment the police put a fire blanket on what is happening - we hide the smoke to make the community feel safe. Gang reduction is about everyone contributing or otherwise the future is a revolving door of prison and death. 

The ‘Safer Birmingham Partnership’ has been crucial in enabling conversation around these themes and trying to create more joined up thinking between services. 

Currently the police have a research project underway to look at female gang membership as this is an area which needs to be better understood.
Workshop: Charity Mergers 

Hosted by Cath Gilliver, Chief Executive of SIFA Fireside 

SIFA and Fireside merged two years ago to become SIFA Fireside.   The merger process was a long and complex process so it was important to look at alternative options first.  

Options

It’s important the organisations know each other well in order to identify the opportunities.  

Subcontracting can eat away at your resources so you need to know that your costs are realistic.

A consortium should be equal but there usually needs to be a lead partner, therefore you should identify strengths from each organisation.

Mergers are the biggest commitments and once committed there’s no going back.  It involves giving up some of your identity eg. Change of name, change of premises and staff changes.  It’s not always clear how this will work at the start.  You need to see how your values fit with that of the other organisation.

Advantages of merger

· Each organisation brings strengths
· A stronger community presence
· Enhanced funding opportunities
· Cost savings – although this shouldn’t be primary reason for merging
Disadvantages of merger

· Legal fees – Cost SIFA Fireside at least £20,000, even at special rates

· Need to get all stakeholders on board, including staff, volunteers and service users – it’s important to talk to your volunteers right from the outset.  Constant communication is vital.

· Culture shock – Organisations aren’t always aware of their own culture until they come up against another.  One organisation is usually bigger than the other, may have more resources, more history, more systems and better staff retention.  

Implications

Leadership – Need to work in harmony.  When people are anxious about change they pick up on disagreement.  They need to feel there’s a clear plan and agreement.

Legal – Can be very complicated and it’s easy to get bamboozled!

Governance – Watch you don’t get caught between systems

Financial – Be prepared for a challenge!

SIFA Fireside’s Experience

· More funding streams have become available, especially from health funders

· Cost savings have been minimal

· Communication is vital

· Huge development opportunity.  Learn from each other eg. work shadowing

Both organisations had been working with each other for some time.  The initial approach to merge was made easier because they had been exchanging information and they were geographically close.  The name they chose was a combination of both.  Both organisations had large boards of trustees.  Only a few trustees were lost in the process due to natural wastage.  A due diligence exercise was carried out to justify the financial implications.  There were tensions in bringing together service users from the alcohol charity together with those from the drug charity.  They tended to cling to what was familiar so consultation was very important.  When the BIG Lottery heard about the merger SIFA Fireside was asked to re-apply for its funding.  

A training needs analysis was undertaken throughout both organisations.  This brought staff together.  Similarly service mapping was carried out.  A plan was devised to merge the office systems.

Pros

· Able to meet more service need

· Increased volunteer capacity

· Competition reduced

· Better opportunities for service users

· Increased development opportunities for staff

Cons

· Diluting of the alcohol agenda

· Service user focus

· Staff rifts 

· Effect on reputation – Launch event and new website helped

· Increased workload

No staff were made redundant but luck played a part in this – the structures were small and fitted together with little overlap.
Workshop: Contracts and Consortia
Hosted by Nigel Maggsoosterhagen, Action for Blind People

Nigel informed attendees that Action for Blind People were part of the Birmingham Disability Consortium (BDC) 

The consortium is made up of the following organisations:

· Action for Blind People 
· BITA Services
· Birmingham Rathbone
· Birmingham Disability Resource Centre 

· Midland MENCAP 

· Bid Services 

This is considered a good mix, as the consortium represents a wide range of disabilities. 

Nigel explained that before the consortium was developed, some of the organisations had already worked together. This was an advantage as trust became very important. 

From early on, the organisations involved felt they wanted a consortium. Action for Blind People leads the consortium because they are the biggest charity and the most financially secure. 

Peer relationships formed the format of the consortium. It was felt this contract needed this type of relationship/structure because of the nature of the contract i.e. it was across all disabilities and includes individual expertise. Local and hands on. 

BDC brings together organisations with expertise of people who deal with all levels of disability. It has the expertise to help the client base and improves the level of trust. BDC have submitted bids on all levels of funding and have successfully won 5 out of 7 bids submitted in Bournville. 

Q. Employment?

A. Decided not to employ through consortium. Advertised as consortium. Staff employed by organisation that needed them. People felt they were joining the consortium and not just one charity. 

Q. How did you divide up the contract and ensure quality standards?

A. Regarding the contract, used information in document and general information and asked charities what they had in each area. Figures based on that and superannuated with BCC figures. Worked hard to map (monthly) figures and monitored basic outputs. Used advanced funding - allowed monitoring. Regular meetings included meetings on quality standards and practitioners and across all organisations with idea sharing and outreach activities allowed us to highlight gaps. 

Q. How did you avoid individual agendas?

A. We felt well prepared as this was discussed early on. Principal disability defines allocation. Charities bought expertise from each other. Relationships are built on trust and not being precious.

Q. Undefined referral can be difficult. How do you deal with that?

A. Addressed early on and guidelines set. Each organisation wanted to defend its reputation and not squabble. Sharing information is vital. 

Q. Total Place means less opportunity for the Voluntary Sector to bid. You’re an example of consortia working well. How do you think this will work in the future?

A. Everyone should read the Conservative Health Policy draft. It recommends that the Voluntary Sector should set up consortia. Consortia can be set up for one thing but be well placed for others. Consortia are a strong proposition. 

BDC is looking at new avenues and moving forward. Potential arena is changing, is consortia what people are looking for? Is it the way ahead? It allows you to support issues and bid on a larger scale. 

Q. Do you see the consortia growing?

A. Yes. The model and relationship are good. 6 charities involved. We are currently working with other sub contractors.

Q. How get trustee boards together and address their issues?

A. It’s been interesting. Using BVSC to get the boards involved. It allows us to help more of a client group. 

Q. The consortium could be seen as a ‘cartel’, it will need transparency. 

A. Not intending to grow i.e. include more charities at the moment. However it can sub contract. 

Q. Governance?

A. Complaints go internally first in that specific organisation.  They would then go to the consortium. There is guidance for this. 
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