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Using the 3 Conversations approach
we will:

— Work on the basis of building good relationships.
— Listen hard to what really matters to people.

— Have meaningful conversations with people and their
families based on what they want to talk to us about.

— Bring more humanity, curiosity and kindness to our
work.

— Learn how to record our work proportionately.
— Significantly cut bureaucracy.
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Our New Approach

@ Conversation 1: Listen & Connect (2 ]

Listen hard. Understand what really matters.
Connect to resources and supports that help
someconea get on with their chosen life,
independently.

X

€ Conversation 3 : Build a good life

Conversation 2 : Work intensively
with people in crisis

What needs to change urgently to help
someone regain control of their life? Put these
into an emergency plan and, with colleagues,

stick like glue to help make the most important
things happen.

Forsome people, supportin building a good life will be required.

What does ‘a good life’ look like?
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Rules of the 3 Conversations
Approach

— Stop ‘assessing people for services’.

— Always start conversation with the assets and strengths of people, families and
communities.

— Always exhaust conversations 1 and 2 before having conversation 3 and test this out
with colleagues.

— Never plan long term in a crisis.

— Stick to people like glue during conversation 2 — there is nothing more important that
supporting someone to regain control of their life.

— No hand-offs or transfers, no referrals, no triage or screening, no allocation, no
waiting lists.
— We are not the experts — people and families are.
— Know about the neighbourhoods and communities that people and their families are
living in.
— Always work collaboratively with other members of the health and social care and
wider support system.
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How Are We Going to Make The
Change?

We will create Innovation Sites where:

— We will work really differently using the 3 Conversations
approach.

— We will respond to people quickly, listen hard, and understand
what matters.

— Innovation sites will last for 13 weeks.

— They are co-designed with the innovators who step forward to
work in them.

— We will lift some work out of our current system and liberate you
to work as you have wanted to — using the Three Conversations
rules.

— We will collect evidence every day about what the impact of this
way of working really is for people and their families, for staff and
for our resources.
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Innovation Site 1 Timeline

March

Codesign work with site

April
Proposal agreed by MIH

May
Start of innovation period

June
Change to duty approach and
extension of innovation period

Sept

Evaluation and feedback to
MIH
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The Cohort Agreed

e\We cover 1.5 days of the existing weekly duty rota, initially all day Monday
and Tuesday mornings.

eAny contact received about people who are already being worked with by
colleagues outside of the innovation site will be sent on to them (as happens
now). [f that worker is not available and the matter is urgent we will respond
using a Conversation 2 initially and use a huddle to decide what happens when
the person’s assigned worker returns.

eAny contact about people who do not have an assigned worker will be picked
up and responded to using the 3 Conversations approach. This will mean
working with that person using the 3C approach from that point onwards on our
non-duty days.
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The Intended Innovation

eMaking better use of funds by making
more use of community connections in
conversations 1 & 2

eMaking it easier for the people we work
with to access the support they would find
helpful.

eMaking it easier for us to support people
without unnecessarily complicated
processes and paperwork — eg not
completing additional forms or sending
workflow outside of the site if we need
approval for spending.

eQuicker links to colleagues where we
need their support (eg finances)

eExplore the use of different conversations
to help manage our work and to feel less
rushed.
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Feel less pressured to complete
work in  accordance  with
predetermined  timescales -
being proportionate and making it
more about the person.

Simpler paperwork, and less of it,
SO we can spend more quality
time doing ‘real social work’
Help teams feel more supported
and to hear a bit of laughter
around the offices once more.

Be able to start work with people
sooner and remain involved as
long as needed.

Making sure people have more of
a say in any plans to support
them.

Blackpool Council




How many people have we worked with?

Number of people up to 17/09/2023 Starting conversations

84% at 16% at
Conversation 1 Conversation 2
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How long are conversations lasting?

CONVERSATION DURATIONS

Jays Taken Maximum Days Taken Shortest D

Conversation 1

Note: 29% of Conversation 1's were
completed on the same day as they started
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How did our conversations end?

Total number of Conversations completed with people during the period - 254

Conversations ended at...

W Conversation 1
B Conversation 2

Conversation 3
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Completed Conversation work for “new”
people compared with Assessments &
Reviews over the same length of time

/174
@
o
Innovation Baseline
period
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What our conversations led to

Conversion rate for “new” people

/7% |

== 34%.
==
" -
Innovation Baseline

period
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Total Short Term Residential Care placements
Total Bednights
Total Gross Cost

Average length of commissioned stay
(bednights)

Innovation Site Comparison**
3 7
85 457
£7,208.17 £40,715.14
28 65

Blackpool Council




Connecting with our community

We have made many new connections since starting on
Some of the events we have been to 3 Conversations and built stronger relationships that we
may never have necessarily had previously. Some of

are. these connections are with:
° Active into Autumn *+  The Grange — Community Hub
. . * Rideability
o Breakfast with the Lions (Forces network) . The Volunteers Centre

) Scott Benton MP Older Persons Fair + The MS Society
* Housing Options

. The Ibbison Court Roadshow , ,
* ROC Gardening Services

o The Armed Forces Covenant « SSAFA

:‘.,! “|

»  Blackpool Foothall Club Community Trust
* The Salvation Army

* And many more..........

+ All of these are services we either had little or no relationships with
previously and now we have named contacts for each service that we
can go to directly if needed. They are also very enthusiastic about our
new approach and are happy to offer any assistance when needed.
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A story of difference

Resson lor contact The difference & my experience
Thee Lraming [H=aski®ty Team oondocted duty 1o say they Foed bedped fete's son move into supporied i felt supparted tohave the time nesded towork with this
| accomraodation but e concarmed that thay hed rotlosd bos detarioration in Pates haalth and wire AT,
concerned for s as there would so0m be nobody else in the houe with Bim. The L0 worker azied @ we oood 20 | 4 wes abaut Pete, nat abouwt assessments,
exf on b jord. vasit which | glld on e same dar, Gatting to knaw him was & wonderful experiance -and | keammed

W F ot thend 1 nothcad Pate placsd @ ball bekind bes back o6 Fe sat dowe. Tho LD vorkar. ivrodoced e and i "

: a St bt i i A relacively shart peod of time
=aplained #oot Fer concerns when Pede’s son was de= fo move aut. Pebtwns hoppy Se son weoedd be looked Y
after well g hid had beadh hiksode st fod thia last 7 vwears sheca Pes wile diad.

' Action taken

| mesled piocnr the Bl nnd he told me that he Hoaghd Fee Bosd 8 shadtersd dise in his back and tees helped with B severe pain, Be sdsg §old me- e bad been constipoted for 12 weeks. pnd
P Esgeierr coughing up whiat hoodeod ke coffes grouedc: | wias veormed ateout these symptord e whian | askod if ha'dsean & GF Fa sald ke hadn't foF b last 13 years. Laskad if ho'd S
o go b cee nay bt B said o pnd | dide piemh thie poied, 1 asiesd o Rl ke me S0 go bothe veal in pervire wibs Bie but he v womied-ahoos B son, Dsuggested we mad=
srrargernerits dor B son togo o respite support perding B move avvd odfered to goowtth Rim o the walkin cente whics s did twss ders later when B son wesd svio reesplibe

W vl marly In the maming sl any crowds and @5 i deove im thane & the cer v talled mone aboot the thisegs P Beed . He was roally inferastad in calbgraphy and sold sama of
s vemik B onife shop, When we god there e saled me b go o with B

This Feadth sraftexamined B acd ran tests which mmesdotely nggedbed he besd canoesst quite s achanced stage, Theysaked him to goto the Hosgial o condimy B bot S owas oot
Fagy with that. ARer discassing options with him-and te nue | suggested that |take S there just o gt e Doods checied and 1ee what ihat showed, he' sgnsed seel e went
straight e, W ssaited b AT for pocst of e dasy and | took b 1o Costa to gt @ el Seal and soms talies — P B M Eofng | W malad & for oot his life winiis s vera wadting

s | el ly fesed | got b know R, ARer the tests ey warged to s Bien and | staged with Bim wisils they waltesd (o fnd 2 hed (he Bods' slept in s proper bed for'3 yearsh | Feioed
masa him coevdortabla @nd said Fd ba in contaic en Morday bedonefinally loavieg the Fospital at 2450

I g him on Sabarday 30 check he waes O 2nd on Morday 1 went o see i agadn, He sald Fe'd bad snough and vwas gofing home: but was cesrly not weldl. The norsing stadf vesen'i
Bty wiith this so i nagotiated hat 1 take Fien Deck homse b got some clothes and thsngs e reeded and briveg Bim back. |t e just waniiod 10 s s house oo las time, 15w

e mgasn on Tee=sday and he askesd for my bedp msking powlll; @phoned a =alicior srd arraeged that, | =ww B again several fimesthat week and on the Frigdey brosght him some of the
cabos hia llsd. -Ha'd laft & latzar for e with one of b moarsess which casd *) chisk poo'ee saved o ifa and Moy gloo' pou howa:  ¥au gof @i this forand o ond- o mre e hos conad for mee ik

this" Sadly, | Sed s phone o in the night Srom e hospited beifeg me e e disd
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Innovator feedback

*We are spending more time with people and doing more with them e.g., waiting with
them to meet with GP.

*The people I'm working with will call me regularly because they know I’'m happy to
spend time with them.

*| spoke to someone on duty on the 21%, discussed her with colleagues in a huddle,
saw her on the 25th and began working with her by the following Friday. That would
never have happened in the old world.

| don’t feel pressured to make a decision or come up with a plan too early and can
work with the person at their pace.

| feel more involved with the person — focused on what’s important to them.

*When we started, | said | was person centred but | think I’'m much more like that now
as the old assessment process used to lead. Now I’'m more led by the person and not
just going through the motions.

*It’'s a much better way of working and | have lots more links with other services and
activities which | can use when working with people. Huddles help us respond more
qguickly and the paperwork isn’t overwhelming.

*It’'s made a real difference to people who feel the system had failed them.
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How the public rated us

Based on a sample of 13 people
Average score of 4 out of 5 for each question
Note that 8% =1 person

How well did we listen to you? How satisfied were you with our help?

M Badly H Not

Not well Not well

Acceptable Acceptable

well well

u Very well m Very

Note: It's thought that the 1 person who scored the team as performing badly seems to have been influenced by
their experience with an OT but has not differentiated between the roles.
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What next?

We currently have 3 further innovation sites running across the department:

* Adult Social Care Community Team "Innov8"

e Autism Team "The A Team"

e Adult Social Care Community Mental Health Team "The Go Getters Together"

With a fourth planned to start in February
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The A Team

The A team works with people who are diagnosed as Autistic or are waiting for a diagnostic assessment.
These are mainly adults over 18 but the team also do some work with those under 18 who need to
transition into adult services. The team has a deputy manager, 5 social worker, a case assessor and 4
support workers.

The A team started using three conversations in late October and the latest Data we have is from week 8
of our period using 3 conversations.

So Far, the team has started 30 conversations, and has completed 13 of these. In the past, the team has
often worked with people for a long time so this is a good proportion, and demonstrates the focus that 3
conversations as an approach has given us.

The team has only needed to complete 1 “conversation 3” and for this person we increased their existing
package of support in the community. This demonstrates a reduction in commissioning for the team and
shows that we are helping people with what they need, when they need it and maintaining their
independence.
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The A Team

The team does quite a lot of statutory work such as making applications to the court of protection, so far we
haven’t had the opportunity to submit any conversation records but hopefully this opportunity will arise.

The team has addressed all “new” work which has arrived during the last 8 weeks using the 3 conversations
approach. The team did have a waiting list prior to starting to use the approach and this waiting list has also

been reduced by 4-5 people.

A story of change
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