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PROMOTING AND SUPPORTING INDEPENDENCE 
THROUGH STRENGTH BASED CULTURE AND PRACTICE

1.0 Purpose of Report

1.1 The purpose of this report is to explain the work being undertaken in adult 
services to develop strength based practice and to support the emergence of 
a culture that promotes and supports independence. 

2.0 Issues for Scrutiny

2.1 This paper has been requested by Scrutiny to support better understanding 
of the work to develop strength based practice. 

3.0 Background

3.1 In August 2017, analysis of Personal Budgets revealed significant numbers 
of recipients had accrued surplus money in their Direct Payment accounts.  
This was taken as an indicator that personal budget allocations may be 
greater than actual level of need.  

3.2 In response the Promoting and Supporting Independence project group was 
established and has been leading a programme of work that includes: 

 Undertaking Promoting Independence Reviews to ensure that the 
personal budget allocated is appropriate to level of need 

 Recouping surplus money from accounts

3.3 This work has led to significant recovery of monies back to the council, and 
has evidenced that there are opportunities to support our workforce and the 
citizens of Cumbria to achieve more independent outcomes/lives, with 
reduced levels of formal care and support. 

3.4 A dedicated Strength Based Practice work stream has been established 
(May 2018), tasked with developing tools and testing new ways of working 
and formulating implementation plans for roll out.  



3.5 It is important to understand that this is about culture change – and it will not 
be achieved through one presentation – it is about changing how we all think 
and do things, which will take time, inspiration, passion, belief and evidence 
that working in this way really can have a positive impact upon people’s lives 
against a challenging backdrop of dwindling resources.

3.6 Through this work we will lead and inspire our workforce, and the people we 
work with to think differently, to recognise strengths, assets and 
opportunities, as oppose to focusing upon disabilities, gaps and barriers. 

3.7 Our aim is to provide an even better service for people.  Increasing their 
capacity for independence and resilience is pivotal to this.  

3.8 We want to achieve better outcomes for people, against a challenging back 
drop of spending less money

3.9 It is our ambition to nurture and embed a culture of promoting independence 
and recovery that enables people to enter and exit services in line with their 
needs.  

4.0 The journey so far …

4.1 Our workforce is our greatest asset – it is really important that we 
recognise and celebrate the strengths and assets we have.  There is a 
wealth of experience, skills and knowledge within Cumbria County Council, 
and it this, coupled with the passion that exists in our workforce that will drive 
our ambitions to become a strength based organisation.  

4.2 If our ambition is for our front line teams to proactively identify opportunities 
to promote and support vulnerable people to achieve their most independent 
lives, it is important that we as leaders are modelling behaviours and 
attitudes that value and recognise the strengths and talents that exist within 
our teams.  For example, I make a point of starting leadership meetings and 
managers forums with recognition and celebration of the achievements of 
teams and individuals since we were last together. 

4.3 Adult Social Care Managers Forum - In March, we held our first Adult
Social Care Managers Forum.  The focus was upon budget pressures and 
ambitions to drive a culture that recognises strengths and opportunities for 
independence.  We received really positive feedback from the managers 
who attended and valued the opportunity for engagement.

4.4 The second Adult Social Care Managers Forum took place on 18th May 
2018, and continuing to build upon the theme of the first, we invited finance 
colleagues along, who facilitated a fun, interactive workshop with Managers 
about budget, making it real for managers, so that they can better 
understand the role and responsibilities that they and the practitioners in 
their teams have to play in relation to addressing budget pressures.  This 
was followed by a session with Academic Lecturer (and independent social 



worker) from University of Lancaster, who came to present research into the 
benefits of strength based approaches and practice, based upon her own 
real experiences working with people deemed to lack capacity.  

4.4 The forums have been a great success so far – they are a great way to 
engage with our managers – and for them to engage with us and for us to 
keep in touch with what is working well – to share great practice and to 
identify opportunities for development.  

4.5 It is a forum for managers to come together to network and develop a shared 
understanding of the issues affecting adult social care.  We want to ensure 
colleagues receive the information they need in a consistent and timely way, 
so they have what they need to be able to do their jobs, and we want to hear 
about the great ideas that they have for shaping the future.  Involving our 
staff is helping to engender a sense of ownership of the issues, ensuring that 
everyone can see their role in the meeting the challenges ahead of us. This 
will support our vision to achieve a culture of continuous improvement, and a 
platform for sharing learning and best practice across the service.

5.0 Strength Based Presentation (Appendix 1):  The Promoting and 
Supporting Independence work stream, whose members include Snr 
Managers, Area Managers, Social Workers, Occupational Therapy, 
Reablement, and HaWC Manager have worked together to develop a 
strength based presentation.  This has been road tested at the Adult Social 
Care Team Managers Forum and with Learning Disability Teams.  Feedback 
has been positive, and the presentation has generated lots of discussion and 
ideas about the opportunities for change which is great.  Next steps are for 
the Strength Based Work stream to review the presentation against 
feedback, prior to presentation to C.M.T at the end of June.  Plans are being 
developed for wider roll out across adult social care teams – to use the 
presentation as a tool to raise awareness, and generate discussion that will 
support the shift to becoming an organisation that proactively recognises and 
embraces talents, strengths and assets.

6.0 Lancaster University - To give credibility and push the shift from a culture 
of deficit to one that recognises and celebrates strengths, where all our 
interactions seek to always achieve the most independent outcomes for our 
customers, we were delighted to have a  Lecturer from Lancaster University 
come along to our Adult Social Care Managers Forum.  It was a really 
powerful session that has provoked lots of conversations and plans are 
being developed to invite the lecturer, who is also an independent Social 
Worker, back to do further work with the teams.   

7.0 Promoting and Supporting Independence Hot Clinics - We are 
introducing 3 weekly Promoting and Supporting Independence Hot Clinics – 
to help:

o understand effectiveness of practitioner decision making
o understand practitioner commissioning activity 



o identify areas for improvement in practice
o identify areas where there are gaps in resources to help inform 

commissioning plans and market development.  
o ensure we are always working in ways that enable people to achieve 

their most independent outcome.
  

7.1 This work will take the form of action learning sets led and will bring together 
Social Workers, Occupational Therapists, Reablement, Health and 
Wellbeing Coaches, Team Managers and hopefully Assistive Technology 
leads.    

7.2 They will review random samples of cases where assessments/reviews have
 resulted in the commissioning of formal services, and will explore together,
 whether there were opportunities to achieve a more independent outcome.      

7.3 Experience has taught us, that by, bringing teams together to reflect on case 
work, and introducing models that nurture a culture of peer support and 
shared learning, it is possible to identify areas for development which can 
then be responded to in lots of different ways, including supervision, 
coaching, shadowing, action learning sets and formal training.  It is also a 
great opportunity for continuous professional development, sharing best 
practice, and ensuring that practice is safe, lawful and meets needs.  

7.4 Working in this way will improve practice, achieve financial efficiencies and 
support better outcomes on lots of levels, supporting practitioners and the 
people we work with to achieve the most independent outcomes.

8.0 Promoting and Supporting Independence Reviews and Assessments – 
Our ambitions for transformation are to embed a culture of promoting and 
supporting independence in to all the review and assessment work that we 
do – which will support more proportionate use of resources and ensure that 
we are proactive in working with people to achieve their most independent, 
safe outcome. 

8.1 Ensuring that all our assessment and review activity routinely promotes 
independence will require a shift in thinking away from formal service 
provision to one that recognises the strengths, talents and resources of the 
individual, and one which utilises the full suite of preventative interventions, 
including reablement, third sector, assistive technology, Community 
Development, voluntary sector, equipment and adaptations, HaWCs (and 
there are more ….).  All of this before thinking about expensive formal 
supports which should be reserved only for unmet needs.

9.0 In summary, this is about changing culture and practice and over the months 
ahead we will be working hard to turn the thinking into deliverable plans and 
measurable outcomes.  The work will include capturing the real lived 
experiences of our practitioners and the people who use our services, to tell 
us how we are doing, and where our opportunities for improvement are. 
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Assistant Director (Deputy DAS)
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