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Abstract

Collaboration has been a central feature of Welsh Government policy in respect of
delivering effective public services for over a decade yet continues to be difficult to
achieve in a meaningful way across sectors, organisations and boundaries. The
report of the Commission on Public Service Governance and Delivery in Wales
(2014) reinforced the importance of pursuing collaborative initiatives and offered
proposals for approaching collaboration more consistently and effectively. This
thesis adds new knowledge to understanding the complexities of collaboration
through a critical overview of three research outputs relating to collaboration in
social services in Welsh local authorities. By reviewing the literature on
collaborative theory and practice and applying it to the research outputs which
constitute the portfolio, a conclusion is reached that collaboration will remain an
elusive objective unless action is taken to improve its chances of successful
implementation. A new strategy is proposed for obtaining the necessary increase in
the scale and pace of collaboration to justify its position as a continuing part of
Welsh Government policy.
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CHAPTER 1

INTRODUCTION - THE AIMS, OBJECTIVES AND ORIGINAL CONTRIBUTION
TO KNOWLEDGE OF THIS SUBMISSION

Successive governments since the mid 1970s have sought to deal with the
complexity of providing care across agency, organisational and professional
boundaries through requiring agencies to collaborate with each other, particularly
health and social care agencies, seeking the realisation of a concept of "collective
efficacy" (Johnson et al., 2003, p70). The summary report of the Commission on
Public Service Governance and Delivery in Wales (2014) refers to collaboration
between public sector organisations being in many ways the "defining theme of
Welsh public sector management since devolution" (p21). However, whilst
proposing the continuation of meaningful collaboration across sectors,
organisations and boundaries as the way forward for Welsh public services, the
Commission presented a critical synopsis of the collaborative effort to date by
claiming that, "rather than overcoming the complexity of relationships, boundaries
and responsibilities which we described earlier, collaboration has in some cases
added considerably to it by creating a further set of processes to be followed and
relationships to be managed" (Williams 2014, p65). Partnership may, therefore, be
"starting to lose some of its legitimacy" (Dickinson and Glasby, 2010, p824).
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These comments are consistent with the rationale for this thesis, which was
proposed prior to the publication of Williams's report (2014), in that it aims to
contribute further to consideration of the sustainability of continuing with
collaboration as the central feature of Welsh public service policy. Rather than
question the validity of the policy direction in principle, the emphasis of the thesis is
on consideration of the factors influencing collaborative effectiveness. Two quotes
in Forbes.com (2016) attributed to car manufacturer and industrialist, Henry Ford,
capture this aim. He is quoted as saying, "coming together is a beginning; keeping
together is progress; working together is success," but also that, "vision without
execution is just hallucination" (Forbes, 2016).

The specific aim is to provide a critical overview of implementing collaboration
within social services in Wales. This is achieved through an overview of three
research outputs which I authored, and which constitute the portfolio. The overview
facilitates an assessment of the policy's viability in the context of Welsh social
services authorities, that is transferable to other circumstances. This is achieved by
exploring the concepts underpinning inter-organisational and agency collaboration
and relating these to the collaboration which has occurred to date as evidenced in
the portfolio and elsewhere. The research outputs, included as Appendices 1,2 and 3
respectively, are:

Output 1. "Social Work in Wales: A Profession to Value" - the Garthwaite Report
(2005). For ease of reference, this report is referred to as "Profession to Value".
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,Output 2. "Achievements and Challenges: A picture of social care provision in council
areas across Wales in 2009/10, drawn from the reports of the 22 Statutory Directors
for Social Services." (2011). For ease of reference, this report is referred to as
"Achievements and Challenges".

Output 3. "Collaboration in Social Services - A User Guide to Help local Authorities
Address Social Services Collaboration and Achieve Good Governance in a Collaborative
Context" (2013). For ease of reference, this report is referred to as "Collaborative
Guidance".

This overview involves a review of the literature on the theories and practice
associated with inter-agency collaboration and a discussion of their relevance with
reference to the portfolio. The application of the theory to the practice identified in
the portfolio addresses horizontal collaboration between agencies (Agranoff and
McGuire, 2003; Acevedo and Common, 2006; Gerber and Loh, 2014) in the context
of vertical collaboration being evident and relevant in the case of local authorities'
close relationship in Wales to Welsh Government officials and Ministers (Entwistle,
2006). The presumption is that, despite it not being a panacea (Gray, 1996; Bryson,
Crosby and Stone, 2006), collaboration is inherently the right approach to achieving
organisational goals of sustainability, service improvements and efficiencies. Even
though some scholars express concerns about putting the concept into practice
(Dickinson and Glasby, 2010) or its labour intensiveness (Cross, Rebele and Grant,
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2016), the literature generally supports the notion that collaboration is a positive
factor to be pursued by managers (McGuire, 2006). Of considerable interest is
identifying the extent to which the theories and lessons learned through practical
application have been consciously observed in the Welsh con~ext as evidenced by
the portfolio, and whether they have helped to minimise "collaborative inertia"
(Huxham, 1996; Huxham and Vangen, 2005).

The constraints of the critical overview, as prescribed by the Award criteria, mean
that not all factors influencing collaborative success can be explored in depth.
Indeed, it is suggested that "there is still much to learn about collaborative public
management, and the questions are nearly endless" (McGuire, 2006, p40). Whilst
not, therefore, representing a comprehensive analysis of collaborative theory and its
application to social services, the overview still draws purposeful conclusions. It
should also be noted that the portfolio is not the output of three research studies
into collaboration but a synthesis of a theme which emerged. References to
individual reports are, therefore, appropriate to the specific theory being considered
and not universally applicable in all cases.

It is acknowledged that much of the literature concentrates on either cross-sector
collaboration ( e.g. Bryson, Crosby and Stone, 2006; Hendriks et al., 2015) or private
sector, commercially led collaboratives ( e.g. Lorange and Roos, 1992; Child and
Faulkner, 1998). However, prima facie differences in contexts mask the relevance
that the economic ingredients found in many commercially motivated alliances have
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to the public sector. Market forces drove much of the competitive behaviour which
Profession to Value addressed and Collaborative Guidance argued strongly that the
principles established for inter-authority collaboration were relevant to wider
cross-sector collaborative efforts and, I would contend, vice versa.

The submission's original contribution to knowledge is based on the application of
the literature to the portfolio of the research projects. It arises, therefore, from the
importance and specificity of the context at a time when the UK is seeing a move
away from collaboration through the institutionalisation of partnerships promoted
by the Labour Government from 1997 to 2010 (Lindsey, 2014) to a return to the
New Right's policy of the 1980s and 1990s of the hollowing out of public services
(Rhodes 1994). Now, as then, the conjunction of hollowing out with, (despite the
fragmentation of services across the public, private and third sectors) a continuing
political imperative towards cross-cutting issues, has stimulated the creation of
numerous partnerships (Sullivan and Sketcher, 2002). Even allowing for different
approaches in Wales, ongoing UK austerity measures and the search for responsive
public services mean that local government must seek to change delivery models.
This has led to speculation that local authorities could reach a point within a decade
where their entire income would be spent on social services (Maddock, 2011).
Collaboration is still necessary in an age of austerity to counter its associated
consequence of fragmentation of services (Lindsey, 2014) and one academic's
comment relating to the relevance of collaborative solutions to the challenges facing
local governments in the USA in this time of austerity, increasing demand and a
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reluctance to pay more, is universally apposite. Benton (2013, p221) argues that
"simply put, local governments are operating in 'unchartered waters', and it is
reasonable to speculate that the way in which they will go about the business of
providing services in the future, out of necessity, will differ markedly from the way
they have done in the past."

An original contribution to knowledge is also offered via an examination of the
extent to which numerous influencing factors evidenced by research, notably
Huxham (1993, 1996, 2001, 2005) are consciously prevalent in this context, by:

i.

Identifying how the absence of a sufficient understanding of collaborative
theory impacts on the potential success of collaborative initiatives.

ii. Assisting the understanding of why collaborative effort to date has not been
sufficiently meaningful.

iii. Creating a different intellectual platform for considering collaboration as a
credible public policy.

iv. Identifying a new approach for greater scale and pace in future collaborative
endeavour.

11

Moreover, it has been noted that in the literature on welfare services in general,
there seems to be a conceptual confusion related to the problems of interorganisational integration (Huxham, 1996) and, although this submission is
primarily concerned with inter-local authority collaboration rather than crosssector working, the principles of better understanding collaborative theory are
equally relevant. As Webb (1991, p239) states, "practice might have been more
effective at times if it had been consciously located within academic models capable
of facilitating the process of learning from experience". It is argued, therefore, that
there is a growing need for a conceptual framework to guide further empirical
research (Axelsson and Bihari Axelsson, 2006) and this submission contributes to
that. It responds to the need to use research from both the practical and theoretical
perspectives to explore more facets of collaboration (Bryson, Crosby and Stone,
2006).

The criteria for the award of a PhD by Portfolio demand that the overview shall
contain:

i.

An abstract;

ii. A summary of the aims, objectives, methodology, results and conclusions
of each research output or project submitted;
iii. An outline of the inter-relationship between outputs/projects including a
synthesis of the work as demonstrated by the research outputs or
projects as a coherent study;
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iv. A comment on the standing of outputs or projects and their reception as

indicated by citations and reviews;

v. A critical reflection of the research methodology and methods;
vi. A critical review of the significant and original contribution the work
makes to the academic field in question;
vii. A demonstration that the original and independent contribution to
knowledge is at least equivalent to that normally demonstrated by the
submission of a thesis.

I have followed this as an outline for my submission.
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CHAPTER2

THE PORTFOLIO OF RESEARCH OUTPUTS - A SUMMARY OF THE AIMS ,
OBJECTIVES, METHODOLOGY, RESULTS AND CONCLUSIONS OF EACH
RESEARCH OUTPUT

N.B. The methodology of each report, which in each case was designed and managed
by me with input and approval of others as appropriate, is explained later in
Chapter 5.

Output 1. "Profession to Value"

This report ( c.4 7,000 words) is a study of the recruitment and retention of social
workers in Wales which I undertook on behalf of the Association of Directors of
Social Services in Wales (ADSS Cymru). Its background was an adverse imbalance in
the supply of, and demand for, social workers affecting the capacity and ability of
local authorities to deliver services, needing an analysis of causal factors. Aims and
objectives of the study were reflected in its terms ofreference (see p153).

The results of the research which I designed, were that there were unacceptably
high rates of vacancies and turnover of social workers in Wales, practice learning
opportunities were insufficient, agency costs were too high, there were wide
variations in pay and benefits packages, and low pay and poor working conditions
14

were affecting recruitment and retention. However, the research also identified
some positive aspects on which to base a new strategic approach.

The analysis of the research identified significant problems rooted in excessive
competition for social workers, caused largely by Welsh authorities being relatively
small. Consequently, pay and conditions packages were designed to 'poach' staff
from each other leading to problematically high turnover and an imbalance of
supply and demand. 41 recommendations for change were put forward, aimed at
Welsh Government local authorities, regulatory bodies, education providers,
managers and staff. The underpinning recommendation translated into a new
strategic approach, which I summarised thus in the report:

"We feel that the current approaches to recruitment and retention, which are based
on competition through the use of incentives, need to make a fundamental shift to
strategies which more fully reflect the reality of the labour markets from which we
in Wales are recruiting. This should aim to provide for much greater collaboration
on recruitment between local authorities and more comparable levels of pay for
social workers." (Profession to Value, pl 0)

This new collaborative approach was not to be confined to two or more local
authorities recruiting jointly and/or sharing staff. Recommendations were more far
reaching and included the adoption of a culture of "Wales Social Services"
(Profession to Value, p10) whereby all local authorities accepted collective
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responsibility for the successful delivery of social services and resolving the factors
that militated against this. Authorities were recommended to collaborate in their
dealings with education and training providers. Regulatory bodies were challenged
to support long-term collaborative approaches and discourage local short-term
solutions to resolving performance issues that had an adverse impact on others.

The new strategy included other recommendations to be achieved via collaborative
means, such as a shift in the approach to practice learning opportunities, an
improvement in social workers' pay and a collective re-launch of social work as a
profession. Improvements in the managerial and employer support to social
workers were sought together with a change in the contribution of regulators and
inspectors towards supporting solutions to the problems of staff shortages, further
emphasising the need for a concerted collaborative effort to effect the new strategy.

Positive actions followed and an all-Wales steering group was formed to take the
recommendations forward. A third of local authorities voluntarily amended pay
structures in line with the report's recommendations. However, the
recommendation to pursue an equitable pay level across all 22 authorities proved
too difficult to achieve and the approach to pay and conditions became influenced
again later by market forces.

Significant collaborative gain from Profession to Value arose from the process used
to research and analyse the data, and the development of a strategy that could be
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universally supported.

Output 2. "Achievements and Challenges"

This report (c.27,000 words), prepared for the Welsh Institute of Health and Social
Care and commissioned by the Social Services Improvement Agency (SSIA), was a
meta-analysis of the first annual performance reports of the 22 local authorities
produced under the new Annual Council Reporting Framework (ACRF). This
framework supported new arrangements whereby responsibility for reporting
performance in social services was transferred from central government to
individual councils. These published reports state the Authority's view of its current
effectiveness and priorities for improvement.

SSIA had agreed with ADSS Cymru and the Welsh Local Government Association
that the key themes from these first reports should be drawn together to provide a
rich source of analysis and commentary on issues concerning performance, and
areas where collaboration might drive faster improvement. The intention was to
deliver a report which would be a source of reference for all councils and key
stakeholders in social services in Wales, and which would inform the improvement
agenda of the SSIA, as well as the policy and business agendas of ADSS Cymru and
the WLGA

Key findings were reported in terms of client groupings, carers, cross cutting service
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delivery domains and organisational capacity. It should be noted that the source
documents and the commissioners' brief contained a degree of euphemistic
terminology and issues, including partnership working, that others may have
interpreted as weaknesses in performance, were often reported in terms of
challenges and priorities. In conclusion I summarised the position as, "much work
having been undertaken to develop and improve services, and more still to be done,
with authorities being reasonably well placed to continue improving but facing
many challenges to do so" (Achievements & Challenges, p4).

Significantly, a major theme to emerge from the research was that partnerships and
collaborative working were now dominant features of the Welsh social services
landscape. A compendium of 172 collaborative initiatives was produced covering a
wide area of social services activity and every local authority. In reality this was
greater than the actual number of partnership arrangements because of duplication,
i.e. more than one authority citing the same initiative. It was also significant that
authorities cited the need to pursue the collaboration agenda as often in terms of a
challenge as an achievement. I concluded that "the partnership agenda is clearly
here to stay and appears to be shifting towards the pursuit of more formal and
greater integration of services with health and more inter-authority collaborations"
(Achievements & Challenges, pS).
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Output 3. "Collaborative Guidance"

This guidance (c.18,000 words), written on behalf of SSlA, was based on learning
from two collaborative initiatives involving four local authorities, namely Powys and
Ceredigion as the Central Wales Social Services Project, and the Blaenau Gwent/
Caerphilly Integrated Social Services Initiative. Both projects had been driven by
the need to improve the quality and sustainability of services and gain efficiency.

Initially, my brief was to support the four authorities in establishing new
governance arrangements fit for the new purpose of administering an integrated
system of social services. It was intended that this would become a learning tool to
be adopted throughout Wales. However, this aim evolved into broader learning
about collaboration, including research of the enablers and barriers to its
implementation, and direct involvement in supporting the projects.

The learning during the fieldwork was considerable, not least because of the new
ground being covered. The aims of the two projects were similar in respect of
seeking integration but the ambitions and timescales differed. In the Central Wales
project, authorities were taking advantage of a vacancy of one's director of social
services to experiment with sharing the post and building a platform for integrating
other services over time. In the Caerphilly /Blaenau Gwent project, the ambition was
to unify the services of the two social services department, thus creating a single
department serving both authorities.
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The central conclusion of the fieldwork was that collaboration was not easy to
achieve but was possible if authorities were able to attend to a wide range of issues
of a political, legal, financial, organisational, constitutional, operational or
managerial nature. Some progress was made on integrating certain functions such
as the training function in Blaenau Gwent/Caerphilly but ultimately, the two
initiatives failed to deliver their collaborative goals which was referred to in the
Williams Report (2014, p60). A number of factors contributed to this and the failure
emphasised the need for new guidance to assist authorities to improve their future
chances of success. The failure, however, also raises questions about the viability of
collaboration as a solution to the problems facing Welsh social services authorities
in the foreseeable future.

The outcome was the published guidance. This included explanations on the
enablers and barriers to success and 88 closed questions I designed for authorities
to test their readiness to progress their collaborative efforts. Seven options for
collaborative governance were also produced.

In summary, all three research outputs were significant and contain evidence of the
struggle to make meaningful collaboration a reality amongst Welsh local authorities.
By reflecting different aspects of the collaboration agenda, they provide a sound
evidential basis for meeting the aims of this thesis.
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CHAPTER3

AN OUTLINE OF THE INTERRELATIONSHIP BETWEEN THE RESEARCH
OUTPUTS

The portfolio highlights the challenges facing social services caused by the pressures
on local authorities to adequately respond to significant demand factors because of
limitations of resources, strategic capacity and staff. As importantly, the portfolio
represents a coherent body of work illustrating the centrality of collaboration as a
strategic policy in tackling those challenges. The evidence within the portfolio
echoes Williams's (2014) criticisms by suggesting implementation of the
collaboration policy has often been piecemeal, opportunistic rather than strategic,
conditional, and difficult to achieve when attempted on a significant scale.

The research outputs confirm a synthesis of the challenge of achieving a real change
in the scale and pace of embedding collaboration as an organisational norm in
Welsh public policy. In the case of Profession to Value, the immediate collaborative
action following its publication proved to be unsustainable in the longer term. The
innumerable relatively small scale partnership ventures highlighted in Achievements
& Challenges illustrate how the drive for joined-up government has "spawned a new

set of relationships that have to be managed" (Fenwick and McMillan, 2005, p52).
They can be viewed as a substitute for real, substantial, long-term organisational
collaboration where the sharing of power and control are much riskier. By posing as
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many as 88 questions needing positive responses, Collaborative Guidance illustrated
a wide range of factors to overcome to achieve successful collaboration in the
context of integrating social services departments, many of which are reflected in
the academic literature. The three outputs confirm that inter-agency collaboration
remains "conceptually elusive and perennially difficult to achieve" (Hudson et al.,
1999, p236) and that regrettably, advice to practitioners and policy makers remains,
"don't do it unless you have to" (Huxham and Vangen, 2005, p13).

The three reports present different aspects of the collaboration spectrum. In
Profession to Value I present a strategic challenge to local authorities to collaborate
or fail in respect of acquiring and retaining their primary means of service delivery,
namely staff; in Achievements & Challenges, by positioning collaboration as an
ongoing challenge and providing a catalogue of collaborative efforts and a diverse
range of partnerships created for different social services purposes, I initiated
questions about the sustainability of such an approach and facilitated an
examination of whether the rationale for collaboration is based on hierarchical
organisational theories or theories relating to agencies (Rigg and O'Mahony, 2013;
Sundaramurthy and Lewis, 2003); in Collaborative Guidance I concentrated on the
implementation element and pre-conditions for successful collaborative ventures.
Interestingly, the data analysis and project management leading to the publication
of Profession to Value were facilitated via a collaborative model which I led,
providing further learning opportunities. As a collective, the reports provide a
portfolio of evidence of the practical application of the collaboration agenda which
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enables consideration of the extent to which collaborative theory is evident and
applied.

Birrell (2012) argues that whilst the specific context for public services is meeting
the challenge of the UK budget and transforming their efficiency, a key principle
remains as continuing to deliver better outcomes for Wales through collaboration
across organisations and administration boundaries. In social services, this relates
to avoiding the pitfalls of competition for scarce resources, building a stronger
strategic and operational base, and creating sustainable service delivery models in
the medium to long term. All these factors are evident in the portfolio.

The supposition is that without collaborating, it is questionable whether authorities,
particularly smaller ones, will be able to provide a meaningful service in the ongoing
austere economic climate. A reorganisation of local government, by halving the
number of councils, as proposed by Williams (2014) or potentially creating even
fewer, facilitated by the Local Government Act 2015, would assist in tackling
problems of size and scale. However, the hypothesis is that this is unlikely to resolve
all the challenges of sustainability and it is equally questionable whether the
conceptual framework for collaboration is present, clear and/or understood or
whether achieving successful collaboration is being approached strategically.
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CHAPTER4

THE STANDING OF THE PROJECTS AND THEIR RECEPTION SINCE
PUBLICATION

All three reports were positively received. In commenting on their standing post
publication, it is important to identify their target audiences. Profession to Value had
numerous intentions within its terms of reference beyond its primary objective of
providing evidence to support change in approaches to recruitment and retention. It
created an opportunity to galvanise interest in the social work profession and the
shortages of staff were bound to stimulate media interest. It is understandable,
therefore, that I am able to point to a variety of sources to explain its standing.

Achievements & Challenges and Collaborative Guidance were targeted at audiences
internal to the social care industry although both have wider benefits in terms of
learning. Whilst they were circulated widely within the sector and are a resource on
the SSIA website, they were not launched with any publicity and did not, therefore,
attract wider reference. I have reflected their standing by indicating their reach
through circulation and website access figures.
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Profession to Value

Profession to Value was officially launched at a major all-Wales conference attended
by over 100 people at which the Minister for Health and Social Services formally
received the report on behalf of Welsh Government, welcomed its contribution to
tackling an important subject and made commitments to work with relevant
agencies to implement its recommendations. I addressed this and a number of other
conferences, seminars and workshops, notably the UK Children and Adult Services
Conference in October 2006.

At the time of publication, Profession to Value attracted considerable news publicity,
including being the lead item on both terrestrial news channels in Wales. As its
author, I appeared on television and radio and it was also covered extensively by the
"Western Mail", the leading social care magazine, "Community Care", and various
local newspapers. Whilst some media focus concentrated on pay aspects, it was
possible to convey the inter-relationship of the different factors affecting
recruitment and retention and the need for greater collaboration.

The report was distributed widely and published on the ADSS Cymru website.
Directors of Social Services put the report before their governing bodies and used
the findings to obtain agreement for local action. Within a year, a third of the
authorities had adopted the report's recommendations on pay scales and conformed
to the new suggested pay range. Vacancy rates dropped by 2.2%. Early indications
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were that the recommendations were bearing fruit. A series of actions followed in
the years following such as the development of stronger support arrangements for
staff in their first year in practice and the organisation of regional jobs fairs.
However, some recommendations proved more difficult to implement and sustain.

A debate on the 24th October 2007 by the Health, Well-being and Local Government
Committee at the National Assembly illustrated the centrality of Profession to Value
to workforce strategy (the report was referred to extensively) and also the
continuing difficulties of achieving a sufficient and stable workforce.

Professional media interest continued for some years after publication and the
extracts from two articles are provided below to illustrate this:

"social services in Wales have been undergoing a quiet revolution. In 2005, the
Garthwaite report highlighted the difficulties facing Welsh local authorities with low
morale, poor retention rates and prolific use of agency staff. But since then they
have improved results by developing their own innovative policies." (Community
Care, Feb 22, 2010).

"It seems clear that the [new English] task group will be asked to consider the case
for establishing a national pay scale given the failure to do so following the 2005
report, Social work: A profession to value. The report, produced by a group led by
the Association of Directors of Social Services Cymru and written by former
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Bridgend Council social services director Tony Garthwaite, found wide variations in
social worker remuneration packages in local authorities.
"Garthwaite, now an independent consultant, welcomes the renewed interest in the
issue and challenges the task group to answer the 'difficult' question of why a
national pay scale has been achieved for nurses and teachers but not social worke rs.
However, he admits implementing his recommendations has proved difficult,
including because of the ongoing use of recruitment incentives. 'Some local
authorities have adjusted pay rates and conditions according to our guidelines, but
not everyone has brought their rates up,' he says. 'Other areas with extreme
pressures on recruitment and retention difficulties have felt the need to have bigger
remuneration packages.'
"The Welsh Local Government Association set up a working group to look at the
feasibility of a national pay scale after Garthwaite's report. It concluded it was
'impossible' because of the requirement for councils to review pay and grading
structures to eliminate gender inequalities, as part of the 1997 single status
agreement. Frowen also says authorities have largely succeeded in narrowing salary
differences, in a 'pragmatic' implementation of Garthwaite's recommendations. A
national pay scale would be an idea for other, "sunnier" times, she says. But Dominic
MacAskill, head of local government for the union, recognises implementation
would be 'complicated' due to job reviews, but is still hopeful that more equitable
pay can be achieved.
"''Unison's advice is that employers should use the Garthwaite recommendations on
pay scales to inform their consideration of new salaries,' he says. 'This is not a
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centrally imposed national pay structure but would achieve similar
outcomes"'(Community Care, June 16, 2009).

Profession to Value has been cited in a number of books, for example:

"Wales has also carried out a review of social work: Social Work in Wales: A
Profession to Value. This stresses the reality that it is not pay which is the driver in
encouraging practitioners to remain in social work, but the culture of the
organisation; this is therefore where improvement needs to take place" (Cree and
Davis, 2007, p7).

"In Wales, the Garthwaite Report (2005) considered workforce issues and
recommended relaunching social work as a profession, improving pay and career
structures, and improving supervision policies" (Higham 2009, p9)

"The importance of managing workload is further endorsed in the Welsh Assembly
reviews of social work (Garthwaite, 2006)" (Edwards, Hallett and Sawbridge, 2oo8,
p61).

It has also been cited in journal articles, two of which from the British Journal of
Social Work are cited here: "The Best of Times, the Worst of Times: Social Work and
Its Moment" (Jones, R., 2014, pp485-502) and "From Specialism to Genericism:
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Rising and Falling to the Challenges of Responding to Racial and Ethnic Diversity in
Social Work Education in Wales" (Williams and Parrott, 2013, pp1206-1224).

The report was referred to in a number of Welsh Assembly debates which are
referenced and in a submission to the Assembly's Legislative Competence Order
Committee by the independent British Association for Adoption and Fostering who
stated, "The point has been made elsewhere (Garthwaite, 2005), but is worth
reiterating, that unless there is significant investment in recruitment and retention
of social work staff, it is unlikely that local authorities will be able to fulfil the
Assembly's intentions in respect of vulnerable children. Despite progress in
implementing the recommendations of the 'Garthwaite Report' there remain
significant difficulties in recruiting and retaining social work practitioners and
managers" (British Association for Adoption & Fostering, 2007, p3).

The report was also cited in the Welsh Government social services strategy,
"Fulfilled Lives; Supportive Communities" which stated, "Current barriers to
recruitment and retention will be systematically addressed so that social care
becomes the career of choice for many more people. For social workers 'Social Work
in Wales: A Profession to Value' sets out a way forward" (Welsh Government, 2007
pl 7); and in a clear collaboration context in the Beecham Report (2006):
"The major capacity constraint has been the shortage of trained staff, documented in
detail in the report produced by the Association of Directors of Social Services, and
the way competition between authorities to recruit staff has made the position
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worse for everyone." (Beecham, 2006, p16), and "the history of social services
staffing and recruitment documented in the report produced by the Association of
Directors of Social Services (see also Box 3. 2) underlines how short-termism and
competition between authorities for staff has worked against service quality and
efficiency" (Beecham 2006, p33).

Achievements & Challenges

No publicity followed the publication of Achievements & Challenges. It should be
noted, however, that the performance reports of the 22 authorities upon which the
analysis was based had been in the public domain for some time. The intention of
the report was to serve as both a stocktake of current all-Wales performance and a
learning tool.

The report was distributed by the SSIA to over 160 people in local and central
government at official and elected levels who, through normal organisational
distribution channels were asked to distribute it more widely. It was published on
the SSIA website as a reference and learning resource and had been accessed 505
times to the 22nct January 2016. Evidence is not available about how agencies
subsequently used the report but it would be customary for it to be discussed via
orthodox governance channels and used as a basis for decision-making.
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