Walsall Council & IMPACT: Working Together on Social Care for Over 65s 

What’s the project about? 
From September 2024 to August 2025, Walsall Council worked in partnership with Improving Adult Care Together (IMPACT) to improve social care for people aged over 65. The project process is shown on the last page of this case study. The goal is to co-produce service improvements with people with lived experience, unpaid carers, and frontline staff. 

The project builds on the Social Work with Older People (SWOP) research project which was funded by the National Institute for Health and Social Care Research (NIHR). It uses real-life experiences from people who draw on care and support and carers, and staff to decide what changes to make. This is known as co-production. 

What is co-production?
In their Vision for Coproduction, the Association of Directors of Adult Social Services describes co-production as:
“a way of working where people come together as equals to share ideas, make decisions and create things that work for everyone.
This can include people who draw on care and support, carers and people who work in social care. It’s based on the ideas that those who access a service are best placed to design it”.

Resh Patel - the Lived Experience Steering Group Co-Chair of this project - further explains coproduction as follows:
“For me personally, coproduction means having different stakeholders having different opinions, from different services all coming together with a diverse range of people with lived experience. All having with the vested interest in improving services and systems for people with lived experience when accessing and recovering services.”   

[image: Shape]How has co-production helped? 
Walsall Council Adult Social Care is serious about co-production. In August 2024, they worked with West Midlands Association of Directors for Adult Social Services (WM-ADASS) to recruit a permanent Co-production Lead. 

The Co-Production Lead started in January 2025. They support staff and helps people with lived experience get involved with shaping social care services that people want to see. Together with the WM-ADASS Associate Lived Experience Co-Production Lead, they’re making co-production a normal part of improving how things are done. 

The WM-ADASS Associate Lived Experience Co-Production Lead is an external facilitator who helps create safe, equal spaces for people to share ideas and lead change. They used the WM-ADASS recipe for co-production tool to support co-production on this project. That tool was developed with people who draw on care and support, carers, commissioners and Principal Social Workers within the West Midlands region. 

[image: Shape]How have people with lived experience and staff been involved? 
The project used flexible ways to involve Lived Experience and staff of different levels of seniority. Some worked together to make decisions, others gave feedback. Below are three examples of how people were involved. Each example shows different elements of the Peoplehub Spectrum of Participation (see image below). 
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This spectrum shows the various useful ways that people can be invited to input ideas and perspectives to organisations. Crucially it also shows how co-production differs and is distinct from other types of participation.  [image: Shape]

“We’re delighted that the Spectrum of Participation is being used across Walsall to support the embedding of strategic co-production. Good effective relationships between people and organisations rely on transparency and honesty about what is open to change, what isn’t, and how much influence in decision making is able to be offered to people working with or alongside an organisation. Peoplehub created the Spectrum to help clarify the different types of participation, and to support people and organisations to understand and identify the degree of influence that is being offered in any work together. We’re proud that the Spectrum has been instrumental in supporting Walsall with this understanding and look forward to seeing the impact of their work. 
Quote from Director of Peoplehub 


Example 1: Setting Up the Steering Group 
IMPACT provided a Strategic Improvement Coach to help Walsall Adult Social Care use evidence and co-production to improve services. The Coach’s role was to help staff by: 
· Using evidence to guide improvements. 
· Bringing together insights from people who draw on care and support, carers, staff and research. 
· Building confidence in co-production—working together with the community and staff to design changes that matter, while keeping services running well. 
· Linking up related work in health and social care to avoid duplication and make a bigger impact. 

The Coach met with staff and community members to understand needs and explain the project. These early meetings helped build trust and shared understanding. 
In November 2024, the Coach invited people with Lived Experience, social workers, and senior staff to form a group. They built their knowledge skills and confidence about co-production and agreed to work together as equals. 

By December 2024, based on evidence shared by the Coach, the group became a Steering Group with a focus on deciding what the project should focus on and then making sure it made the improvements that were jointly agreed. Initial invitations to the Steering Group went to four Lived Experience members (two Walsall-based, two West Midlands-based), five Social Workers, the Principal Social Worker and the Head of Service for the teams involved in the planned changes. The group co-produced a shared agreement on how to work together, and they continue to guide the project. 

“It is very important to me to use the negative experiences I encountered as a foundation for developing improvements to services. I have been involved in several service improvement projects in the past that have been largely unsuccessful in making significant change…[In the Steering Group] everyone seemed enthusiastic and spoke freely without interruption. No issues of status or domineering individuals. Everyone seemed focused on achieving improvements connected to their own experiences. The meeting felt interesting, encouraging and rewarding. I contributed without feeling anxious and felt listened to.” 	Comment by Lorraine Mighty (Employee Equality, Inclusion and Wellbeing): Two quotes from Richard merged together. This first part of the quote was originally in example 3.

Richard Przybylko, Lived Experience Steering Group Member[image: Shape]


Example 2: Creating a Theory of Change 
A Theory of Change is a plan that shows what needs to change and how. 
The Steering Group helped create this plan by sharing ideas from research, lived experience, and professional knowledge. They voted on priorities and chose four key areas to focus on. 

They held a workshop to talk about what’s already working well and used those strengths to set realistic goals. The Coach helped summarise the ideas and supported the group in finalising the plan. 

The group also chose who would lead each part of the work, including: 
· Co-production with over 65s 
· Staff development 
· Adopting a named social worker approach 
· Better links between carers’ and older people’s needs assessments 
· Improving systems and communication 

This process took four months and involved: 
· Welcoming different ideas 
· Giving everyone time to think and reflect 
· Making decisions together 

The result of giving their time and ideas, and shared decision-making, is a strong plan that will guide everyone involved in making the improvements as the project moves ahead. Lived Experience members were involved in identifying the priorities collaboratively, co-designing the project approach from the outset, and are now supporting the delivery of this work. This is an example of strategic co-production. 

“It took me a little while to get my head around the theory of change, but I understood the process by the time we got to the end and had a roadmap what the council should do next and had to progress. I feel that theory of change allowed everyone to have a voice in the planning of future long-term outcomes and goals.” 

Resh Patel, Lived Experience Steering Group Co-Chair 
 


Example 3: Getting More People Involved 
The co-production workstream leads used different ways to reach out and involve more people with lived experience: 
· Researching what is happening in the community 
· Talking to local organisations and centres 
· Using feedback from complaints 
· Creating posters and information sheets (with help from Lived Experience members) 
· Visiting centres to ask for views on staff training plans 

When developing surveys related to the staff training plans, we started with an online only version. Listening to guidance from staff at the community centres we visited, we created paper copies for completion. This improved the accessibility of the survey. Ninety percent of the 20 surveys we received from people with lived experience were completed on paper copies. 

Based on feedback from the community members completing those surveys we changed the term “older people” to “over 65s”. They also shared what they wanted staff to understand and how they wanted staff to support them. This information has helped to co-design staff training.

When co-producing we want participants to feel valued. We have used tools like doodle polls to schedule meetings inclusively. When people said they preferred in-person meetings the Coach made those changes. IMPACT also had a modest project budget and an involvement payments policy which ensured that Lived Experience members of the Steering Group could receive a payment for their contributions. The Co-Production Lead for Walsall has also developed a reimbursement policy and process for Walsall Adult Social Care, so contributions will continue to be valued after IMPACT’s involvement. 
People involved said they are learning a lot and feel their voices are being heard. Recruitment for more lived experience members is ongoing, and co-production lessons from this project are being used to support other improvement work across Adult Social Care. 

“Going out and speaking to people face to face was crucial to the engagement for the SWOP project. Not only was it valuable to get feedback from the people this project directly involves, but it was also good to hear people’s stories and connect with them on a human level. We were able to listen to their asks and adapt our ways of working with them, alongside how we addressed them in the project (over 65s). I think it is so important to include individuals in work such as this as it creates an environment of authenticity. It brings added value to the work that we are trying to achieve, whilst also developing those much needed professional relationships. I’ve really enjoyed working on this project and I look forward to being positively influenced by individuals in my future work.” 

Lisa-Kay Waite, Coproduction Lead, Walsall Adult Social Care 


What have we learned? 
· Co-production works best when there’s time to build trust, good facilitation, and a shared commitment to making things better. 
· Having a Co-Production Lead has helped embed co-production across Walsall’s adult social care. 
· The project shows how co-production can lead to real changes in systems, processes, and culture. This way of working is now normal for this project! 

Next Steps 
· Relationships between staff and lived experience members are growing, and people are gaining new skills. 
· New Health partners including Walsall Together and Primary Care Networks have joined the Steering Group. 
· Monthly meetings will continue until March 2026 to support the next phase. 
· Training for staff is planned for September, October, and January and will be co-facilitated with Lived Experience members 
· Evaluation tools are being developed to measure impact. 
· Plans are underway to share what’s been learned locally and beyond. 

“Working in this way has created an effective feedback loop for social workers, highlighting that their practice is never in isolation but rooted in co-production. The SWOP project has shown the value of collaborating with individuals, encouraged open-mindedness and care and support shaped by genuine partnerships rather than assumptions. Coming together to find shared solutions has built trust and ensured that every solution is shared, meaningful and rooted in lived experience. It has been a privilege to see confidence and ownership develop to the point of the steering group being co-chaired by someone with lived experience. We have learnt the value of co-production which will inspire the development of this approach across adult social care.”

Seanna Lassetter, Principal Social Worker, Walsall Adult Social Care
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