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Introduction

Since the Kerslake review was published in December 2014, Birmingham City Council has made 
a number of steps towards modernising and improving the way in which it delivers outcomes for 
local residents. This journey has included significant challenges in addition to notable successes, 
and the purpose of this report is to provide an honest self-assessment of the Council’s current 
position alongside a timeline documentary of the key aspects of journey so far to provide context 
for the Council’s starting point prior to and at the point of the Kerslake Review, and for how the 
changes now planned fit into the Council’s overall improvement journey.
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KEY FOCUS AREAS FOR IMPROVEMENT



Key focus areas for improvement
Adult Social Care
In early 2017, the Council’s Adult Social Care Service was in serious financial difficulty, was 
underperforming in critical areas and was not driving through the improvements it badly needed. 
Partnership working was not developed, especially with Health, and the overall situation resulted 
in the service consistently ranking among the lowest performing in the country.

Since then, significant work has taken place to improve the service, promote independence and 
support people to live within their community, and thereby improve their quality of life. This work 
has included working more closely with partners to develop an overall approach that is customer-
focused, introducing new ways of working that build on people’s strengths and providing them 
with choice over their care to enable them to live independently as far as possible. The early 
signs of improvement through these efforts are now coming through.

The Council and its partners have acknowledged the history of poor partnership working in the 
city around health and social care, which were highlighted in the recent local system review by 
the Care Quality Commission. In response, a new drive for improvement has been started 
through the Ageing Well programme, which will introduce a new model of care that will enable 
greater independence for vulnerable adults, improving outcomes for them and their families and 
carers.
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In April 2014, Children’s Services had been rated Inadequate in all areas inspected for the second time in two 
years. The service was led by its third Director in the same period of time and Lord Warner had recently been 
appointed as Commissioner for Children’s Social Care. In this context, the service embarked upon a three year 
improvement plan, focused on initially on stabilising the service, then getting the basics right, and finally on 
consolidation and new ways of working. During this period the service faced further sizeable changes through 
two successive Social Care Commissioners and, most significantly, the creation of the Children’s Trust in May 
2016. The impact of this work began to be seen in September 2016, when Ofsted rated the service as Requires 
Improvement for 3 out of the 5 areas inspected, although the service remained judged as Inadequate overall. 

Since its establishment, the Trust has kept a clear focus on getting the basics right. This includes strong 
governance arrangements through the Trust Board, reducing the number of agency staff and turnover of 
permanent staff (now at 10%), and introducing a development programme for practice leaders to improve social 
work practice. In their most recent inspection Ofsted rated the service as Requires Improvement, which means 
that for the first time in more than a decade it has moved away from being Inadequate. As the Minister noted in 
his letter to the Leader, this is just the start and there are a number of areas where further improvements are 
needed. The consistent upwards trajectory in this area, however, should be celebrated, and with the Council 
recently appointing its first permanent dedicated Director of Children’s Services in 5 years, the service is now 
on a stable platform from which to continue its improvement journey.
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Key focus areas for improvement
Children’s Social Care



The industrial relations issues surrounding the Council’s waste service are historic and well 
known. The situation continues to affect services and service users, and this is an area of 
significant challenge for the Council. In February 2019, Cabinet agreed to pursue legal action 
against the Unite and UNISON Unions on the basis of unlawful real and proposed industrial 
action. This represents the most serious action pursued by the political and managerial 
leadership of the Council to address longstanding issues relating to industrial relations in this 
area.

Alongside these challenges, the service has been on an improvement journey for the last two 
years. Work in this area has focused on a number of areas performance monitoring through 
improved data collection and attempts to build closer working relationships with Trade Unions 
through a Joint Service Improvement Board.

This situation, however, remains difficult and challenging. The dispute is ongoing and the form of 
and timescales for any resolution are unclear.
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Key focus areas for improvement
Waste Services



Homelessness continues to be a significant issue in Birmingham. The impact of welfare reform 
continues to be felt by individuals and households across the city and the number of rough sleepers 
and households in temporary accommodation has continued to increase. In the short term the 
Council is repurposing high-rise blocks into temporary accommodation in order to accommodate the 
additional demand and has taken targeted action to reduce B&B use, working with the Homelessness 
Partnership Board to do so.

At a strategic level, the Council is responding to these challenges by adopting a whole-system, 
collaborative approach based on commissioning positive pathways and integrated provision. This 
work, which is taking place over two phases, is underway and will shift activity towards supporting 
households across the life course, preventing crises and delivering an inclusive service for all 
affected groups, households and circumstances.

This work is beginning to demonstrate positive impact, with reductions in the rate at which families 
are placed into temporary accommodation and reduction in the number of households in B&B 
accommodation. The first tenancies under Housing First have been created and early impressions of 
engagement with health partners has been positive. Difficulties and challenges remain, however. 
Demand size and complexity continues to increase and the shortage of properties available in the 
private-rented sector to discharge the Council’s duties persists.

PAGE 7

Key focus areas for improvement
Homelessness



SEND
We recognise that in their current guise our SEND services are not fit for purpose for a 21st Century 
Council in a forward thinking city and that they do not allow us to maximise the potential for local 
residents as set out in the Children and Families Act 2014. We also recognise that new ways of working 
must enable us to deliver better value-for-money services that are both more able to meet child and 
parental need, but also deliver more flexible, innovative and impactful educational, health and care 
provision and support for children and families. 

The new partnership approaches that are emerging on the back of the Joint Area Review, and in 
particular our closer working with health commissioners and providers is the bedrock on which 
Birmingham will drive change at pace in this critical area of our work. Reinforcing this, the recent Ofsted 
report, and subsequent written statement of action gives the Council and its partners a clear, 
unambiguous blueprint for delivering this change. Paramount in achieving sustainable change for the 
city’s children, young people and families will be genuine co-production with children and carers in 
changing service approach; stronger financial and resource control to ensure value for money for all the 
city’s children; and better communications with parent, carers and children about Birmingham’s local 
offer.

Running through all of the above and critical to success in the long term, will be a genuine cross 
partner approach between Education, Social Care and Health Commissioning partners alongside a 
renewed commitment to identify and deal successfully with need at a much earlier stage in a child’s life.
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Key focus areas for improvement
Children with Special Educational Needs



Enabling improvement across the Council
Digital and Customer Services
The Council’s customer services and some of its key back-office functions have undergone significant 
change over the last five years that have transformed performance and improved the experience of 
residents when dealing with the Council. In 2014, provision of IT services, Revenues & Benefits and the 
contact centre were all outsourced and this model had resulted in high-cost, low quality services. The 
contract was inflexible, which resulted in limited scope for change, modernisation and improvement. 

To enable modernisation and improvement, the Council took the decision to in-source these services 
and so far the contact centre and revenues service have been brought back in-house, with IT services 
due to follow. Since its in-sourcing, the contact centre has expanded the range of services offered, 
introduced a ‘one and done’ approach to improve customer experience, and has shifted a sizeable level 
of demand to online services. This includes online school admissions, introduction of the online BRUM 
Account, and a re-design of the Council website. 

These improvements have resulted in 98% of school admission applications being submitted online, 
which in addition to improved customer experience has increased call answer rates through releasing 
additional capacity; improved income generation and debt recovery through the ‘one and done’ 
approach; and an internationally recognised, award-winning website. Since transfer the level of 
satisfaction reported by citizens on services delivered within the contact centre has increased by 21%.
The revenues and benefits service has improved performance reporting, introduced management 
training and development to stabilise the workforce, and put in place new policies in key areas. The 
focus continues to be on getting the basics right and building from this base to an excellent customer 
experience.
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THE COUNCIL’S JOURNEY SINCE THE 
KERSLAKE REVIEW



Birmingham is an aspirational city to grow up in
Children’s Social Care (1)
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March/
April 
2014

Lord Warner appointed 
as Commissioner for 
Children’s Services

April 
2015

Recent history of 
inadequate leadership

Year 1: stabilisation
Focus on: 
- Embedding Senior 

Management Team
- Stabilising structure, 

procedures and workforce 
(from c.26% churn)

- Focus on social work 
performance, recruitment drive, 
£31.7m p.a. investment (2014)

April 
2016

Year 2: getting the basics right
Focus on: 
- Practice improvement
- Reducing caseloads

Peer learning with 
Essex County 
Council

Year 3: consolidation & new ways 
of working
Focus on: 
- Testing other ways of working, 

including alternative delivery 
models, outsourcing

Children’s Services rated 
Inadequate by Ofsted in all 
three areas rated

May 2016: Move to 
Children’s Trust 
announced

September 2016: Children’s Services 
rated Requires  Improvement  for 3/5 
areas rated (remains  Inadequate 
overall)

Jan2015: BIIP 
announced

December 2015: Andrew Christie 
appointed as replacement Children’s 
Social Care Commissioner

November 2016: Dave Hill replaces 
Andrew Christie as Children’s Social 
Care Commissioner

April 
2017
April 
2017

Additional capacity provided by DfE to assist 
with Trust set up – no interference with 
improvement journey

May 2017: Andy Couldrick 
appointed CEX of Children’s 
Trust

Plan for shadow  year 
prior to ‘go live’

April 
2018

Children’s Trust becomes 
operationally independent 
from Birmingham City Council

Year 5:
Focus on:
- Reducing agency staffing
- Consistent, persistent 

improvement

Ofsted self-assessment ‘among 
the best they’ve ever seen’

Year 4:
Focus on:

April 
2019
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Pre-
2014

School improvement advisor numbers reduced 
from 100 to 8 for more than 400 schools as a 
result of central government funding reductions

April 
2014

Trojan Horse letter 
received

September 2014: Mike 
Tomlinson appointed Education 
Commissioner

April 
2015

Birmingham Education 
Partnership (BEP) created

April 
2016

April 
2017

Jan2015: BIIP 
announced

- 67 Children’s Centres provided by BCC, 
Schools and VCS – loose commissioning 
arrangements

- 27 maintained nursery schools (14 Council-run 
day nurseries)

- Inconsistent practice across city
- Aggregated nursery and children’s centre 

provision

Social care investment results in 
£17.1m savings target for Early Years 
(from c.£29m total budget)

People directorate split into Children and Adults 
(includes split of Commissioning Centre of Excellence)
- Children’s Commissioning Team moved to Trust
- Adults Commissioning Team moved to Adults’ Services

Early Years re-commissioning led by 
Adults’ Commissioning Team
- Dec 2016-Mar 2017: Procurement 
process completed

Single contract awarded
- BCHT lead provider in partnership with Barnardo’s, 

Spurgeon’s, St Paul’s & Springfield – two national 
organisations and two local organisations

- April 2017-Jan 2018: Transition period

Savings target achieved through 
integrated Public Health (Health 
Visitors) and Early Years offer

Trojan horse 
investigations published

Review of Early Years Services 
instigated to deliver improvement 
and efficiency

BEP commissioned to do 
school improvement

Birmingham is an aspirational city to grow up in
Education & Skills (1)

No trading model in Birmingham

April 
2018

April 
2019

Jan 2018: ‘Go live’ for new Early Years contract
- Integrated health visitors and needs-targeted children’s centres
- 22 hubs & 19 outreach sites
- Consistent service across city with choice of access point
- Disaggregated nursery and Children’s Centre provision

Children’s Centres Staff TUPE 
negotiations ongoing



Birmingham is an aspirational city to grow up in
Looking to the future
Birmingham’s sizeable and diverse youth population is a source of energy and strength for the city. 
However, Birmingham’s young people face a number of significant hurdles in reaching their full 
potential. Child poverty levels are amongst the highest in the country, child death rates are high, 
childhood obesity affects many young people in the city and school attainment remains below the 
national average. The Council has taken on Board the findings of the recent SEND report by Ofsted 
and the CQC, and recognises the need to radically improve the support that young people, especially 
those who are vulnerable, receive. 

The focus for improvement and modernisation will primarily relate to system and culture change that 
drives choice and control for parents and children. This more integrated approach puts collaboration 
and partnership working at the heart of how the council will work with young people and their families, 
especially in relation to early intervention and prevention. Additionally, the Council is at the early stages 
of developing a more collaborative approach across the school estate to develop a city-wide narrative 
and agree a set of shared priorities.

This model needs to be underpinned by a modern approach to insight and intelligence that drives 
evidence-based decision making and places the customer at the centre. The service is continuing to 
build closer links with other areas and enabling functions within the council to develop this approach, 
which will be key to tackling the major challenges facing the city’s children and young people and is a 
critical part of the Council’s strategy for making Birmingham an aspirational city to grow up in.

PAGE 13



Birmingham is a fulfilling city to age well in
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April 
2017

April 
2018

April 
2019

Pre-
2017

Directorate Vision and 
Strategy Developed

February 2019: Neighbourhood 
Networks service due to be launched

Integrated carers support 
service due to go live

April 
2020

Partnership working 
improvements evidenced 
through reduced DTOCs

One of lowest performing areas for 
Delayed Transfers of Care in the 
country for 5 years

Partnership working not developed, 
especially with Health

Traditional delivery model, 
including day centres and 
Adult Training Centres

£58m overspend in budget;
£23m savings programme not 
delivering

Case for community-based 
approach taken to STP

Vision agreed by 
Council

Improvement and 
Business Plan 
Published Family Group Conferencing 

introduced

Phase 2  of the Customer Journey  due to be fully 
implemented
- Full implementation of the locality model
- Full implementation of  the Three Conversations 

strengths / asset-based approach

Sustained evidence of 
improving budget oversight 
and delivery of savings

Local Area Coordination due 
to be launched 

April 
2021

Long term funding 
arrangements for 
Neighbourhood Networks 
agreed

Market shaping and 
development for day 
opportunities and 
employment

Continued partnership working focused 
on improving DTOCs, opportunities for 
integrated commissioning (including 
Transitions)

Review and stabilisation 
of change programme

Personalised Support initiative 
launched through Direct Payments Ageing Well 

programme & 
work with Newton 
launched 

Birmingham.connecttosupport.org launched

Phase 1 of the Customer Journey Implemented
- Frontline team reorganised into locality teams
- Phase 1 launch of the Three Conversations 

strengths/ asset-based approach

Adult Social care and Health 
Change Programme launched

Adult social care 
Commissioning Strategy 
approved by Cabinet

New quality/price framework for 
care homes/supported living

New quality/price framework 
for home support



Birmingham is a fulfilling city to age well in
Looking to the future

Working closely with partners to promote independence is the core of the Council’s and the city’s 
approach to supporting vulnerable adults. Central to this approach is the strengths-based, three 
conversations model which emphasises supporting individuals to remain living within their 
communities as far as possible. 

A full programme of work is underway in the council’s adult social care service to transition to this 
model. The work includes redesigning the customer journey, developing neighbourhood networks 
and developing and shaping the market for day opportunities and employment for vulnerable 
adults. This work is progressing at pace, with a number of key milestones expected in 2019 and 
beyond, as outlined in the timeline.

In addition to its internal modernisation programme for adult social care, the Council is taking a 
leading role within the STP through the Ageing Well programme, working with Newton Europe. 
This work seeks to reduce the number of service users who require longer-term residential care 
through a new model due to be prototyped in April 2019 before completing the wider rollout by 
the end of the year.
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Birmingham is an entrepreneurial city to learn, work and invest in
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Pre-
2014

April
2014

April 
2015

Jan2015: BIIP 
announced

April 
2016

April 
2017

April 
2018

April 
2019

Birmingham Development Plan adopted, with priority focus on:
- Delivering 51,000 new homes by 2031
- £4bn investment infrastructure
- Release of c.700 hectares of Green Belt land (largest in 

Core Cities group)
- Birmingham Municipal Housing Trust (BHMT) programme 

Operating model developed and 
priorities confirmed, including
- HS2
- Peddimore
- Langley Housing 

Development
- Smithfield

City Centre Enterprise Zone –
Launched 2012:
unlocking potential of Big City 
Plan 40,000 jobs, 1.385 sqm of 
new floorspace, £2.2BN private 
sector investment

Paradise work commenced 2015
A key regeneration project for the City

Masterplan launched 2016
Birmingham Smithfield 

InReach launched
Lendlease announced
Development partner 
with Smithfield

InReach completed 
1st development,
PRS market, 
Embankment is a 
purpose built 92 
apartments

New Street Metro 
extension completed

Curzon Investment 
Plan agreed with HMG

Athletes Village £185m 
investment secured from 
Government and West 
Midlands Combined 
Authority towards site 
assembly and 
development. 

Council adopts 
Property Strategy 
2018/19  to 2023/24

Birmingham  
Connected  20 years 
Transport Strategy

Birmingham 
Development Plan 
adopted – Overarching 
Strategy for growth

In 2018 BMHT 
achieved a 
significant 
milestone in 
delivering 3,000 
homes since the 
programme 
began

Outline planning 
application for 
Peddimore submitted 
in  2019

Commonwealth 
Games awarded to 
Birmingham 2017



We will focus on creating a ‘virtuous circle’ whereby learners are supported to develop the skills and 
behaviours that will equip them to succeed in the future workforce, and at the same time businesses 
and learning settings will invest in children and young people to ensure that they are provided with high 
quality guidance and support, and the right skills to succeed. The upcoming Commonwealth Games, 
combined with the significant inward investment programme on-going across the city, provide the 
opportunities we need to create and sustain this ‘virtuous circle’.  

The council’s new role at the centre of partnership working, and as a broker and influencer of change, 
will be central to this. Both in doing this and as the country’s youngest big city we will capitalise on our 
children and young people as perhaps our greatest ‘natural asset’. 
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Birmingham is an entrepreneurial city to learn, work and invest in
Looking to the future



Birmingham is a great city to live in
The Council has celebrated some important achievements alongside experiencing sizeable challenges 
in relation to its work in making Birmingham a great city to live in. As discussed previously, specific and 
significant issues exist in relation to the industrial relations aspect of waste services and this is an 
ongoing challenge.

Homelessness and housing provision continues to pose challenges for the Council and the city and the 
Council is taking action strategically and in the short term to address this. Further details of these 
activities are discussed earlier in this report in the Council’s Current Position section.

An important area of recent achievement for the Council has been the creation of a Clean Air Zone in 
the city. Air quality is a national issue and is particularly relevant for Birmingham, where poor air quality 
is responsible for an estimated 900 premature deaths per year. The case for the new zone was 
approved by Cabinet in December 2018 and is now moving to implementation.

With regard to supporting and strengthening communities, the Council’s work through Prevent is 
recognised nationally as an example of excellent practice. The improvement journey in this area has 
been built on strong partnership working, both locally and nationally, and on honest, brave engagement 
with Birmingham’s communities. The Council is continuing to seek ways to improve its Prevent work, 
including developing more capability and support through the Community Safety Partnership.
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Enabling the Council to deliver its priorities
Digital and Customer Services
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April
2014

April 
2015

Jan2015: BIIP 
announced

April 
2016

April 
2017

April 
2018

One & Done pilot results in:
- Increased customer satisfaction by 4%
- 16% reduction in hand-offs to back-office
- Improved income generation
- Improved debt recovery
- Reduced repeat calls by one third

Impact of CIAS improvements begin to show:
- Increase in online applications for school 

admissions from 80% to 98%
- Increased call answer rate to 61% from 48% in 

previous year for that 1 week peak, otherwise 
over 90%

- Received of UnAward for best use of email

New birmingham.gov.uk 
website launched

Provision of IT services, contact centre 
and Revenue & Benefits services all 
outsourced. This model resulted in 
high-cost, low-quality services, with 
limited scope for the Council to adapt, 
modernise or improve services within 
the constraints of the contracts

6-month One and Done 
pilot introduced

Revenues service in-sourced
- No Head of Service
- ‘high end’ recovery, but no normal 

proactive collection
- Lack of staff awareness on 

performance
- Weak external relationships

Children’s Information 
and Advice Service 
transferred into contact 
centre

Benefits service:
- Risk of ‘LA error’ subsidy penalty for 2016-17
- Gaps in performance management
- Resource gaps filled by outsourcing contracts
- No DHP policy in place

Housing Options 
calls transferred

Improvements to website recognised:
- Achieved Honoree status  in Webby Awards (International)
- Winner of public vote and Gold status in Lovie Awards (33 

countries)
- Plain English Campaign Website Award

Contact centre in-sourced

April 
2019

BRUM Account 
launched

Benefits service:
- ‘LA error’ subsidy penalties saved
- 17 new staff replaced outsourcing contract
- Sharing of performance progress with staff
- New DHP policy in place
- Processing new claims in 12 days, 

changes in circumstance in 4.5 days

Revenues Service:
- Improved performance reporting
- Management development and training in 

place
- NDR growth of £6.5m RV
- Improved partnerships with suppliers and 

other stakeholders
- Monthly rolling Single Person Discount 

reviews in place



Digital and Customer Services
The Council is on a journey to modernise its customer services and technology infrastructure, 
and this is set to continue. Building on the successful launch of the BRUM account, more 
services will be brought into the online platform, which will improve the customer experience as 
well as result in greater efficiency. Alongside this, the planned insourcing of IT services will 
enable wider improvements to the Council’s technology infrastructure and link closely to our 
Workforce Strategy, enabling a modern, flexible working environment. 

Evidence- and insight- driven decisions and work practices are increasingly becoming central to 
the way the Council needs to work, and robust data governance is essential in underpinning this 
way of working. The Council’s Information Management strategy, beginning in 2019-20 will 
ensure that we collect, use and manage data in a way that delivers business need whilst 
respecting the rights of customers and citizens.

The ‘One Council’ approach, which is designed to bring together our services around the needs 
of our citizens and communities, will continue to take effect as we look to consolidate our 
transport and other services. As a key enabling function, Digital and Customer Services will 
continue to support this journey.
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Over the past year the Council has overhauled its performance management framework, introducing a 
new KPI set and benchmarking performance across key areas against Core Cities and national figures. 
This has resulted in a greater focus and depth of discussion at management team meetings. The Council 
recognises that the quality of critique and challenge around performance needs to improve; to drive this 
forward at pace, a series of regular validation meetings have been introduced between the Performance & 
Insight Team and performance teams across the organisation. The purpose of these meetings is to 
introduce critique and challenge earlier in the process, in advance of Directorate Management Teams 
discussing and signing off submissions, and therefore lead to more informed and focused discussions 
around performance. Early signs are that it is resulting in a joined-up approach to performance across the 
Council and it is expected to result in improved quality of performance narratives. The first report 
produced using this approach went to Cabinet in March 2019.

Looking ahead, a set of principles that will underpin a new performance management approach have 
been agreed by the Council’s Management Team. These principles reflect discussions during the 
Performance ‘Tracer’ Session held with the BIIP in October 2018, and work is now taking place to develop 
these into an framework with a view to implementing this in combination with a refresh of the Council Plan 
Indicators in time for the start of the 2019-20 Financial Year. 
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Enabling the Council to deliver its priorities
Performance Management



Political, Managerial and System Leadership
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Pre-
2014

April
2014

April 
2015

April 
2016

April 
2017

April 
2018

April 
2019

Council’s political and managerial 
leadership included 1 female and 1 BME 
Cabinet Member, 1 female CMT member, 
and no BME representation at CMT

Leadership team now includes 5 
Female & 3 BME Cabinet Members;
4 Female (incl. CEX) & 1 BME CMT 
Members. Compared to 2012  team, no  
CMT members remain and only 3 
Cabinet  Members remain (Leader and 
Deputy Leader & Cllr Cotton)

Council-commissioned report completed 
on member-officer relationships and 
steps to improvement

Council commissions INLOGOV and NLGN to help 
bring learning from outside into ways of working and to 
facilitate culture change using an asset-based approach

4-year all-out election cycle introduced, 
which provides stability for decision making 
and enables more effective planning

Kerslake report recommended 
move to 3 Scrutiny committees

Jan2015: BIIP 
announced

Combining reflection on Kerslake report 
recommendations on Scrutiny system with 
constitutional arrangements – 5 Scrutiny 
committee system

May 2012: Albert 
Bore becomes 
Labour Leader after 
change in control

Mark Rogers appointed 
to replace Stephen 
Hughes as CEX

Feb 2017: Mark Rogers 
leaves BCC

Stella Manzie appointed 
as interim CEX

John Clancy resigns 
as Leader

Ian Ward appointed 
as Leader

Dec 2015: John Clancy 
replaces Albert Bore as leader

Dawn Baxendale appointed as 
CEX on a permanent basis

Scrutiny system comprised 
of 10 district committees


