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Introduction
iMPOWER has worked as a delivery partner with Bristol City Council on its ‘Better Lives’
transformation programme since October 2017. The programme is introducing a new demand
management approach to adult social care to improve outcomes for service users and at the same
time reduce costs.
We have used Trajectory Management to address two of the main challenges when introducing
demand-led change: how to ensure successful delivery of the programme; and how to show that
better outcomes have been achieved. Providing evidence of the results of demand management is
challenging as the impacts are often felt far from the point of change or intervention. Our Trajectory
Management approach shines a light, helping to deliver sustainable change.

Programme impacts to date
• 9% reduction in number of people in nursing homes between October 2017 and March 2018.
Full year impact = £3 million saved
• 6% reduction in number of people in residential homes between October 2017 and March
2018. Full year impact = £1.2 million saved
• 25% increase in calls redirected to local community services by Care Direct, the adult social
care team within the council’s contact centre (the ‘front door’)
• 120% increase in telephone calls resolved by Care Direct, with calls requiring ‘no further
action’ more than doubling to 20% between October 2017 and March 2018
• 70% increase in planned reviews completed per month between January and March 2018
• 4% increase in home care capacity

“As programme sponsor, I am more
comfortable that I now have a strategic grip
on delivery of the programme. The richness
of insights and discussion across my
management team shows that the approach
is helping us to see things that we couldn’t
see before, allowing us to innovate and
problem solve to keep the programme on
track.”
Terry Dafter OBE
Interim Director Adult Social Care
Lead for Better Lives Programme, Bristol
City Council

EDGEWORK and Trajectory Management

What is EDGEWORK?
Public services can be effective, affordable and sustainable. The key to achieving this is
understanding and managing complexity. Often the vision outlined in councils’ business cases for
transformation projects cannot be delivered despite the right intentions. This is largely because
inappropriate management tools are applied: a traditional project management approach assumes
linear relationships between cause and effect. In complex systems such as social care, environmental
services, children’s services and health, this linear approach seldom delivers sustainable change. The
societal, moral, emotional and statutory environment influences organisations, staff and citizens in
different ways producing different outcomes.
This complexity demands new skills, new techniques and a new mindset. EDGEWORK is iMPOWER’s
answer to this challenge. It is our unique approach to solving complex problems. It is both our
philosophy and our methodology. It is:
•
•
•

a framework explaining how and why we see local public services differently
a set of unique Inventive Methods – our applied tools and techniques
a language to describe this approach.

EDGEWORK has five core elements, and there are around 30 Inventive Methods. Managing
Trajectory is a core element of EDGEWORK.
The most commonly used Inventive Methods for each element are shown below:

This paper focuses on the Managing Trajectory element of EDGEWORK and takes a detailed look at
the use of Primed Metrics.

What is Trajectory Management?
Trajectory Management provides a management overview of system performance and improvement
by developing and tracking a series of ‘Primed Metrics’. Rather than just counting inputs and
outputs, Primed Metrics capture outcomes and performance improvements over time to give a
better picture of how specific activity leads to outcomes. The Metrics are identified and agreed at
the start of a programme.
This approach moves beyond traditional reporting practice to include qualitative measures, including
improved outcomes for citizens and measures of staff engagement, as well as more traditional
measures such as cost and volume. Agreeing these measures involves skilled negotiation between
stakeholders with different priorities (eg finance departments and social care teams) to find
common ground and develop ownership.

Trajectory Management has enabled our partners in Bristol City Council to:
•

Evidence successful programme delivery

•

Prove the achievement of benefits

•

Change culture and behaviours

•

Engage and support Members

•

Provide corporate finance with greater confidence of delivery from the department

•

Engage frontline staff in changes that affect them

•

Drive further innovation

Trajectory Management is relevant throughout the programme lifecycle. It has four stages:
1. Setting an inclusive ambition
2. Developing a Primed Metrics tool
3. Embedding
4. Transfer to business as usual

Reframing the problem
Using Trajectory Management, Bristol City Council reframed their central problem in adult social
care.
Traditionally, change programme governance lacks information other than that related to individual
services and costs. Using a top-down savings target with delivery monitored through milestones and
traffic-light (red/amber/green) status reporting, it is only possible to look at data after the event.
This means that insight into any current situation is limited, which contributes to reactive rather
than strategic decision making. Since programme monitoring is of limited value, it is often reduced
to a box ticking exercise.
Governance challenges are particularly acute in demand management programmes, where savings
are by their very nature gradual, and can fluctuate upwards and downwards over the short term. As
a result, many councils still rely on anecdotal evidence to inform the design of interventions and to
determine whether transformational changes are having the positive effects intended.
In Bristol, introducing Trajectory Management enabled the combined delivery team to understand
where demand for services was coming from, who the key cohorts of service users were, and how
programme interventions could be deployed with a sharp focus to impact on outcomes and longterm costs. This led to a reframing of the problem once the team could properly understand some
of the underlying dynamics and complexity.

What did the combined delivery team do?
The team used a four-stage approach to Trajectory Management.

1. Setting an inclusive ambition
What is it?

Stakeholders across the system need to agree what success looks like so that
they can envisage and articulate what the end point is that they are all
working towards.

How do you do it?

Stakeholders need to agree a baseline of demand, cost and service data
from a range of different systems which should be cross-referenced.
Workshops should be held to set project goals using this baseline as well as
benchmarking and lessons learned from previous projects. Data should be
presented in a way which shows its relevance for day-to-day programme
management.

Why is it important?

An inclusive ambition gives stakeholders a sense of ownership and a
common goal. This enables prioritisation of efforts and ensures everyone is
pulling in the same direction.

2. Developing a Primed Metrics tool
What is it?

Primed Metrics capture outcomes and performance improvements, not just
inputs and outputs. They should support the purpose of the transformation
while also enabling and promoting managerial oversight.

How do you do it?

Key success measures which include the impact on service users and
demand are identified as well as financial savings. These measures might
include data sources never previously used. The indicators should be
presented in an engaging and easy to understand format.

Why is it important?

Active monitoring of Primed Metrics will enable the programme team to be
proactive in changing interventions or activities that are not delivering as
planned.

3. Embedding
What is it?

A structured and managed process for handing over at the end of a project.

How do you do it?

Trajectory Management is co-developed from the beginning and Primed
Metrics are gradually presented in more detail. The approach to converting
data into real insights and actions (the ‘so what?’) is also gradually handed
over.

Why is it important?

Ownership of the product by the service department enables deeper insight
and will ensure that knowledge is transferred.

4. Transfer to business as usual
What is it?

At this stage, the programme’s Primed Metrics will set the agenda rather
than being an item on the agenda, and will drive all discussions, actions and
decisions. Data feeds will become automated in council processes rather
than a manual monthly exercise.

How do you do it?

Embedding a Trajectory Management approach in the culture of a local
authority happens over time, as leaders become more familiar with it and
can see how the new data and insights enable them to make more informed
decisions. Embedding Trajectory Management operationally requires having
dedicated owners for both the data and for the approach itself.

Why is it important?

Moving to business as usual is critical to remove any long-term reliance on
external support, and to build capability and a lasting legacy within the
council.

Impact
By applying Trajectory Management with an inclusive ambition and Primed Metrics,
iMPOWER and Bristol City Council are delivering better outcomes for users of adult social
care services.
•

It is now possible to prove the positive impact the programme is having on outcomes
through tracking new data and insights. For example, by the end of March 2018 there were
21 fewer older people in residential beds than there would have been without interventions
with an associated saving of £890,000.

•

Culture, behaviours and conversations are changing. Leaders at all levels are managing the
department differently and having new conversations among themselves as well as with
wider stakeholders and service users. They now spot and address issues earlier, discuss and
agree actions, and invest further in positive results.

•

Political Members can clearly see and understand what their investment decisions are
aiming to deliver. They are better able to communicate to their peers and electorate the
purpose and outcomes that the service is trying to deliver.

•

The corporate finance team has greater confidence that the programme will deliver. They
can see clear links between the work on the ground and expected shifts in demand and cost.
They are included in regular updates and are therefore able to influence the actions being
taken to address identified issues.

•

Engagement with operational staff has improved, in terms of understanding, buy in and
accountability at all levels. Everyone from front line staff to project leads can clearly see and
understand how their contribution matters to the programme, and to the service as a whole.
This has led to staff suggesting their own service interventions which have then been fed
upwards to the wider programme.

•

Primed Metrics are providing new insights that were not previously visible. This is leading to
problems and opportunities being identified earlier, and innovation happening more quickly,
positively affecting the change journey.

“Trajectory management has enabled us to link the
strategic goals of the programme to operational
activity at a service and a team level. It is much
more than just a monthly report, but a whole
process and a commitment to discuss the data on a
monthly basis, and understand what it is telling us.
This has led to rapid innovation and problem solving
to ensure delivery success. It has also helped
provide a narrative for frontline staff which has
helped them engage positively with the programme
and increased morale.”
Stephen Beet
Head of Service Adults Care & Support and
Professional Lead for Better Lives Programme

“It has been critical to bring together
financial information as part of the monthly
reporting cycle and performance data, so
that the impact of positive as well as adverse
projections against plan are fully
understood. Enhancing financial forecasting
with performance data brings alive the
information to report readers, not just in
corporate finance but more importantly for
elected members, who now understand the
financial challenges faced by Adult Social
Care and the how the programme intends to
address them.”
Neil Sinclair
Interim Finance Business Partner

Conclusion
Successful delivery of demand management – and demonstrating its impact – is complex and
requires an approach which is grounded in an understanding of more than just demand and cost.
Primed Metrics underpin the importance of outcomes and impacts. Setting an inclusive ambition
means that the myriad parts of the complex system share a common goal.
The Better Lives programme in Bristol shows that this complexity can be tackled successfully using
EDGEWORK and Trajectory Management. The approach fundamentally changes traditional forms of
management, away from the limitations of looking at service budgets and forecast spend to the use
of Primed Metrics which can be monitored in real time and therefore be used in strategic decision
making.

iMPOWER is not an off-the-shelf consultancy. We believe that the key to sustainable,
effective and affordable public service reform is understanding complexity. Since
2000, we have worked exclusively with public sector partners to tackle the most
complex social problems. By working at the interface, we have changed behaviours,
shaped public demand and proved that better outcomes cost less.
iMPOWER is now the country’s largest independent consultancy focusing on change
and transformation across all local public services. Our success stems from our
distinctive approach that combines insight, innovation, discovery and a genuine
commitment to better outcomes.
Find out more at impower.co.uk and follow us on Twitter @iMPOWERconsult

