
 

 

 

 

 

 

DEVELOPING AN ORGANISATION DEVELOPMENT PLAN 

 

INTRODUCTION 

 

1. A number of meetings have taken place to ascertain where partners think the MASH has got to in terms of its development and 

what needs to happen to build a resilient and sustainable organisation moving forward. What follows is a summary of findings and 

then some proposed actions to address areas for development. All agencies involved in the MASH have contributed to this piece of 

work and the findings are based on the views expressed by all, or the majority, of people spoken to. The findings set out in the first 

part of this document have informed the subsequent action plan and are prioritised according to the views of those interviewed. The 

whole plan would be delivered in the period up to 30th September 2013.  Nothing which has emerged from the interviews is 

untypical of an organisation which is at the forming/storming stage of its evolution and interviewees have all been really constructive 

and candid in their comments.  

 

2. The core OD components that will need to be addressed and integrated into the MASH OD Strategy and associated plans can be 

defined as follows: 

 

� Purpose – strategy, vision, values, objectives 

� People Factors – leadership, behaviours & skills  

� Place Factors – logistics, infrastructure 

� Systems/Processes – governance. information technology, communications, HR, finance  

� Performance – performance indicators, benefits realisation 



 

 

3. Addressing each of these follows a natural order which starts with effective and strategic leadership 

focussed on understanding, shaping and ultimately delivering the vision for the MASH. This is especially 

important in a model where there are a number of different organisations involved; each with their own ways of 

working and cultures.  The key to success will rely on Strategic Leaders, managers and teams having a strategic 

route map with clearly defined stages and phases that enable them to see where they fit and the role they do 

play, or should play, in creating a high performing culture.  

 

4. The MASH Strategic Leadership team is a virtual team and so  their respective management teams will need clarity of purpose 

across their services; being clear what the vision is, and what their part is in helping to realise their own and other  partners’ and 

strategic ambitions in order to achieve the potential created by the MASH. Early continued effort and focus on ensuring that the 

strategic purpose, vision, values, behaviours and objectives are clear will be essential in helping the rest of the Plan to be realised. 

 

5.   Leadership, management and workforce capability, capacity, skills and experience are enabling factors and so form the core 

component of the proposed OD strategy and plan. As an integrated and iterative process, this will involve examining any shifts in 

mindsets, actions, behaviours, culture and processes which will be required to deliver the quality and range of services expected. 

 

FINDINGS 

 

VISION AND STRATEGY 

 

6 a)  All partners recognised that steps had been taken to define a Vision for the MASH. However, everyone felt the time was 

right to revisit this and ensure that the Vision, and the strategy for achieving it, were meaningful and rooted in objectives which all 

partners could sign up to. In this way a shared vision would become integral to each organisation’s delivery plans and would help 

shape the scope and nature of the MASH in the medium to long-term. The question of whether there was clear defined Strategic 

Leadership which would ensure the Vision and Strategy were delivered was unanswered. Interviewees were clear about the need to 



 

explore how partnership could be maximised in this context, particularly to ensure that each organisation felt 

they were being treated as equal partners in developing the MASH, whilst being held to account for delivery of 

objectives. It was recognised that there would need to be clarity in identifying the objectives and actions which 

were appropriate for several agencies and those which were single agency.  A five year vision was the timeframe 

most people thought would be appropriate. 

b) No-one suggested that the Vision was, or should be, to create a single organisation but all partners are 

united in a common purpose and have unified ways of working wherever appropriate. All partners also expressed a need to be clear 

about what the MASH does and what it should or should not do moving forward (Remit and scope). As part of this there was a desire 

to understand each agency’s interpretation of their ‘Safeguarding’ responsibilities and approaches – broadly described as dealing 

with vulnerable people.  

 

VALUES AND CULTURE  

 

7 a)  Everyone commented very positively on how all staff located in the MASH were working together and how they shared 

a common purpose. The commitment and belief in helping vulnerable people is evident in word and action. A number of examples 

were provided to demonstrate the difference achieved by co-location which had allowed quick conversations to prevent escalation of 

issues and benefit both the customer and the services. These benefits were both in terms of efficiency and effectiveness. 

b)            Further team building and development of an appropriate culture, behaviours and values was seen as important to 

maximise ambitions for the MASH and ways of working which will build on current practice while making it more systematic and 

improving performance across all agencies without detriment to accountability. This element of an Organisation Development Plan 

was seen as crucial to deepen understanding of each organisation’s ways of working, and the challenges they face in order to support 

integration. 

c)   Steps have been taken to develop and enhance staff engagement, both in terms of the workplace/hygiene type issues, as 

well as finding the right events, meetings, and other communication tools necessary to help build staff commitment and understand 

and contribute to the direction of travel and overall MASH performance. The number of joint communications has increased to help 



 

ensure information is shared as widely and consistently as possible. There is still work to do to understand who 

needs to be involved in the flow of communication, particularly between different agencies.  

 

STYLE AND LEADERSHIP 

 

8. a)  Whilst the governance arrangements are well understood and thought to work well, it is recognised 

that each of the partner agencies does operate within a different framework and this can sometimes mean that objectives can conflict 

and the resolution of difference becomes important. Because relationships are positive many issues are being resolved relatively easily 

and speedily. However, there is a strong desire to describe and agree the values and behaviours which will be a feature of the MASH 

as it matures and grows.   

b) Because people are united by a clear sense of purpose and commitment there is a strong sense of joint problem solving and 

wanting the best outcome for the customer (vulnerable person). Managers on the ground in the MASH have found ways to address 

tactical issues which cross services and relationships are positive.  Some staff are taking slightly different approaches to information 

sharing irrespective of the policy/steer from their parent organisation and so information sharing protocols will need to be clarified to 

prevent misinterpretation or confusion and thereby prevent potential difficulty for the families involved. 

c) It has been fortunate that, so far, no decision has been necessary to deal with a significant difference of opinion between 

agencies. This means there has not yet been a need for any key decision to be taken by a Senior Manager in the MASH to override 

other decisions. All partners are clear that Social Care has the ultimate decision-making responsibility were it to be needed.  

d) The overwhelming message which came through was that the MASH would benefit significantly from having one clearly 

defined leader at Strategic level to lead and manage the development of the Partnership and ensure that its transition from a fragile 

partnership evolves into a robust and integrated delivery model. Also from an operational Leadership perspective (i.e. presence 

within the MASH) greater clarity is needed to help ensure accountabilities are clear and understood. Different people were identified 

as being the most ‘senior’ figure in the MASH but none of those identified felt that it was them, or that if it was, what that meant in 

reality, particularly when holding other agencies to account.  

 

  



 

STRUCTURE 

 

9. a) There are governance arrangements in place which are considered to be working well and provide 

proportionate support as the organisation evolves. It is considered that appropriate representatives attend 

meetings but that improvements could be made by all attendees following through on agreed actions in a timely 

manner, rather than a select few. This will also help the MASH gather pace, improve performance, help it 

become more embedded and so deliver the ambition. 

b) Each participating organisation has its own structure and hierarchy both in terms of reporting lines as well as decision making 

authority. There was some confusion and mis-understanding about who could take what decision and also what authority some staff 

had to tell others from a different agency what to do and when to do it.   As part of this some people felt it was worth exploring 

whether some policies and procedures could be rationalised to be appropriate for the MASH context rather than the parent 

organisation.   

c) As part of the work to ensure the structure of the organisation is viable and sustainable several people thought it would be 

valuable to be clearer about the activities which were likely to become part of the MASH set-up over the next couple of years  to 

inform development of systems and processes as well as map inter-dependencies moving forwards.                                                                                                                                                                                                   

 

 SYSTEMS 

 

10.  a) Since the Co-location communications were viewed as improving, both at a formal and informal level. Day to day 

experience is helping to shape what information needs to be shared with all staff and what is more service or agency specific. The 

Managers located in the MASH are meeting regularly which helps to determine what needs to be communicated and also what needs 

to be escalated to senior colleagues. 

b) One of the biggest challenges is the number and compatibility/ incompatibility of computer/ information systems which support 

different teams and agencies work. Some staff are working with paper based systems and others have a number of computerised 

systems they need to feed to provide management information for different purposes. In some cases where the same data is being 

captured by more than one agency there have been some occasions where confusion and interpretation of the next steps has been 



 

created by use of different language. The lack of systematic information sharing or clarity in process was cited by 

a significant minority of interviewees as a barrier to managing workloads and respective roles and 

responsibilities. A number of examples were given where workloads of some individuals and teams were 

excessive because it was unclear (from the referral process) where the cases should be picked up.  

c)  Work is underway to agree operating principles and a performance management framework for the whole 

MASH. This will be key in helping to shape ways of working and ensure the right information is being captured 

for individual or multi-agency purposes, and ensure that resources are deployed in priority areas. There is also a desire to ensure that 

information is captured in a timely and useful fashion so that it is only asked for once but able to be used many times. Everyone 

understood the challenge of achieving an appropriate balance between sharing and protecting highly confidential sensitive 

information appropriately.  

d) Specific clarity was requested around the role and capacity of SAPIT and the local teams in dealing with complaints and large 

scale investigations.  

 

 STAFF 

 

11. a)         Each organisation has determined the staff resources they consider necessary to be involved in the MASH, directly or 

indirectly. Some teams are finding these broadly acceptable but acknowledge that if the MASH grows in capability the resource will 

need to be reviewed and increased. For some agencies, particularly those involved in Adult Safeguarding there is already significant 

concern about roles and responsibilities, and capacity and capability. There is particular pressure to review and determine how 

referrals are dealt with, how decisions are made when referred to senior staff outside the MASH,  and how staff based in local teams, 

particularly those involved in investigations, are deployed. 

b) As the MASH evolves the need becomes greater to be clear with staff who feed into and out of the arrangement about what 

changes are being made or needed to ensure it is complementary to any change in their own area.  

c)  There was some concern expressed about the resources available to the MASH if the caseload continues to grow and the remit 

continues to expand. 

 



 

  

SKILLS 

 

12.a)   The combined capability of the MASH provides extensive and impressive experience in 

Safeguarding. What appears to be missing is a broad understanding of the skills available in each team and how 

they can complement, or possibly contradict, each other especially in an environment where there are different 

cultures and a different interpretation of what safeguarding is.  

b)  Each agency has its own policies and procedures as well as ways of addressing skills gaps. Some of this is probably inevitable 

given the different terms and conditions and ways of working but partners thought it was worth exploring whether this is the most 

effective way to achieve the best possible outcome and develop staff with the resources jointly available.   

c)  It may not be appropriate for all partners but there was a desire to understand what skills were necessary to be a Commissioner 

or provider within the MASH context. 



 

 

Purpose Challenge     Approach Method Timescale/ 

Lead 
Are the Vision and 

Strategy still fit for 

purpose and able to 

define high level 

objectives for the 

MASH and its 

principal partners? 

This Vision and 

Strategy need to 

articulate the Benefits 

of the MASH and a 

plan for the medium to 

long term. 

To determine whether 

the Vision and Strategy 

previously agreed for 

the MASH is still fit for 

purpose and consider 

any changes/ 

adjustments.  

 

To assess whether the 

Vision is appropriate 

for a five year 

timeframe.  

 

Clarity of the Vision 

exercise with senior staff 

to reflect and consider 

whether existing Vision 

and Strategy are fit for 

purpose.  

Does it fit the strategic 

ambition of all partners? Is 

it powerful enough? Is it 

easily understood? How 

will we ensure it is shared 

and understood? 

Can it be translated into 

To reflect on the current 

Vision and Strategy with 

wider management group 

leading to agreed action 

plan to support roll out 

and communication of 

the vision, strategy and 

high level objectives. 

 

 

 

By January 2013/ JM/ 

Strategic Partners 

 

 

 

 

 

 

 

 

 

 

 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
 

 

 

 

To consider how the 

Vision and Strategy 

can be translated into 

high level objectives 

for the Partnership as a 

whole as well as 

participating 

organisations. 

Is there a common 

view of the scope and 

remit of the MAASH 

now and for the 

future? 

To assess whether the 

Vision and Strategy is 

understood and  

embedded across the 

MASH  

common and individual 

organisation’s objectives? 

What has happened and is 

planned to communicate the 

Vision, Benefits and journey 

so far?  

Can managers and staff 

across partners articulate 

achievement to date and the 

next steps? 

Will the plan reduce waste 

and define acceptable 

levels of resource, risk, 

cost, and quality?  

Desktop exercise to 

analyse work so far. 

Workshops/ team 

meetings /focus groups to 

check current 

understanding and to 

discuss next steps to 

deliver the ambition and 

secure common 

understanding and 

purpose. 

 

 

 

 

 

 

 

Jan/Feb 2013 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
Culture 

 
 
 
 
 
 
 
 
 
 

To define the current 

and desired culture in 

the MASH 

Define current culture in 

the MASH (what’s it like 

to work here?) then agree 

a culture which will 

deliver the Vision and 

Strategy with pride and 

passion.  

What is the extent to 

which working practices 

will be integrated and 

aligned or complementary 

but not aligned? 

How do staff in the MASH 

describe the culture? How 

would they like it to be? 

How will staff satisfaction 

be measured? 

Teams to describe culture 

they think they work in 

and how they see it 

evolving. Can be done in 

normal team 

arrangements or 

workshops 

 

Ideas to be collated and 

reviewed 

By March 2013 

Team Leaders/ OD 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
Role clarity, 

Responsibilities 

 

 

To be clear how each 

organisation is 

contributing to the 

overall ambition for 

the MASH what the 

current remit and 

intended scope will 

cover, both across the 

MASH as well as its 

constituent parts  

To ensure roles and 

responsibilities are clear, 

both collectively and 

individually and ensure 

mutual dependencies are 

understood to maximise 

impact. 

Can each organisation 

describe how it sees the 

MASH developing and 

evolving? How can 

synergies be maximised? 

Facilitated session 

following clarity of the 

Vision and Strategy) to 

identify and assess the 

Direction of travel and 

commitment from each 

organisation. This may 

follow individual 

assessments of the 

benefits and dis-benefits 

of maintaining, reducing 

or growing MASH 

capacity. 

By March 2013 

OD/ Senior staff 

based in MASH 

Leadership  

 

To clarify  how 

Leadership is evident 

on a strategic, tactical 

and operational level 

basis to ensure the 

To ensure all partners 

challenge  and support 

each other to deliver the 

best possible outcomes.  

 

Discussion to review the 

effectiveness of the 

leadership arrangements 

particularly with a view 

to ensuring that there is 

OD/Strategic 

Leadership Group – 

January 2013  

 

 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
MASH delivers its 

Vision 

Do the governance and 

accountability 

arrangements provide 

appropriate and timely 

leadership at operational 

level? 

 

Are there clear lines of 

accountability and 

decision making powers 

for senior staff located in 

the MASH to support 

tough decisions as well as 

address any areas of 

conflict?  

clear accountability at 

strategic and operational 

level 

 

 

Meet to consider whether 

current arrangements in 

the MASH are adequate 

to provide sufficient day 

to day leadership in the 

event of conflict or 

difference in complex 

cases.  

 

 

 

 

 

 

March 2013 

Senior staff /SCC/ 

Police/ SSOTP 

Logistics, 

infrastructure 

 

To review 

arrangements to 

ensure they maximise 

Do the current 

arrangements help or 

hinder good partnership 

0.5 day workshop with 

senior staff based in the 

MASH to discuss and 

January 2013 

OD/ Senior staff 

based within the 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
potential for 

collaborative working. 

working? 

What needs to change? 

map opportunities and 

challenges to maximise 

potential. 

MASH 

Governance To review the 

governance 

arrangements at 

strategic, tactical and 

operational level  

To ensure governance 

arrangements, both 

collective and individual 

are clear and appropriate.  

Do current arrangements 

support effectively 

decision making at 

strategic, operational and 

tactical level? Are 

leadership roles clear? Are 

the operating principles 

clear? 

Each Group to review 

effectiveness and 

opportunities to 

work smarter.  

June 2013 

JM/ Chairs of each 

Board. 

 

Information 

Technology 

To identify how 

information systems 

and technology can be 

Work to continue to 

ensure that information is 

shared as effectively as 

Work to continue 

between agencies to see 

how improvements can 

Ongoing  

DS 

 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
rationalised/improved 

to ensure intelligence 

is used as smartly as 

possible 

possible. 

Are there improvements/ 

rationalisation of systems 

that could be introduced 

to improve efficiency and 

effectiveness? 

Is use of language a 

barrier? 

be made. 

Communications and 

Engagement 

 

To agree a 

Communications 

Strategy and Plan 

which sets out how the 

overall vision, strategy 

and Plan is 

communicated and 

consulted upon. The 

Plan will need to 

identify common aims 

Identify current methods 

and approaches to 

Communication and 

engagement for both 

MASH wide purposes as 

well as organisation 

specific.  

What are the current tools 

for communicating and 

consulting? Do these need 

Assess current methods 

and approaches to see 

what improvements can 

be made through 

rationalisation or 

additional techniques. 

Ongoing / June 2013 

Senior staff based in 

MASH 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
and communication 

channels  for the 

MASH as well as 

particular 

communication 

strands for separate 

organisations 

to be rationalised or 

changed? 

Training and Skills 

 

To determine 

workforce 

development needs 

and requirements 

Have Training Needs 

Analyses (TNA) been 

undertaken and shared to 

identify where joint 

provision is needed to 

remove duplication of 

effort , share best practice, 

or  different approaches 

(e.g. Safeguarding) 

Are the Commissioner/ 

Provider roles clear? 

TNA to be undertaken 

and mapped to identify 

common need and 

provision within each 

organisation 

 

Partners to consider how 

the Commissioner roles 

apply in a MASH 

environment  

April 2013 

SSCB/Phil Davies 

 

 

 

 

March 2013 

All Partner agencies 

 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
Human Resources   

 

To clarify the extent to 

which staff in the 

MASH will be united 

in respect of terms and 

conditions, policies 

and procedures and 

working arrangements 

Have the current and 

anticipated  capacity and 

capabilities necessary to 

realise the benefits of the 

MASH been mapped? Is 

demand being measured?  

Are steps being taken to 

resolve capacity issues in 

certain teams? 

Are  the different referral 

systems maximising the 

best use of expertise? 

 

Are all agencies clear what 

functions they want the 

MASH to fulfill? Are some 

agencies  

Each partner agency to 

review and determine 

whether current capacity 

needs to be reduced, 

maintained or increased 

to fulfil ambitions and to 

share these plans. 

 

 

 

 

 

 

 

 

Partners to reflect and 

clarify MASH 

participation 

JM/ All partner 

agencies 

March , 2013 

 

 

 

March 2013.  

SCC/ SSOTP 

 

 

December, 2012 

Senior staff based in 

the MASH 

 

 

January 2013 

All partners  

 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
Finance To clarify the level of 

financial commitment 

from each partner to 

support the 

development and 

capacity of the MASH 

for the next 3 years as a 

minimum 

Are  outcomes linked to 

investment?  

Have benefit measures 

been defined for each 

outcome? Have the 

investments needed to 

make the changes 

necessary to create or 

change the capability of 

the MASH been described 

and committed? 

 

Each organisation to 

clarify level of 

commitment and 

timeframe.  

Conditions or provisos to 

be clarified.  

 

Check PMF reflects 

investment/ known 

commitments 

 

By March 2013 

All partners 

 

 

 

 

 

December 2012, JM 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
Performance 

Management and  

Benefits Realisation 

To agree a 

performance 

management 

Framework, system 

and Indicators to 

measure the success of 

the MASH.  

 

 

 

 

Identify clear 

outcomes that the 

MASH will deliver and 

how it relates to other 

activities 

Does the approach to 

performance reflect 

different needs and 

accountabilities? Is it 

proportionate and timely 

helping  individual 

agencies assess the 

effectiveness of their 

contribution as well as 

overall success?  

Is data captured in a 

suitable way to 

demonstrate ownership 

and accountability? Does 

information support 

realisation of joint 

outcomes?  How is the 

impact of the plan 

Partners to reflect on 

whether the PMF fulfils 

needs.  

 

Individual and joint 

meetings to take place to 

agree a PMF which is fit 

for purpose and 

sustainable 

 

By January 2013  

JM/ All partners 



 

Purpose Challenge     Approach Method Timescale/ 

Lead 
reviewed?  How is 

customer insight used to 

support  improvement? 

Are the interdependencies 

clear? 

 
 


