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SCRUTINY COMMITTEE REPORT

To:  Chair, Ladies and Gentlemen

Pilot Community Zone – Update 

1.0 SUMMARY OF THE REPORT

1.1 The purpose of the report is to update scrutiny on the progress of the Cwm Taff 
Community Zone approach being led through the Public Service Board. The report 
also outlines some of the key challenges faced with developing this agenda. 

1.2 In contributing to the planning of this agenda a number of areas of work within the 
Communities First have been required to be addressed in order to develop the future 
direction of travel.

1.3 Currently there is still no resource available through Welsh Government aligned to 
the Childrens First initiative and therefore the development of this agenda is reliant 
upon partners and the council being prepared to reshape funding and services in line 
with the needs identified by the community. 

2.0 RECOMMENDATION(S)

2.1 Scrutiny to debate the contents of the report and note the reliance on partners’ 
involvement at both a strategic and operational level to the development of this 
agenda 

3.0 INTRODUCTION AND BACKGROUND

3.1 Scrutiny has requested that a report be brought forward on the development of the 
Community Zone or Childrens First concept introduced by Welsh Government.  In 
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responding to the concept Cwm Taff agreed to develop and submit a proposal to 
Welsh Government. This report outlines the progress to date on the introduction of 
this concept. 

4.0 WHERE WE WERE 

4.1 On 11th October 2016, the Cabinet Secretary for Children and Communities shared 
his ambition for resilient communities and invited organisations to express an interest 
in developing Children’s Zones in Wales. Now nationally termed Childrens First, this 
approach remains a place based approach, bringing together different organisations 
to improve outcomes for children and young people. The aim is that through a 
shared strategic vision, long-term sustainable reductions are achieved in the 
inequalities experienced by children in disadvantaged communities when compared 
to those in more socially advantaged areas.

4.2 In the Strategic Partnership Board on the 3rd November 2016 it was advised that the 
Public Service Board (PSB) had agreed that a joint expression of interest across 
Cwm Taff be submitted.  A Cwm Taff working group developed a paper over several 
weeks and submitted the draft paper for the Public Service Board to consider on the 
26th January 2017.  

4.3 Cwm Taff was successful in its initial application to Welsh Government and was 
therefore invited to submit a formal proposal providing greater detail which is 
attached in appendix 1.  This submission was again progressed through a sub group 
of the Strategic Partnership board and submitted to Welsh Government in May 2017. 
In June 2017 WG announced that 5 Pioneer areas were approved and that Cwm Taff 
was one of the five.   

4.4 In tandem with the timeline above from concept through to approval Merthyr Tydfil 
CBC received a report on the 25th January 2017 outlining the proposals and concept. 
This report agreed that the Pilot Community Zone be the Gurnos, with the council 
acting as the Anchor organisation. The report also agreed the strategic outcomes 
being sought which were in line with corporate priorities. Importantly the report also 
highlighted  that both Local Authorities felt they did not have the capacity to take 
forward a new initiative without some support from Welsh Government  on the 
following key areas:  

 Research & Evaluation – professional support to develop the outcome
and evaluation framework maybe required.

 Community Presence – the Community Zone will need to have a
physical presence within the community. This physical asset will need
to be identified and may require investment to make it fit for purpose.

 Community Engagement & Involvement – this will require Community
Engagement Officers based in both Zones.

 Coordination & Administrative Support – to manage and support the
development and implementation of the proposed approach.



5.0 WHERE WE ARE NOW 

5.1 No commitment has yet been made by Welsh Government to invest in this approach 
and discussions with WG officials have stressed that this pilot initiative is not the 
same or a replacement for the Community First programme. The approach will 
require a multi-agency approach and for partners to review the focus and use of their 
resources within the community to improve outcomes. Currently within Merthyr Tydfil 
there is no resource to focus on this agenda and this is currently being developed by 
the Head of Community Wellbeing. 

5.2 At its meeting on 11th August 2017, the Cwm Taf Strategic Partnership Board 
decided to set up an implementation group to take this work forward and move 
theory into practice. This group is led by Paul Mee Service Director for Rhondda 
Cynon Taff.  The first meeting of this group took place in late September and has 
recently agreed to undertake a consultation event within the two Community Zone 
areas structuring the conversation around what matters to the community. These 
consultation events are aimed to be the first step in involving the community more in 
setting the strategic direction for the community zone. 
   

5.3 Whilst the above has been taking place there has been the need to progress the 
closing down of the Communities First programme.  There are several areas of 
overlap between the closing down of this programme and the support needs 
identified 4.4 above when planning for the future Community Zone.

5.3.1 Community Facilities – work has been ongoing to identify strategically 
important facilities across the local authority in order to be able to support 
any third sector applications made to Welsh Governments Community 
Facilities Programme.  A draft of the assessment and report has been 
reviewed by the Communities First Transitional board and it is intended that 
this assessment and recommendations be submitted within the next month.
 

5.3.2 Community Consultation - In partnership with the Wales Council for 
Voluntary Action a consultation has been taking place with focus groups 
and through a survey across the Local Authority. However to date the take 
up of the survey has been poor.  The outcomes of this consultation will be 
viewed in conjunction with the priorities within the Wellbeing Statement and 
the Families First consultation in order to inform the priorities of the Legacy 
arrangements.  

5.3.3 Legacy Arrangements – It should be noted that the Legacy funding is 
available not solely to continue Communities First programmes but also to 
develop new services. This is an area of guidance which has changed from 
the initial messages provided by Welsh Government. However the funding 
for the Local Authority will be £377,000 for the next two years, with no 
future guarantees of continuation funding. Therefore how the LA chooses to 
use this funding will be critical and needs to consider immediate short term 
delivery and longer term strategies to support the development of 
communities and improve community resilience.

5.3.4 Employability Grant - An application to Welsh Government has been made 
for additional resources in order to take forward this agenda, however 
confirmation is still awaited. Without this resource the agenda will not be 



progressed until April 2018.  Critical within this employability focused 
programme are the support posts which are meant to engage community 
members and assist them in developing the confidence and skills to enter 
an employment focused programme. It has been agreed with Economic 
Development that the Communities 4 Work programme and the new 
employability programme will remain located within the current co-located 
facility. 

6.0 WHERE WE WANT TO BE 

6.1 The lead department will be proposing that a proportion of the legacy funding be 
used to fund a post to take forward the Community Zone initiative without which 
progress is going to be extremely limited. The intention is that elected members will 
be able to agree the use of the legacy funding by the end of November at the latest. 

6.2 A key focus of the Community resilience agenda is the community themselves 
leading on the issues they face and taking an active role in constructing the 
solutions. An extensive community development role is required to generate the 
community’s involvement and ownership of this agenda otherwise this becomes a 
very top down approach.  Some priorities will be identified through the consultations 
currently underway and through previous Families First consultations. However a 
specific Community Zone consultation is scheduled for week commencing 27th 
November. The regional partnership intend using the outcomes of this event to 
contribute to the future direction of travel within the regional Community Zone 
approach. 

6.3 A local partnership needs to be established focused solely on the community of the 
Gurnos to consider both the strategic issues and the local priorities that the 
community identifies. This will include partners reviewing and collaborating on future 
service delivery across the area which may require services to be flexible or to 
change their approach to service delivery.

7.0 WHAT WE NEED TO DO NEXT 

7.1 Further to the community consultation event which is aimed at residents, partners 
working across the Gurnos will be invited to participate in an information day to 
develop common understanding on both the Community Zone proposal and how this 
links with the Childrens First concept put forward by Welsh Government. The group 
will need to review the outcomes of the consultations and to begin to identify how 
they can develop the approach as this is not set out by the region or by Welsh 
Government. 

8.0 CONTRIBUTION TO WELLBEING OBJECTIVES

8.1 The development of the Community Zones concept will impact on almost all of the 
wellbeing objectives but its primary focus is the improved outcomes for children and 
young people as identified within Best Start to Life and Living Well. 
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CWM TAF PUBLIC SERVICES BOARD

A CWM TAF COMMUNITY ZONE APPROACH TO BUILDING RESILIENT 
COMMUNITIES

1. Vision

“An integrated place-based approach to building resilient communities that prevents and 
mitigates the effects of adverse childhood experiences (ACEs) and breaks the 

intergenerational cycle of adversity which challenges so many families across Cwm Taf”.

2. How we will achieve our vision

To achieve this vision, we will organise ourselves as partner organisations more effectively 
through a single recognised approach known as “Community Zones”.

This single recognised approach will be piloted within the Gurnos and Upper Rhondda 
Fach areas and will consist of the following key components:

 Taking a whole community approach to better understand the role of the following 
factors in precipitating and modifying ACEs:

o The context in which families live
o Parent and family factors
o Household adversities

 A new prevention, early identification and intervention framework that enables 
individuals and families to access non-stigmatised support as early as possible to 
prevent problems from escalating. Identification of those requiring early intervention 
support will take place: 

o Pre-emptively through the application of Vulnerability and Resilience Profiling to 
identify families that have low levels of resilience and in need of support.  

o Pro-actively by self-identification at the point of access into specialist pathways 
of support e.g. anchor organisations, substance misuse services, housing, 
domestic abuse.

 A single point of contact (SPOC) for those requiring information, advice, support and 
intervention.

 A robust community engagement and involvement approach. This will include:

o Proactively engaging with individuals and families identified through Vulnerability 
and Resilience profiling, using a strengths-based approach.

o A co-production approach to listening to, and working with the community to 
develop community support and assist in the design and delivery of services. 

o Low level community based activities that facilitate community involvement 
and progression (early help).



o Collaborative community action research and engagement through the 
Listening Project and SenseMaker.

 A suite of interventions to create an ACE-informed Cwm Taf – from low level 
community based activities through to more specialist/intensive interventions delivered 
through shared priorities and pooled resources across partners.

 A sustainable step down support pathway that embeds behaviour change. 

 A single shared outcome framework that creates a robust infrastructure for supporting 
the delivery of an outcome-focused approach and evidencing change. The outcomes 
will focus on:

o Reducing the incidence of Adverse Childhood Experiences
o Families and communities are confident, nurturing, resilient and safe
o Achieving good educational outcomes: (closing the inequality gap)
o Realising sufficient income and obtaining work that pays
o Achieving a thriving and healthy future (Wellbeing, active lifestyles) 

The following diagram encapsulates this system wide Community Zone model:

Figure 1: Cwm Taf Community Zone model
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3. Introduction

The purpose of this document is to outline Cwm Taf’s Public Services Boards proposed 
approach to the development, implementation and evaluation of two ‘Community Zone’ 
pilots within the Gurnos and Upper Rhondda Fach areas.

The approach/model draws on the experience and learning of a range of partners who have 
been working for the last 24 months to move towards a more integrated and sustainable 
approach to building resilient communities.

4. Background 

On 11th October 2016, the Cabinet Secretary for Children and Communities shared his 
ambition for resilient communities and invited organisations to express an interest in 
developing Children’s Zones in Wales. A Children’s Zone is a place-based approach, 
bringing together different organisations to improve outcomes for children and young 
people. The aim is that through a shared strategic vision, long-term sustainable reductions 
are achieved in the inequalities experienced by children in disadvantaged communities 
when compared to those in more socially advantaged areas. 

In response to this challenge from Welsh Government, the Cwm Taf Public Services Board 
(PSB) held a workshop on 25th November 2016 attended by representatives from the public 
and voluntary sector in Cwm Taf to explore place based partnership approaches and how 
they might be developed in Cwm Taf. The consensus was that an expression of interest be 
submitted to Welsh Government from the PSB, bringing all partners together in a 
coordinated regional approach.

It was also agreed that whilst any proposed approach would have tackling Adverse 
Childhood Experiences (ACEs) at its heart, the building of resilience to achieve sustainable 
change would require a whole-family approach. This whole-family approach would seek to 
tackle ACEs through building the resilience of the child at the same time as challenging and 
changing behaviours of parents or future parents. It was also felt that a resilient community 
required the engagement and investment of the whole community and as such any place-
based approach should be as inclusive as possible. It was therefore proposed that the 
approach would be to develop and pilot “Community Zones” in two recognisable 
communities in Cwm Taf.

5. Current situation

Currently there is a wide range of interventions and services delivered by both public and 
third sector services across these two areas; however much of this provision could be more 
effectively co-ordinated or organised. The lack of a single recognised approach across 
Cwm Taf lends itself to, at best, a duplication of effort and resources and, at worst, no 
provision at all for individuals and families in need. At present the main drivers for the 
delivery of support are legislative frameworks, grant funding criteria, existing commissioning 
arrangements and the current skill base of providers as opposed to the needs of families 
and communities across the region. 

In order to effectively remove these barriers, the Public Services Board seeks to 
fundamentally change the way in which it approaches this agenda by taking a broader view 



of how all structures of public services and partners can be reconfigured and re-aligned. 
Individuals, families and communities should not miss out on much-needed help and 
support because of our differing thresholds, eligibility criteria, procedural mechanisms and 
priorities which are directed by prescriptive funding streams.

A single approach would enable us to maximise current resources and also ensure that 
there is a mechanism in place to oversee the consistent use of evidence-based approach. 

Furthermore, it is envisaged that the creation of “Community Zones” will support a number 
of the key challenges for our population that have emerged through Cwm Taf’s Well-being 
of Future Generation (Wales) Act need assessments. These can be grouped under the 
main headings of Frailty, Obesity, Inequality and Loss of Well-being. All organisations 
will relate to these system challenges, but the focus is on ACEs.

Figure 2: Key challenges

We know that each of these challenges create major difficulties for our population and 
create the demand for a range of services, and this will not disappear overnight.   However 
as laid down in the Well-being of Future Generations Act, there needs to be focus on 
addressing prevention and long term needs as well as developing more integrated and 
collaborative services in partnership with our population to tackle the current issues.

There are numerous ways that this could be approached but a key area that we know has 
strong links to each of these challenges and is extremely relevant to our communities is the 
issue of Adverse Childhood Experiences (ACEs). Those experiencing ACEs are more likely 
to experience family difficulties, be involved in violence and other antisocial behaviour and 
have poor educational attainment. However, adverse outcomes are not inevitable, but the 
risk increases with increasing exposure to ACEs. Conversely, preventing ACEs can 
improve outcomes greatly, that is why tackling and preventing ACEs has been put at the 
centre of our Community Zone approach.  



6. Cwm Taf’s Proposed Community Zone Model

Our goal is to prevent and minimise the effect of Adverse Childhood Experiences (ACEs) 
on individuals and families by organising ourselves as partner organisations more 
effectively through a single recognised approach called “Community Zones”. 

In order to achieve this, it is proposed that our Community Zone model consists of the 
following key elements that will form the basis of a pathway of support for individual, 
families and communities:

A whole community approach

Taking a whole community approach will seek to better understand and address the 
following, depending on the needs, strengths and challenges of each community:

• A focus on place: Understanding how all resources and assets in our community 
zones can be used to support wider determinants of health and well-being

• Context in which families live:  Understanding social isolation, increasing community 
co-ordination, mitigating the impact of poverty and increasing resilience.

• Parent & Family factors: Improving parental capacity, strengthening relationships and 
helping to prevent cycles of behaviour that encourage adverse outcomes across 
subsequent generations.

• Household adversities: Develop “an ACE-Informed Cwm Taf” - across our workforce, 
schools, communities, support services and public to understand the impact of ACEs.

The following diagram is an illustration of the determinants and intergenerational cycle of 
adverse childhood experiences within the context of a child’s environment, highlighting the 
challenges we aim to address.

Figure 3: Logic model for interventions around ACEs



A prevention, early identification and intervention framework

The prevention, early identification and intervention framework creates a robust 
infrastructure upon which collective effort can be measured. Partners of all sizes and 
sectors will be challenged to fit into this approach which will be supported by a number of 
tools that will direct, support and regulate collaborative working. These tools will include 
formal contracts, clear referral pathways, shared paperwork, and effective impact 
measurement arrangements via a Shared Outcomes Framework.

The development of an early intervention framework will enable all partners to identify the 
contribution they make to this agenda, irrespective of how they are funded or where they 
are situated. The reconfiguration and realignment of services needs to be based on their 
key functions to create an effective and meaningful graduated response for communities 
to enable individuals and families to access support as early as possible to prevent 
problems from escalating. The framework is diagrammatically depicted in Figure 4, which 
shows the referral routes to access support, the assessment and brokerage mechanism 
and the continuum of support.  

Figure 4: Prevention, early identification and intervention framework

The pooling of budgets and resources will seek to facilitate this framework, with 
commissioning arrangements clearly focused on the commissioning of outcomes as part of 
the whole community picture rather than the commissioning of services or provision within 
the confines of individual funding streams. It is envisaged that this will serve to facilitate a 
common understanding between a range of public, private and voluntary sector partners of 
where their contribution sits in the wider context and the creation of a shared approach to 
delivering outcomes.



Within this framework, the identification of individuals and families requiring early 
intervention services will take place:

o Pre-emptively through the application of Vulnerability and Resilience Profiling to 
identify families that have low levels of resilience and in need of support.  

o Pro-actively by self-identification at the point of access into specialist pathways 
of support e.g. anchor organisations (Hubs), substance misuse services, housing, 
domestic abuse. 

Through the use of the Vulnerability and Resilience Profiling process, pre-emptive 
identification will be data led to ensure we are in a position to swiftly identify families in need 
of support, yet are not known to services as a family, before they reach crisis point.

A single point of contact (SPOC)

At the centre of the Community Zone and early identification framework (Figure 4) will be a 
single point of contact for those requiring information, advice, support and intervention via 
the two identification routes outlined above. The SPOC will provide the central mechanism 
for co-ordinating interventions, assessing need/resilience, identifying the most relevant 
support pathway and brokering support for individuals and families to build their resilience.

It is envisaged that this central mechanism will remove the need to refer individuals and 
families between non statutory services delivering early intervention and prevention and the 
associated delays of organisational differences including prescriptive referral criteria and 
differing thresholds of intervention, and procedural delays such as case allocation. 

The reconfiguration of Team around the Family, combined with pooled partner resources, 
will create a dedicated team/hub to co-ordinate the single point of entry.

Community engagement and involvement

Effective community engagement and involvement will be critical to the success of this 
approach. This is based on how members of the community connect with each other, are 
engaged in local services, how services are commissioned and how outcomes are 
measured. A strength-based approach will be implemented to equip people with the skills 
and confidence to live successful, independent and fulfilling lives without the support of 
statutory services.

Specifically, community engagement and involvement will include:

 Using co-productive approaches (see Figure 5) to build individual and community 
assets, knowledge and capacity to address what matters in relation to preventing ACEs. 
We will help develop individual and community resilience by supporting the community 
to share and provide information, advice and guidance (IAG).  This includes promoting 
and providing access to relevant and up to date IAG through activities, programmes, 
venues, services and on line sources within the community to the whole population, 
including within schools, and when to refer to single points of contact to other public 
services when appropriate to do so.   

 Proactively engaging with individual and families identified through the early 
identification process and single point of contact. This might be through one-to-one 
mentoring and brokering support for someone as they visit an existing local specialist 
intervention for the first time; providing information and signposting, supporting them to 



'step-up' or 'step-down' from a service as they move towards reaching their goal or 
assisting them to reconnect with their community, family and develop their self-
confidence through a range of low level community based activity.

 Low level community-based engagement activities/events which support the 
involvement of individuals, families and professionals to come together on an equal 
footing to contribute their time, skills, knowledge and resources to the area. These 
activities are also designed to support the involvement of service users in their 
community and play a part in the wider intervention pathway to improvement i.e. pre-
engagement, feeder or step up/step down activities.

 Co-production approach to listening to and working with the community to carry 
out a comprehensive profiling and service review to develop, design and deliver 
improved community services. 

 Collaborative community action research to support the community work with all 
partners to collect the experience of local people using the Listening Project 
underpinned by SenseMaker software. Interlink has been pioneering the use of this 
technology with communities in Cwm Taf over the last 18 months, specifically with older 
people, people experiencing mental ill health and in a placed based project in Porth. It is 
also currently being used by the Future Generations Commissioner.

The underpinning value of this community engagement and involvement approach will be 
one of putting the citizen at the centre to create resilience not dependency; with clear 
community pathways that supports and develops people to move from initial involvement 
and engagement to community governance within a cooperative structure that encourages 
collaboration and cooperation between citizens, community organisations and the public 
and private sectors. The following diagram describes this approach: 

Figure 5: Putting the citizen at the centre (O’Hara-Jakeway, 2017, Humanising Services 
and Building Communities,).

A suite of interventions to create an ACE- informed Cwm Taf 



The suite of ACE interventions will be developed based on our local knowledge, evidence 
base, and initial engagement with those who live and work in our target communities. 
These interventions will form part of an effective and meaningful graduated response for 
people in need of support, as outlined in Figure 3 - from low level community based activity 
through to more specialist/intensive intervention.

By focusing on building the resilience of individuals, families and communities to deal 
with the challenges they face, interventions will be more meaningful, directive and effective. 
Pooled budgets and resources will support the development of bespoke services to meet 
need rather than forcing family’s needs into pre-designed ‘programmes’ that suit grant 
criteria or service thresholds. A shift to commissioning outcomes as opposed to 
commissioning provision will also serve to create and promote a culture of shared 
responsibility for, and a shared approach to, the delivery of outcomes. This co-ordination 
should provide intensity to the work we do which in turn would secure sustainable change.

A sustainable step down support pathway 

To embed behavioural change and sustain positive outcomes our model will include clear 
step down support pathways from interventions/services. As individuals and families move 
towards reaching their goal they will be assisted to reconnect with their community, family 
and develop their self-confidence through a range of low level community based activity. 
This low level community based activity will include peer support, group work activity, 
training, coaching and mentoring.

A single shared outcome framework

A single shared outcomes framework will creates a robust infrastructure to support the 
delivery of an outcome focused approach upon which collective effort can be measured 
across all partners. The outcomes focus on:

o Reducing the incidence of Adverse Childhood Experiences
o Families and communities are confident, nurturing, resilient and safe
o Achieving good educational outcomes: (closing the inequality gap)
o Realising sufficient income and obtaining work that pays
o Achieving a thriving and healthy future (well-being, active lifestyles)
o Evidencing change by developing and delivering  regular local survey of ACEs to 

provide neighbourhood data on baselines and prospective outcomes

Please see Appendix A for the shared outcomes framework which provides more detail in 
relation to priorities, population indicators and performance measures for each of these 
outcomes. 

This will also be supported by the development and delivery a regular local survey of ACEs 
to provide neighbourhood data on baselines and prospective outcomes. This will allow us to 
collect qualitative and quantitative information and to measure changes in perceptions at an 
individual and community level.  It will help us measure and evaluate the impact of the 
approach on the community in their own words.

By concentrating effort via a place based model with two of our areas of greatest need, it 
facilitates partnership working on a small enough scale to effectively trial and evaluate this 
new and innovative ways of working



7. What support could we need to take this approach forward?

It is important that we do not try and anticipate what this model will look like prior to 
completion of the review and first engagement phase but initial discussions suggest the 
following support would be beneficial:

 Research & Evaluation – professional support to develop the outcome and evaluation 
framework exist within the partnership. However, funding to support the development 
and delivery of prospective evidence gathering (e.g. through periodic local surveys) and 
research would support capacity issues

 Community Presence – the Community Zone will need to have a physical presence 
within the community. Physical asset(s) will need to be identified and may require 
investment to make it fit for purpose.

 Community Engagement & Involvement – this is likely to require ‘Community 
Coordinators’ based in both Zones.  

 Coordination & Administrative Support – to manage and support the development 
and implementation of the proposed approach as well as data gathering and analysis for 
evaluation and research purposes.

 Long-term commitment – an acceptance that the aim is to build capacity and influence 
population indicators, inequalities and determinants of health & well-being that take a 
long time to change. A long term commitment is required from all partners.

 Resources – all organisations to commit resources (core and grant) to a shared 
approach. However, more flexibility in the way in which funding can be deployed to best 
effect would be of considerable help. This could be achieved by aligning resources to 
support people by:

o Providing the help they need when they need it 
o Providing early interventions to prevent problems in the first place
o Addressing issues well before they reach crisis point, when they place a 

considerable burden and cost across on a range of public services.

 Resources are required to support community activities / facilities that provide non-
stigmatised accessible universal services, and to support the contribution made by 
volunteers and community organisations. With change comes challenges and 
accountability, particularly in the work involved in harnessing the benefits of a more 
flexible funding stream, and to make the best possible use of public funding to deliver 
agreed outcomes. We recognise this and as a Public Services Board, we are 
committed to devoting the time and effort to ensure is a success. 

This proposed approach will be used as a proof of concept. If outcomes are successful the 
Public Services Board will explore how this model can be applied to other communities 
across Cwm Taf to meet their specific needs and challenges. 


