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The Grange Centre for People with Disabilities 

Board Meeting 
Thursday 6 December 2018 

  
Item 4: Report of the Chief Executive Officer 
 
1 Introduction 
 
1.1 The budgetary crisis facing The Grange’s principal commissioners, Surrey 

County Council (SCC), is dominating the media and sector meeting agendas 
this year.  According to some reports, the council is now the 5th most likely to 
go bankrupt.  In the short term, its continued failure to pay care providers the 
uplifted fees promised from the start of the 2017/18 financial year has already 
caused difficulties for some organisations who opted to increase salaries 
before SCC payments were made.  The latest Surrey Care Association Learning 
Disability Network meeting heard about care businesses closing down as a 
result of the under-funding of individual care contracts.  Whilst the County has 
a statutory duty to provide for people with learning disabilities, it is clearly in a 
difficult political position, with its articulate and active community of voters 
more focussed on potholes, car parking charges and other ‘quality of life’ 
issues.  
 

1.2 With this in mind, The Grange is seeking to take a pragmatic, three-pronged 
approach to the future, consisting of 
i) Long term planning, focussed on boosting its financial resilience 
ii) Reputation building, to raise awareness of the value of the services 

provided to the people we support, and their own contribution to the 
wider community 

iii) Constructive dialogue with commissioners and stakeholders to identify 
practical and mutually acceptable solutions to a shared funding challenge. 

 
1.3 The Grange’s 80th anniversary year has been a helpful vehicle to take forward 

this approach.  It has offered a natural time for reflection on the past, present 
and future, as well as for celebration.   
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1.4 At the Board meeting of 7 June 2018, Trustees were presented with a 
proposed set of five headline objectives for The Grange’s next decade which 
covered all areas of the business.  Trustees asked as part of the Chief 
Executive’s end-of-probation feedback in September 2018 that the process of 
developing a new Strategic Plan be slowed down to build greater ownership 
and confidence among the staff team, especially Senior Managers.  However, 
in view of the support shown by Trustees for the five headline objectives, the 
Chief Executive has used these to guide work, planning and development at 
The Grange in over the second half of 2018. 
  

1.5 This report sets out some of the early steps taken towards the objectives, 
focussing on the long term planning referenced at 1.2 (i) above which is key to 
the role of Trustees.  It gives a qualitative overview of work in hand, and does 
not seek to provide indicators or quantified measures at this early stage which 
is still well ahead of the formal adoption of a Strategic Plan.  It is hoped, 
however, that it provides Trustees with an indication of the willingness and 
creativity of The Grange community in moving towards The Grange at 90. 
 

2 Financial Resilience 
2.1 The objective proposed to Trustees in June 2018 was “to develop new sources 

of income with a revenue value of £2 million per annum, building financial 
resilience in a sustainable way.” 
 

2.2 Whilst the target figure for this objective is being re-evaluated as part of a 
series of Senior Management Team discussions supporting the strategic 
planning process, the ambition to protect The Grange from the impact of 
public service cuts and reduced grant aid in years to come is an important one.  
In view of the local authority’s statutory duty to provide for adults with 
learning disabilities, this objective is not aimed at subsidising local government 
cutbacks.  It is an aspiration to enhance and improve the services, facilities and 
opportunities – and ultimately personal outcomes – for the people we 
support. 
 

2.3 To this end, all staff, volunteers and people we support have been invited to 
take part in a ‘Big Ideas Factory’, designed to trawl the pool of creativity and 
professional talent which characterises The Grange’s extended community.  
The initiative seeks to identify ways to generate income, to save on overheads 
or to improve efficiency.  An initial sifting by Senior Management Team of 
around 40 written proposals will – by the time of this Board Meeting – have 
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been followed by a Dragons’ Den session in which Trustees are participating 
the day before this Board Meeting.  The ‘Den’ will aim to challenge and 
explore some of the most promising ideas and consider which to progress. 
 

2.4 Alongside this whole-Grange initiative, which seems to have captured the 
imagination at what is already a busy time of year for many colleagues, a 
number of short-term measures are being put in place.  These include: 
 
i) An improved procedure and criteria for allocating vacant accommodation 

owned by The Grange to reduce the duration of voids and the associated 
financial impact; 
 

ii) The development of a proposal to outsource the management of the HR 
function for The Grange (Item 5 on this agenda refers), which would create 
salary savings; 

 
iii) A six month trial of a new community hirings programme to make best use 

of under-used space for income generation (Minutes of Housing and 
Facilities Committee of 22 November 2018 refer); 

 
iv) Changes to the operation of the Dorking Café (Minutes of the Housing and 

Facilities Committee of 22 November 2018 refer) which will create 
additional places for participants with the associated additional income, as 
well as improving their experience of the sessions; 

 
v) The organisation of an awayday for Senior Management Team and other 

colleagues and stakeholders on 18 January 2018 to agree and shape 
projects which might attract external grant funding or sponsorship.  If 
carefully constructed, such bids can also incorporate funding for more 
routinely required items/replacements, and potentially also staff time for 
project management. The Grange has a good track record in securing such 
funding, and should be exploiting these opportunities in a more systematic 
way. 

2.5 Looking further ahead, meetings have also taken place with agencies such as 
the Local Enterprise Partnership to discuss support for large-scale projects 
such as the creation of a commercial enterprise centre or workshop, running 
in parallel with and not as part of The Grange.  This would potentially work on 
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the same model as National Trust Enterprises, covenanting its surpluses to The 
Grange. This may be one of the longer-term options for Trustees to review in 
formulating the 10 year Strategic Plan. 

 
3 People we Support 

3.1 The headline objective presented to Trustees in June 2018 was “to become an 
acknowledged provider of outstanding support services for adults with 
learning disabilities within two years, and maintain this status as measured 
through objective external assessment and stakeholder feedback”. 
 

3.2 The changes to the management of Supported Living and Residential Care 
made at the end of August 2018 on the departure of the former Registered 
Manager for Residential Care have prompted positive feedback from staff and 
family carers alike.  The new Supported Living Manager has already 
reconfigured her team, diving it into two, independently operating units to 
ensure the staff are more familiar with the people they support.  This division 
is reflected in the move – currently in progress - of the Supported Living Team 
into the Main House. 
 

3.3 The Supported Living Manager is also encouraging a more flexible 
understanding of the definition of ‘support’ to ensure that quality and 
individuality of experience are paramount.  For example, as new resident on 
site felt that as an adult he should be able to stay out in the evening with 
friends rather than have to return for the prescribed medications round at 
8.30pm.  This has been accommodated, and regular evening support is 
provided – as well as a number of new community opportunities being 
identified for him to take part in during the evenings. 
 

3.4 In Residential Care, improved approaches to the recording and storing of 
information are being developed in consultation with the Quality Assurance 
Advisor.  This will reduce staff time spent on administration, and create more 
opportunity for quality interactions with residents.  Staff in the team should 
be commended for their care and commitment to one resident who moved off 
site in November 2018 to a setting better able to cope with her high level of 
need and medical conditions.  The liaison with families, the funding authority 
and other health professionals was exemplary, and they personally researched 
and visited potential new settings for the resident.  They also ensured she was 
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visited by staff and other residents during her time in hospital, and fully 
integrated into the life of The Grange during the period before she was finally 
moved. 
 

3.5 Other developments which will contribute to improved outcomes for people 
we support include: 
 
i) work carried out on behalf of the Social Care Committee during the 

summer which has improved management understanding of the nature 
and causes of medication errors and enabled action to be taken in 
response (eg ‘lunch and learn’ sessions; formal medication refresher 
training; enhanced recording across the services; collaboration with the 
pharmacy and two GP services in Bookham); 
 

ii) the appointment (via internal secondment) of a Healthy Living Co-
ordinator who is working effectively with family carers to produce a ‘whole 
Grange’ action plan.  The first healthy eating support worker has been 
appointed, and a role profile has been drafted for healthy eating 
volunteers to support the programme; 

 
iii) the creation of a ‘Staying Safe’ team, supported by the local Police 

Community Safety Officer and a ‘staying safe’ volunteer, which will focus 
on personal safety and road safety following its planned launch in January 
2019; 

 
iv) the initiation of a pilot Positive Behaviour Support (PBS) programme, 

headed up by a Grange-wide co-ordinator and two champions, and initially 
focussed on a small number of people we support who will most benefit 
from the approach.  Free training and guidance is being given by Surrey 
County Council’s PBS network, and any costs that may arise – which are 
likely to be extremely modest - can be met from grants already raised (at 
the stage when the project was costed at £20,000); 

 
v) use of the free advocacy service provided by Surrey County Council to 

ensure the voices of people we support are heard where there are 
potential conflicts of interest: for example, family carers requested their 
own key fobs for Victoria Lodge for ease of access, but the advocacy 
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service established that at least half the tenants would not be comfortable 
with this and provided the evidence to decline the request. 

 
3.6 The annual satisfaction survey of people we support has been based on the 

new Surrey People Standards and translated into Easy Read format for the 
first time.  It will be carried out on line (with support) to encourage a digital 
approach which could – in due course – encourage a move towards more 
online shopping and other activity which will leave traditional key sessions 
available for more inspiring activities.  Results will be available in time for the 
Board Meeting in March 2019. 
 

4 Staff 

4.1 At their June 2018 meeting, the Board was asked to support the objective of 
being “an employer of choice, attracting a skilled, flexible, aspirational and 
resilient workforce, with a turnover rate close to the national average for all 
sectors (currently 15%) and a vacancy rate for care staff of less than 15% 
(currently 25%)”. 
 

4.2 With apt timing, confirmation was received at the time of writing this report 
that The Grange had successfully retained its Investors in People (IiP) status 
for a further three year period.  This followed an ‘amnesty’ of a year following 
the last assessment, enabling The Grange to enhance its procedures and 
practice to meet the extended criteria of the new IiP framework.  Whilst it can 
be argued that IiP is no longer as critical to organisational reputation as some 
of the more immediate, on-line tools (eg Glassdoor), it is satisfactory to have 
this external validation of The Grange as an employer with a clear 
commitment to investing in and developing its staff.  
 

4.3 Vacancies in Supported Living are now very low.  The focus for is now on 
Residential Care where the ongoing vacancy rate is of concern to staff who are 
otherwise enthusiastic about the change of service manager and the new 
approach that has accompanied this.  New approaches are being tried for 
recruitment, including social media films, people-led adverts and a move away 
from phrases such as ‘care worker’ to ‘coach’ for broader appeal.  
 

4.4 One of the pieces of evidence which has helped to secure IiP accreditation is a 
quarterly analysis of exit interviews.  This is now brought to a meeting of the 
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Senior Management Team to help identify trends or peaks, and to discuss 
what response to take.  Individual managers are tasked with the actions 
agreed. 
 

4.5 With a high response rate (84%) to the staff survey earlier in the year, Senior 
Management Team are now ensuring that action plans are being developed in 
response to areas of concern which were highlighted by this and in the 
feedback from the all-staff briefing sessions in June.  Two management 
awaydays have focussed on some of the bigger issues.  The first, facilitated on 
a pro bono basis by a consultant from Leatherhead Chamber of Commerce, 
was Strategic Planning, leading very immediately to the aforementioned ‘Big 
Ideas Factory’ and the introduction of more effective, Grange-wide 
administrative support following the recent resignation of the PA to the Board 
and Chief Executive.  The second was a full day looking at internal 
communications, giving rise to a series of planned actions which will be co-
ordinated by the Marketing and Communications Manager.  This this will seek 
to establish improved day to day systems for communication as well as ways 
to share information about some of the bigger issues (eg organisational 
review, strategic plan) more effectively.  Senior Management Team is 
becoming more accountable for ensuring that there is a ‘feedback loop’ in 
place with staff. 
 

4.6 Colleagues have welcomed the Trustees’ decision to award an additional day’s 
leave as part of the 80th anniversary.  This was a gesture of appreciation for 
the hard work involved in delivering the anniversary events but also taking 
place on site and off site every day of the year.  Senior Management Team and 
other salaried staff will lend a hand in covering shifts, providing an insightful 
‘back to the shop floor’ opportunity. 

 
5 Operations 

5.1 At their meeting in June 2018, Trustees supported the objective of becoming 
“efficient and effective at every level of the organisation, embracing low cost 
digital solutions to reduce overheads by 10% and free resources for enhanced 
care”.  
 

5.2 The ‘Big Ideas Factory’ encourages consideration of efficiency measures, but 
there have been numerous ‘quick wins’ in 2018 such as: 
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i) The move to electronic payslips for all staff; 
ii) The use of e-forms for leave requests, photo permissions, VIP staff  

nominations and staff suggestions; 
iii) Increased use of the central IT filing system for access to key 

documents, instead of the traditional reliance on paper copies which 
required regular updating and replacing in files across the organisation; 

iv)  The drafting of new communications guidelines (being consulted on 
with family carers at the time of writing this report) to improve 
response times. 

5.3 The Chief Executive still plans to produce a digital transition strategy to ensure 
that new systems are integrated, appropriate and cost-effective.    However, 
feedback from sector discussions suggests that early, small steps are often 
more effective than large-scale transformation.  The Marketing Manager is 
exploring the introduction of a free social media tool such as Yammer to 
facilitate day to day ‘conversations’ between staff teams whilst longer-term 
work takes place on the development of an intranet for more permanent, 
shared information.  The Finance Team has been proactive, too, in starting to 
specify a new IT system for Finance which will make budget-holders more 
accountable and reduce the time currently spent on ‘work arounds’ for the 
outdated Pegasus system. 

6 Assets 

6.1 The final objective proposed to Trustees was “to take a long term approach to 
maintaining and developing our buildings, ensuring that they enable rather 
than constrain activities in support of our other strategic objectives”. 
 

6.2 This objective relies extensively on Trustee decisions around the strategic 
plan, but the aforementioned trial of a new public hirings programme for 
under-used facilities on site are small steps in this direction. 
 

6.3 The move of the supported living team from the Magnolia office will make 
better use of space in the Main House (as well as improving work and welfare 
facilities for colleagues), and will free up an asset for redeployment – 
potentially as an additional bedsit, to generate additional income. 
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6.4 A conversation has begun with staff and families about the future of the house 
at Epsom, which was raised as an area of concern during the induction of the 
Chief Executive.  This will be pursued in the new year, and will give rise to 
useful learning about any future investment in community-based housing. 
 

6.5 An initial pro bono visit to site from a commercial property advisor will have 
taken place by the time of this Board Meeting, with the aim of seeking some 
objective professional reflections on our current estate.  
 

6.6 Feedback from Surrey County Council and other providers continues to point 
The Grange towards investment in more off-site and potentially higher-needs 
accommodation for the future.  Again, this will be among the options to be 
considered by Trustees for the new strategic plan. 
 

6.7 The planning application for the ‘new build’ (or ‘The Base’, as it was originally 
known) has been submitted with a view to maintaining the principle of new 
development on the site.  Neighbours have not responded well, inevitably 
raising issues around green belt, traffic and parking: however, these 
objections are a prompt for the organisation to consider whether remodelling 
of some of the existing buildings (eg horticulture or residential care) might 
prove more effective in delivering objectives than the plans originally 
conceived for the new build. 

 

7 Reputation and Celebration 

7.1 The introduction to this report referenced reputation and awareness-building 
(section 1.2 (ii)) and recent months have – like the rest of this anniversary year 
– seen a range of special occasions and initiatives to reinforce the positive 
image and contribution of The Grange.  These have included: 

i) A new-format Annual General Meeting and Review; 
ii) An official visit to open the new Heritage Room by The Grange’s royal 

patron, HRH The Duke of Gloucester; 
iii) The Grange Awards, with a special guest from Surrey Outdoor Learning 

and Development; 
iv) A tree-planting ceremony in honour of Sir Hugh and Lady Cubitt, to which a 

number of older members of the former Management Committee of The 
Grange and the Lord Lieutenant of Surrey were invited; 
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v) Recognition for the Creative Arts and Textiles Team in local and national 
awards; 

vi) The sponsorship of The Grange’s Christmas concert by the new Chairman 
of Surrey County Council. 

7.2 These occasions have been underpinned by a steady programme of ‘reaching 
out’ in new directions to share the magic of The Grange – and to reap benefits 
for The Grange in return.  As a result of this, there will - for example - be a 
brand new ‘pop up shop’ in Leatherhead on Saturday 8 December 2018, 
enabling us to sell products made at The Grange and enhance the shopping 
centre environment, whilst promoting vacancies in the residential care 
service.   

 

8 Conclusion 

8.1 2018 may have felt uncomfortable for some staff, with a very quiet period of 
interregnum followed by a rush of new activity and new ideas.  They have, 
however, been tolerant and open-minded in spite of any personal 
reservations.   

8.2 Charities are being told that ‘preparedness’ is the most important attribute 
they can have, as the future becomes increasingly uncertain and ‘evidence’ 
does not always point to a logical way forward.  The Grange is building on 
strong foundations, laid by successive leaders – paid and unpaid.  It enjoys 
exceptional amounts of creativity, professionalism, goodwill, energy and love 
from across its extended family, which it is hoped are reflected throughout 
this report.  It has already proved itself to be adaptable and resourceful, whilst 
remaining true to its guiding principle of inspiration and empowerment.  It is 
an organisation ready to move forward with confidence into its 9th decade.  

 


