
Swansea Council Co-Production Policy   

(Work in progress - Draft) 

Background 
 

PURPOSE OF THIS POLICY 

Within the council, there is a greater emphasis on co-production. We share our intention in 

the Corporate Plan (2023-2028) to involve more local people in council decisions that affect 

them, their families, and our communities. We will accomplish this by incorporating co-

production behaviours and thinking into everything we do. 

 

As a result, co-production approaches are being considered more frequently alongside other 

methods of consultation and involvement. Co-production can be used for a variety of small to 

large-scale plans, services, and policies. Swansea Council will consider co-producing with 

residents whenever possible. 

 

The adoption of this Corporate co-production policy aims to:  

● ensure that co-production is considered alongside other methods of engagement and 

is thus applied in all areas where it can add value, across the entire scope of 

Swansea council's work. 

● ensure that the term 'co-production' is understood consistently throughout the council 

● encourage a consistent approach to co-production across council departments and 

when talking about co-production with other organisations and residents 

 

This policy draws on the West Glamorgan Regional Partnership Board Strategic Co-

production Framework and the Swansea Council’s Co-production for Social Care Strategy. 

 

We recommend reviewing the policy every five years and updating it with relevant links and 

new ways of working and implementing co-production. Any policy reviews could be co-

produced with residents who are involved in policy development work with the council. Any 

policy changes must be reflected in the toolkit and any accompanying documents. 

 

What is co-production? 
DEFINITION 

 

Co-production is an asset-based approach to public services that involves people providing 

services and people receiving services to share power and responsibility, through  working 

together in equal, reciprocal and caring relationships. It creates opportunities for people to 

access support when they need it, and to contribute to social change.  

 

We have adopted the definition used by West Glamorgan Regional Partnership and 

Swansea Council’s Social Care strategy, based on the Co-Production Network for Wales’ 

definition. 

 

https://democracy.swansea.gov.uk/mgConvert2PDF.aspx?ID=74603
https://democracy.swansea.gov.uk/mgConvert2PDF.aspx?ID=74603
https://democracy.swansea.gov.uk/documents/s70230/09%202%20of%203%20Co-Production%20Strategy%20Final%20-%20Appendix%20A.pdf?LLL=0


There is no one single way to ‘do’ co-production but all good co-production shares values 

that ensure the voices of people with lived experience are heard equally alongside other 

people. Co-production starts from the idea that no one group or person is more important 

than any other group or person. This means no ‘them and us’; in Co-production we are all 

‘us’.1 

 

Co-production is a mindset and a way of working, based on these five principles: 

1. Value all participants and build on their strengths.  

2. Develop networks of mutual support.  

3. Do what matters for all the people involved.  

4. Build relationships of trust; share power and responsibility.  

5. People can be change makers, and organisations enable this. 

 

The council frequently needs to work with its own staff or with outside providers. This is 

referred to as employee engagement, stakeholder engagement, partnership working, or 

collaboration.  This is often required as a prerequisite for co-production, but something can 

only be called 'co-production' if it involves residents as well as those who commission or 

deliver services. 

 

CO-PRODUCTION AND OTHER ENGAGEMENT APPROACHES 

 

“Engagement” is an umbrella term referring to any interaction between public services and 

their service users or members of the public. Co-production is a type of interaction that 

involves 'doing with' people in an 'equal and reciprocal partnership' and is based on values 

and shared decision making.  The spectrum of engagement diagram2 below shows where 

co-production fits in relation to other engagement approaches.  
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1 Taken from the Council’s Co-production for Social Care Strategy 
2 Spectrum of engagement diagram is based on the work of Sherry Arnstein and Co-Production Network for 

Wales 

https://democracy.swansea.gov.uk/documents/s70230/09%202%20of%203%20Co-Production%20Strategy%20Final%20-%20Appendix%20A.pdf?LLL=0


regulator provider partner 

 

While approaches to engagement involve thinking through the decision-making processes 

that underpin a piece of work, it is possible that a single project or programme will 

incorporate a variety of approaches. 

 

For example, in the case of council as a regulator,  it is still possible to involve parents in 

ensuring effective family support programmes, or to involve children in effective care 

services, even if they may not have a choice whether to engage with those services or not.  

The first step in putting co-production into practice is determining where various aspects of 

your project or service fall on this spectrum, whether it could sit further towards ‘doing with’ 

approaches, and how to involve people accordingly. 

 

Once the different engagement approaches are identified within a programme or piece of 

work, thought can be given to methods. Generally co production requires conversation and 

accessibility so certain methods are more aligned with co productive practice than others. 

Whilst consultation or participation may be a necessary part of overall engagement, in 

themselves these are not processes that enable shared power or decision making. It should 

be made clear from the start about the extent to which co-producing with residents will affect 

change and openly manage expectations as the work develops.  

 

This policy's accompanying toolkit  will provide guidance  to help staff choose the right 

approaches and methods. 

 

LEVELS OF CO-PRODUCTION: 

Co-production can take place in a variety of settings and circumstances. In the council, co-

production occurs at three levels: 

1. Individual Level: Co-production relating to  individual needs and support plans. For 

example, residents actively contributing to identifying needs at an assessment or 

contributing to a safeguarding review. 

2. Service level: Co-production at the service level refers to how services are designed 

or delivered. For example, residents participating in the planning of activities within a 

residential setting, being involved in staff recruitment, giving training to providers, 

developing service specifications, and playing an active role in the monitoring and 

evaluation of those services. 

3. Strategic level: Co-production at the strategic level relates to future service delivery 

planning. For example, reviewing how well services are performing, deciding how 

budgets are allocated, defining good practice and quality improvement at a 'high-

level'. 

Applying co-production 
 

WHEN AND UNDER WHAT CIRCUMSTANCES TO CO-PRODUCE 



The toolkit includes instructions for understanding these indicators of readiness and 
feasibility. These are the circumstances under which Swansea Council can consider co-
production: 

● When the Council lacks a clear solution for at least some aspects of the 
problem or opportunity. The problem could be approached from multiple, 
sometimes conflicting perspectives, and there could be multiple solutions. The more 
unknown elements there are and the higher the level of complexity, the more 
valuable a co-production approach is. If there is already an obvious solution that 
requires some feedback before implementing, consultation or participation would be 
more suitable approaches.  
 

● When expertise from both lived and learned experiences is required to provide 
answers. By lived experience we mean the knowledge gained from our background 
and day-to-day experiences in life. By learned experience we mean the knowledge 
we acquire through work and education. It is necessary to gather a group who are a 
mixture of council staff and residents who don’t work for the council. For example, if 
co-producing a service, the group should include people who deliver the service and 
people who use (or might in the future use) the service. If it is a problem or 
opportunity that only requires learned experience (e.g. a highly technical challenge), 
then information and consultation around its implementation would be more suitable 
approaches.  
 

● It is possible to gather people in the same location at the same time. Genuine 
co-production necessitates bringing together people with lived experience, 
professionals, and others involved (e.g., policymakers, architects). Everyone involved 
in the process has something to learn and something to offer. While co-production 
may require people to work separately at times, it usually involves people coming 
together at least some of the time. The needs, preferences and safety of 
underserved communities should always be prioritised when making decisions 
around how and when the group collaborates. When people cannot be brought 
together, dividing them into different groups and utilising participation methods may 
be more appropriate.  
 

● When the group of people gathered to co-produce can make at least some 
decisions. Co-producers should make decisions, not just suggestions. While it's 
unrealistic to expect that everything can be co-decided, co-production supports some 
decision-making by co-producers (including people with lived experience). Some 
decisions may need to be escalated and passed on to others as proposals or 
recommendations. Consultation or participation may be more appropriate 
approaches if there is little room for any decision making. 

 

WHEN NOT TO CO-PRODUCE 

 

These are the circumstances under which Swansea Council cannot consider co-production: 

● When the timeframe is insufficient to build and nurture relationships. The co-
production process needs flexibility to ‘move at the speed of trust’. This includes 
relationships between everyone in the co-production group. In an ideal scenario, any 
deadlines are flexible to make time for relationships and trust to grow. Any deadlines 
should be flexible in order to allow time for relationships and trust to develop. If this is 
not possible and existing deadlines must be met (for example deadlines set by 



statutory responsibilities or funders), these deadlines should be months rather than 
weeks away. Consultation or participation would be more appropriate approaches if 
there is insufficient time to build and nurture relationships. 
 

● If it is required by law to consult. Where there is a statutory obligation to consult, 
consultation should be used. However, it is still possible to consider co-productive 
approaches and values when conducting the consultation process. Any new ideas 
sparked and new relationships built through consultation could act as a starting point 
for co-production. 
 

● When decisions must be made very quickly (e.g. in an emergency or crisis 
situation). If the council does not have the necessary arrangements in place to co-
produce in these types of scenarios, information sharing is often the best 
engagement approach. 

 

HIGH LEVEL GUIDING PRINCIPLES FOR IMPLEMENTATION 

The toolkit provides more detailed information about the guiding principles. Any Swansea 

Council project or programme that uses a co-production approach must adopt these 

principles when doing the work: 

● Transparency about the scope for decision making from the start. Key 
stakeholders from a service or portfolio must meet early in the co-production process 
to determine which decisions can be made by the co-production group. 
 

● We are generous with our hospitality. While this isn't complicated, it is sometimes 

overlooked or planned at the last minute. To support the process of building trust and 

relationships, we must provide hospitality. Offering a cup of tea, cooking a meal, 

knowing and remembering people's names, and greeting them warmly are all 

examples of hospitality. 

 

● Nobody should be out of pocket for taking part. A budget should be set aside to 
cover the costs of participating in the co-production process (e.g., travel 
reimbursement or lunch/dinner provided). 
 

● We plan for good wellbeing.  Taking part in genuine co-production requires 
vulnerability for all involved. There should be a plan in place for how the group will 
look after each other's wellbeing throughout the process, with an emphasis on 
responding to the group's needs as and when issues arise. 
 

● Everyone’s contribution should be recognised. Co-producers give their time, 
stories, and intellectual property to the co-production process. People's preferences 
for how they want to be recognised are likely to differ. Payment, benefits from what is 
being designed, or something else a person values (such as access to training or a 
donation) could all be forms of recognition.  
 

● People should be informed about what happened following their participation 
in a co-production process. All feedback should be provided to participants on 
time, concisely, and clearly, including what action is being taken, by whom, and 
when. This is an important mechanism for maintaining relationships and having 
ongoing conversations. 

 



ROLES IN THE PROCESS 

● Relevant Council stakeholders with decision-making power (e.g. cabinet, councillors, 
heads of service) should be involved in conversations as soon as there is the 
potential for co-production in an area of their work. Their participation in the process 
will have to be determined on a case-by-case basis. 
 

● Team to co-ordinate and facilitate the co-production process.  This should be flexible 
so that community members can be co opted into the coordination and organising. 
This should be flexible enough to allow residents to be involved in the coordination 
and organisation. This should also be cross-agency; for example, partner 
organisations, council staff, cabinet, and/or other elected members could all be part 
of this team. 
 

● Partner organisations to help with engagement, recruitment, well-being, and 
knowledge. It is essential to collaborate and actively partner with community-based 
organisations or community-based council staff and members to get the right people 
involved. 
 

● Voices from different parts of the community to be heard alongside decision makers 
and council staff. You may start with an existing group but check whose voices are 
missing and plan to reach out to them and involve them. This may necessitate new 
approaches, collaboration with various community groups or personalised invitations 
to particular individuals.  

Additional information 
 

HOW THIS POLICY WAS CREATED 

Swansea Council commissioned Co-production Lab Wales to support the policy design 

process. They conducted  interviews and workshops with Swansea Council staff and 

members. The policy draws on co-production best practice from within and outside the 

council.  

 

This policy has not been co-produced with residents because there is little scope for decision 

making by residents. Strategic level co-production is also the most complex and skilled level 

of co-production, and it is recommended that the council establishes stronger foundations 

with individual and service level co-production in the short term, paving the way for more 

strategic level work in the long term. It is recommended that future reviews of this policy be 

co-produced if the conditions for co-production outlined in this policy are met. 

 

 

RELATED POLICIES AND OTHER RESOURCES 

 

Accompanying toolkit(due for completion by December 2023) 

[LINK] and [DESCRIPTION] 

 

Internal Policies and Plans 

This policy builds on other previous good work and standards set out in specific service 



areas and departments of the council and partners: 

 

● Consultation and Engagement strategy 

● Public Participation Strategy 

● Strategy for Social Care in Swansea - ‘Working Together’ 

● Volunteering Strategy 

● Strategic equality plan 

● Human Rights city pledge  

● Local well-being plan 2023-28 

● West Glamorgan Regional Partnership Board Strategic Co-production Framework 

 

External related Guidance, policies and bodies 

● National Participation Standards 

● National Children and Young People's Participation Standards for Wales 

● National Principles for Public Engagement in Wales  

● Practitioners Manual for Public Engagement 

● Well-being of Future Generations Act (Wales) 2015 

● Knowledge base resources page from the Co-production Network for Wales  

○ Glossary of engagement terminology 

 

 

 

 

 

 

 

 
   

 

 

https://democracy.swansea.gov.uk/documents/s93035/11%20-%20Appendix%20A.pdf?LLL=0
https://swansea.gov.uk/PublicParticipationStrategy
https://democracy.swansea.gov.uk/documents/s70230/09%202%20of%203%20Co-Production%20Strategy%20Final%20-%20Appendix%20A.pdf?LLL=0
https://www.swansea.gov.uk/article/9455/Strategic-equality-plan
https://www.swansea.gov.uk/humanrightscity#:~:text=I%20believe%20in%20the%20vision,the%20human%20rights%20of%20others.
https://www.swansea.gov.uk/localwellbeingplan
https://democracy.swansea.gov.uk/mgConvert2PDF.aspx?ID=74603
https://www.swansea.gov.uk/nationalparticipationstandards
https://www.gov.wales/children-and-young-peoples-national-participation-standards
https://thirdsectorsupport.wales/resources/national-principles-for-public-engagement-in-wales/
https://wcva.cymru/wp-content/uploads/2020/11/Practitioners-manual-for-public-engagement.pdf
https://info.copronet.wales/
https://info.copronet.wales/wp-content/uploads/2022/10/Glossary-of-engagement-terminology-Co-production-Network-for-Wales-V1.5-A4.pdf

