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CHC’s Alcemi programme



CHC’s Alcemi Innovation Programme

      Launched in late 2019 to equip members to be fit for the future. 

Tackled structural issues that require policy and funding change and sought to build capacity and foster a 
culture of collaboration and innovation to do things differently.

It included three strands: 

● Influencing for a better future programme -  The aim was to identify the biggest challenge standing on 
our way to achieve our vision of a Wales where good housing is a basic right for all. We explored 5 
emerging key themes with housing associations and partners and used these conversations as a platform to 
co-create ‘Home’, the CHC manifesto for the 2021 Welsh Senedd Election

● People potential - To showcase the range of career opportunities available in housing and help develop the 
workforce of the future

● Innovation - This included a 12-month innovation pilot designed to build innovation capacity within the 
sector and support collaboration on shared challenges. The pilot included a public challenge and an 
organisational innovation challenge.



Innovation Pilot:
Innovation Working Group



The process

● 2020 - Steering group made up of representatives from 15 HAs chose one of the 
challenges identified earlier that year in challenge hack sessions - Joining the Dots 
between Health, Housing and Social Care

● Working group refined the challenge - How do we prevent the mental health of young 
people aged 14-18 worsening?

● Early 2021 - Public challenge launched via the Simply Do platform - Crowdsourcing of 
ideas from HA staff and board members and the general public. 29 ideas submitted

● Settled on idea around social prescribing submitted by Newport Live - specifically using 
sports & arts to alleviate mental health pressures

● March 2021 - Started work with innovation delivery partners Element

● Innovation bootcamps (April - June 2021) - Learnt a lot about innovation tools, mindsets 
& behaviours and constantly questioned our right to play in the challenge
 

● Pitched our ideas to a panel of experts at the end of the bootcamps



Innovation tools, mindsets and behaviours 

● Learner mindset
● Falling in love with the problem, not the solution
● The power of insight 
● Pivot or persevere 
● Constant iteration. De-risking.
●  Tools: Assumption funnel, insight compass & question funnel  

The assumptions funnel



Innovation tools, mindsets and behaviours - The insight compass



Innovation tools, mindsets and behaviours - The question funnel



Innovation pilot projects - Where are we now?

● Insight revealed emphasis should be on prevention, so the target group was changed 
from 14-18 year olds to 10-11 year olds

● Project had to be sustainable to generate long-term benefits - not a one-off intervention 
and use current community partners to help deliver

● Geographical spread of working group members (Adra, Hafod, Melin & Pobl) meant they 
didn’t all operate in the same communities - split into two pilots

South Wales pilot

● Identified a common geographical area both Melin & Pobl operate in (assisted by Hafod) - Newport

● Communities teams from both housing associations are already working in partnership, 
but the mental health element needs to be progressed



North Wales Pilot

● Adra have run football camps at a rural school over a period of 6 months to date

● Combination of Adra staff/local partners delivering the sessions

● Introduction of wellbeing sessions in 2023: incorporate mental health activities

● 25 weekly participants on average

● Liaising with Sports North Wales and Byw’n Iach to enhance what we offer. Target areas where there are gaps in 
the county



Caredig’s Organisational Innovation 
Challenge



The process

● The purpose of the challenge was to identify a problem and crowdsource ideas from staff across the 
organisation on how to address it. 

● The challenge was part of a wider programme of work undertaken just before the rebrand from Family 
Housing to Caredig

● One of the key areas of this programme was an analysis of tenant issues, which helped gather the 
evidence and framing for the challenge.

● A ‘challenge hack’ session with Simply Do was held to funnel the long list of ideas around the problem 
into a clear problem statement

○ The challenge focussed on how to improve the way tenants contact the housing association 
by telephone to make it more accessible.



The platform



Engaging with staff



The results



Outcomes

● High levels of engagement across the organisation

● Inclusivity - it allowed staff working from different locations to participate and also involved staff from all 
levels, not just managers and above. This seems to have stimulated further collaboration across 
departments

● Some of the ideas have been incorporated into other ongoing projects and Caredig are looking at how  
the remaining ideas can be taken forward and keeping those who submitted them updated on progress

● They are also working with Simply Do to explore the potential for a supplier-led challenge with funding 
from SBRI



Challenges & learning



Challenges & learning

● Time, workload, capacity

● Innovation working group - broad problem area, loss of momentum, difficulties in engaging with external 
partners at times

● The project area chosen is outside the remit of some members of the working group. Need to cascade learning 
to other teams so there’s a whole organisation approach to innovation rather than isolated pockets

● Organisational/senior buy-in needed to make space and put structures in place, but also give staff the 
opportunity to upskill and put innovation skills into practice 

● Mindset shift - Looking at the problem in a different way, non-linear way of working, iteration/testing. Swimming 
against the tide

● A lot of organisations are set up to ‘do the day job’ rather than to innovate

● You cannot be afraid to let go of an idea or approach and pivot if the insight tells you that you are on the 
wrong path, but this is often seen as a waste of resources

● Focus on the problem, not the solution

● Don’t parachute in and out



So what? 

Beyond the impact of the pilot project, why does 
innovation matter? Why is it important now?

● Thinking differently will allow housing 
associations to make better business 
decisions, which ultimately will benefit the 
communities they serve

● Need to be radical to overcome the cost of living 
crisis and all the other challenges facing the 
sector. If not through innovation, how?

?



Diolch yn fawr.
Thank you.


