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3. The key lessons emerging from this exercise are: 
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• Structures utilised 

7. Insights were gathered by: 
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Non-covid work was re-prioritised to enable focus to be given to the response, 
including in respect of business support and the acute challenges associated—
for the tourism and hospitality sectors in particular. 
EPS set up a dedicated team to co-ordinate the response for schools and re-
prioritised work to deal with implications for local government and 
communities. 
OFM established a core team of lawyers to develop covid-specific legislation 
and focused communication work on the very substantial upturn in 
communications activity. 
PSG utilised existing skill sets held among Welsh Treasury staff to co-ordinate 
finance work. They also established a 'Star Chamber' to consider major 
expenditure decisions, though there were mixed views about its effectiveness. 

13. As the pandemic progressed, the central team developed and focused activity 
around the 21 day review process. Although events did not always make it 
possible to limit changes to the 21 day cycle and changes to international travel 
could not be aligned, there is consensus that this process worked very well. 
However, weaving the process into the wider organisation's functioning required 
considerable effort and became smoother over time. 

14. There is a widespread feeling that the structures operationalised from October 
2020 have been effective, but people working within them have faced 
considerable pressures. There were many single points of failure so success 
would have been compromised by certain key individuals becoming unwell or 
being less resilient. Needing to attract additional people through a volunteering 
approach or personal contacts was considered to be unsatisfactory and 
sometimes people found it easier to bring additional resources into the Welsh 
Government from, for example, the NHS or ONS than to recruit people internally. 

15. A consistent theme throughout reflections on this extraordinary period has been 
the scale of effort made by our people to deliver the response to the pandemic. 
Colleagues undertook new and very challenging tasks, often at a very fast pace, 
with multiple stakeholders and delivery partners, and dealing with considerable 
uncertainty and risk. At times the burden has fallen upon a small number of 
people who worked very long hours. 

16. It is clear in this area that good practice has been to: 

• Recognise that the pandemic response required central co-ordination and 
could not be managed through civil contingency arrangements and/or health 
officials only. 

• Where possible, enable people to be fully dedicated to working on the 
pandemic. 

17. Further development of our approach is needed by: 

• Designing resourcing arrangements which can direct the right people, in 
sufficient numbers, to the right places at the right time — while fully considering 
safeguarding and wellbeing, and enabling staff to take breaks. 
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• Ensuring that our approach to emergency response can support a sustained, 
nationwide effort which galvanises the whole organisation at the right time. 

Capacity to deliver, including impacts on less urgent work 

18. People contributing to this exercise have reported that, during the initial phase of 
the pandemic, they needed to dedicate the vast majority — or all - of their time to 
Covid-related work. However, it is important to note that those invited to 
contribute are among those who have been most focused on the pandemic 
response so may not be representative of all staff across the WG. 

19. In order to dedicate the time needed for undertaking Covid-related work, other 
work needed to be de-prioritised. In some instances, this required explicit 
ministerial agreement (e.g. where progress of a Bill needed to be paused) and in 
other instances officials needed to make judgements aligned with the stated or 
understood wishes of Ministers. ExCo agreed a prioritisation matrix, but people 
would have welcomed more specific cover for pausing work in certain areas. 
Legal Services also developed a prioritisation framework which was agreed by 
the First Minister and applied effectively to make decisions on priorities across all 
areas of its work. 

20.As the pandemic progressed, the implications of pausing non Covid-related work 
grew in general and Ministers' focus on those areas increased. Other competing 
priorities also came into focus such as the end of the Brexit transition period on 
31 December 2020. This resulted in the challenges of dealing with the pandemic 
alongside other work increasing for some from the summer of 2020. 

21. In areas where workloads were most affected by the pandemic (e.g. public 
health), it has only been possible to turn significant attention back to non Covid-
related priorities recently and this is highlighted as an implication of prioritisation 
decisions in many instances occurring at team — rather than organisation — level. 

22. In this area, good practice has been: 

• Colleagues acting individually to demonstrate flexibility and willingness to 
adjust priorities. 

23. Further development of our approach is needed to: 

• Determine what governance should be used to ensure Ministers and senior 
officials are sufficiently sighted on reprioritisation decisions and longer term 
risks/impacts, recognising that priorities are likely to change as a situation 
moves from immediate crisis to sustained emergency and beyond. 

Input of expertise, and arrangements for assessing impacts and adjusting 

24. During the pandemic, there has clearly been a step change in the extent to which 
evidence and expertise have informed policy making across the WGUK-level 
sources (e.g. SAGE) were heavily drawn from throughout, and were particularly 
important in the initial phase when expertise was being built rapidly to advise the 
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30. Within the context of an overall success story, some have reflected that: 
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Alignment between TAG/TAC outputs and the 21 day review cycle was not 
always optimal. 
Providing access to data in draft form could have better facilitated timely 
decision making. 
Sometimes it was not clear where accountability within the Civil Service lay for 
advice submitted to Ministers which had been signed off by TAG as a group. 

31. Based on this experience, particular aspects of good practice are: 

Identifying sources of expert advice and operational expertise, and building 
relationships to enable those to be utilised. 
Enabling policy makers and analysts to work closely together to provide well-
evidenced and rounded advice to Ministers - including facilitating access to 
external expertise and Wales-level, rather than UK-level, data gathered and 
used as soon as possible in an emergency scenario. 

32. Further development of our approach would be provided by: 

Fine turning of administrative practices to choreograph outputs alongside key 
decision making cycles and clarify senior official sign-off and accountability. 
Ensuring that technical and scientific advice is presented as part of rounded 
policy advice. 
Embedding from the outset consideration of wider harms beyond health 
during a pandemic insofar as possible, and seeking appropriate input from 
across affected policy areas to ensure decisions are robust and can be 
implemented successfully using processes developed and embedded for 
assessing equality impacts. 

Management of policy issues arising not linked to a WG team pre-pandemic 

33. During the pandemic, a number of new policy issues arose — such as social 
distancing, ventilation, extended households, international travel and vaccine 
certification — which did not fit within any team's stated responsibilities. There 
was also a need to engage with stakeholders in a completely different way 
around protection measures and the implications of them. 

34. Groups either formed new teams (e.g. post compulsory education and schools) 
or prioritised new work within existing teams (e.g. hospitality and wider economy) 
to engage with stakeholders in the very different way required and this enabled a 
collaborative approach which aided decision making. This is discussed in further 
detail below. 

35. However, it was very difficult and sometimes not possible to secure agreement 
for new substantial areas of policy to be `owned' within the group structures which 
resulted in the small central team needing to cover these on top of co-ordinating 
the 21 day review process. This caused significant pressure for those involved. 

36. It follows that in this area, good practice has been apparent in: 
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• Prioritising work to engage with stakeholders to inform policy developments 
specific to stakeholder groups. 

37. Further development of our approach is needed to: 

• Establish mechanisms for allocating responsibility and resources for new work 
areas which are not initially perceived as falling within the remit of established 
teams. 

Internal communication channels 

38. People described a mixed picture in respect of internal communication, with a 
general recognition that significant improvements were made over time. In the 
early days, those working in ECC(W) did not receive the information about 
matters such as NHS pressures in the way they felt they needed to. As HPAG 
OSG developed and a very frequent birdtable meeting attended by policy leads 
across the WG was established, people felt much better able to keep abreast of 
developments and built up contacts with colleagues leading on each aspect of 
the response. This greatly facilitated a joined up and co-ordinated response. 
Some commented that a fuller readout of the birdtable discussions, rather than 
action points only, would have been helpful in circumstances where attendance 
at the birdtable was not possible for people. 

39. Within teams and groups, arrangements for communicating regularly — involving 
daily/weekly meetings were stood up — and working relationships with colleagues 
often strengthened as a result. 

40. Colleagues reflected that circumstances did not always provide scope for the 
usual processes around Cabinet meetings to be operationalised. This sometimes 
resulted in policy leads having little time to brief Ministers prior to Cabinet 
meetings being held, and minutes of Cabinet discussions and decisions were not 
provided rapidly enough for some. In a small number of instances, people learnt 
of decisions affecting their policy remit in the media before being informed 
internally. This resulted in some difficulties for those leading engagement with 
stakeholders. 

41. It is clear from experiences that good practice has been: 

• Standing up lines of communication as quickly as possible so that decisions 
can be communicated as widely, swiftly and frequently as needed, and so that 
there is clarity about how and why decisions are being made. 

42. In order to more fully achieve this good practice in the future, it has been 
suggested that further development of our approach would be supported by a 

• Proportionate uplift in Cabinet Secretariat resources to administer rapid 
communication around Cabinet meetings when they are needed more 
frequently and/or at shorter notice. 
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Alignment with Ministers' individual and collective preferences 
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51. There were more open two-way communication channels at the political level 
with the other devolved governments which were very beneficial, especially at 
important decision points. 
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55. A particular challenge throughout was the lack of notice, or no notice, given in 
respect of key UKG announcements — many of which (e.g. HMT decisions on 
wage/income support) had direct implications for Wales. Another challenge 
throughout was around daily data returns the UKG wished to receive based on an 
incorrect assumption that Wales' data would/could be generated and presented 
in a consistent format. 

56. It emerges from these insights that engaging and communicating with the other 
UK nations has been valuable and often essential during the pandemic. The 
engagement has facilitated the mobilisation of required UKG resources and 
enabled knowledge sharing and expertise among the four nations. 

57. It is clear that good practice has occurred by: 

• Deploying strategies for sustaining engagement among governments taking 
into account the value of both informal relationships and robust governance 
structures. In doing so, recognition that these will vary according to subject 
matter, operational versus policy emphasis, and political considerations is 
important. 

58. Further development of our approach to facilitate officials' efforts to sustain 
engagement and deliver benefits for all would be achieved by: 

• Use the new post-IGR Review structures to pursue to the fullest extent 
possible joint ministerial decision making among the four nations' 
governments so that a more joined-up approach is achieved when managing 
a major crisis in response to which the levers of both the WG and UKG need 
to be deployed. 

Engagement and communication with delivery partners in Wales 

59. People recognised the importance of engaging and communicating with delivery 
partners in Wales and invested considerable amounts of time in activities to do 
so. There was a brief period at the outset where people have reflected that two-
way communication between the WG and local authorities was not optimal, with 
some not linked sufficiently closely with Directors of Public Health, but this was 
addressed early with a step change in engagement activity being achieved 
overall. 

60. In many areas, colleagues utilised existing relationships and intensified existing 
engagement structures while in other areas engagement needed to be framed 
very differently (e.g. higher education to develop arrangements with autonomous 
organisations) or developed from a low base (e.g. Border Force and the 
hospitality sector, where for the latter there were established relationships only 
for engaging on production and export issues). 

61.The achievements made by people in this area with strong support from Ministers 
are exemplary. Pre-existing relationships have been strengthened, new 
relationships have been formed and much has been learnt about operational 
delivery. At times, officials have engaged with people running businesses who 
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Virtual working 
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Theme Good practice Further development of 
our approach 

Structures utilised • Recognise that the • Designing resourcing 
pandemic response arrangements which 
required central co- can direct the right 
ordination and could people, in sufficient 
not be managed numbers, to the right 
through civil places at the right time 
contingency — while fully 
arrangements and/or considering 
health officials only. safeguarding and 

• Where possible, enable wellbeing, and 
people to be fully enabling staff to take 
dedicated to working on breaks. 
the pandemic. Ensuring that our 

approach to 
emergency response 
can support a 
sustained, nationwide 
effort which galvanises 
the whole organisation 
at the right time. 

Capacity to deliver, • Colleagues acting Determine what 
including impacts on individually to governance should be 
less urgent work demonstrate flexibility used to ensure 
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Internal 
communication 
channels 

Alignment with 
Ministers' individual 
and collective 
preferences 

Engagement and 
communication with 
the UKG and other 
devolved 
governments 

Engagement and 
communication with 
delivery partners in 
Wales 

• Standing up lines of 
communication as 
quickly as possible so 
that decisions can be 
communicated as 
widely, swiftly and 
frequently as needed, 
and so that there is 
clarity about how and 
why decisions are 
being made. 

Ensuring Ministers are 
supported to engage in 
decision-making, 
recognising the 
important role played 
by Special Advisers, 
and using insights from 
this exercise to 
articulate what helps 
Ministers engage with 
officials in a crisis and 
vice versa. 

Deploying strategies for 
sustaining engagement 
among governments 
taking into account the 
value of both informal 
relationships and 
robust governance 
structures. In doing so, 
recognition that these 
will vary according to 
subject matter, 
operational versus 
policy emphasis, and 
political considerations 
is important. 

Continue the 
transparent, trusting 
and co-productive ways 
in which we have been 
able to engage with 
partners and 
stakeholders, and 
provide an authorising 
environment for this at 

16 

• Proportionate uplift in 
Cabinet Secretariat 
resources to 
administer rapid 
communication around 
Cabinet meetings 
when they are needed 
more frequently and/or 
at shorter notice. 

 I►r 1 Ta 

Use the new post-IGR 
Review structures to 
pursue to the fullest 
extent possible joint 
ministerial decision 
making among the four 
nations' governments 
so that a more joined-
up approach is 
achieved when 
managing a major 
crisis in response to 
which the levers of 
both the WG and UKG 
need to be deployed. 

Reviewing our 
approach to guidance, 
including consideration 
of whether there would 
in future be scope for 
greater standardisation 
and lower volume. 
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both Ministerial and 
official levels. 

Virtual working • Capturing the benefits • Continuing work within 
of virtual and hybrid the WG to enhance the 
working for organisation's fitness 
engagement and for the future post 
inclusion, whilst being pandemic with the 
aware of the challenges establishment of 
of managing people sustainable working 
remotely. practices. 
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Objective Policy Technical! 
Advisory 

Perm Sec and DGs 

Objective 2 Question 1 Question 1 Question 1 
To explore the How were How were What did our 
effectiveness structures, structures, organisational 
and efficiency processes and processes and response to the 
of structures people arranged people arranged pandemic look like 
and/or in your area to in your area to from your perspective? 
processes respond to the respond to the • Did you make or 
linked to the pandemic? For pandemic? For see changes to the 
development example how was example how was structures and, if 
and work distributed work distributed yes, why were the 
implementation and were and were changes made? 
of protection additional or additional or • How were existing 
measures, and dedicated teams dedicated teams governance 
surface ideas put in place? put in place? arrangements 
for where • How well did • How well did adapted and new 
alternatives the the ones created? 
might have arrangements arrangements • How effective were 
been beneficial work in terms work in terms the arrangements? 

of helping your of helping your 
area respond area respond 
effectively to effectively to 
the pandemic? the pandemic? 

• Were the • Were the 
arrangements arrangements 
you've you've 
described what described what 
you had in you had in 
place at the place at the 
start of the start of the 
pandemic, or pandemic, or 
did they did they 
change? If change? If 
they changed, they changed, 
why was that? why was that? 

• To what extent • To what extent 
were new were new 
governance governance 
arrangements arrangements 
or processes or processes 
needed to needed to 
support these support the 
arrangements? new 

• Looking back, structures? 
how would you 

M.
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have • Looking back, 
structured how would you 
things have 
differently? structured 

things 
differently? 

Question 2 Question 2 Question 2 
What evidence What type of How was evidence or 
and expertise did evidence or expertise used to 
you draw on to expertise did you inform the 
inform your provide and what strategic/organisationa 
approach? sources did you I response? 
• What types of draw on yourself? • What happened 

decisions were • To what extent when decisions 
informed by did your input needed to be made 
what types of influence quickly? 
evidence? decision- • How was evidence 

• How did this making? used in Group-level 
work when • What types of decision-making? 
decisions decisions were 
needed to be most and least 
made rapidly? influenced by 

evidence and 
expertise? 

• How did this 
work when 
decisions 
needed to be 
made rapidly? 

Question 3 Question 3 Question 3 
How did Ministers How did you see How did Ministers 
influence the Ministers influence the 
Covid response in engaging in the organisation's 
your area? Covid response? arrangements for and 
• How did • How did strategic response to 

Ministers Ministers' the pandemic? 
engage? actions • What impact did 

influence this have? 
activities? 

Objective 3 Question 4 Question 4 Question 4 
To consider the How did your work How did your work Was a strategic steer 
extent to which area prioritise area prioritise or strategic advice 
work to manage between business between business given, and were 
the pandemic as usual and as usual and expectations set, 
was balanced Covid-related Covid-related around how areas 
with other work work? work? should prioritise their 
successfully 
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• What • What work alongside Covid 
decisions were decisions were responsibilities? 
made to inform to inform the • What happened in 
the way your way your area practice? 
area prioritised prioritised • How were 
work? work? challenges 

• What • What overcome? 
challenges challenges • Did the approach 
were were provide scope for 
encountered? encountered? new policy areas, 

• How were • How were which were not 
these these within the remit of 
challenges challenges any team pre-
overcome? overcome? pandemic, to be 

• Did the • How has non- absorbed? 
approach covid work 
provide scope been 
for new policy impacted? 
areas, which 
were not within 
the remit of 
any team pre-
pandemic, to 
be absorbed? 

• How has non-
covid work 
been 
impacted? 

Objective 4 Question 5 Question 5 Question 5 
To review the How did you How did you How did you and 
effectiveness communicate and communicate and people around you 
and efficiency engage with the engage with the engage with the UK 
of engagement UK Government UK Government Government and its 
and and its agencies, and its agencies, agencies, and the 
communication and the other and the other other devolved 
s flows with the devolved devolved governments at a 
UK Government governments over governments over strategic level over the 
and other the pandemic? the pandemic? pandemic? 
devolved • To what extent • To what extent • Do you feel these 
governments, did you rely on did you rely on activities enabled 
particularly at more formal more formal you to know what 
key points meetings meetings you needed to 

compared with compared with know? 
more informal more informal • How do you think 
relationships relationships virtual working 
with individuals with individuals helped or 
or teams? or teams? hindered? 

• To what extent • To what extent • What could have 
did these did these made 
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activities 
enable you to 
exert influence 
and gain 
knowledge? 

• How did virtual 
working help 
or hinder? 

• What could 
have made 
communication 
and 
engagement 
better and/or 
more efficient? 

activities 
enable you to 
exert influence 
and gain 
knowledge? 

• How did virtual 
working help 
or hinder? 

• What could 
have made 
communication 
and 
engagement 
better and/or 
more efficient? 

communication and 
engagement better 
for you? 

Objective 5 Question 6 Question 6 Question 6 
To outline how How did your area How did your area How did you see staff 
the WG's of the Welsh of the Welsh adapting the way they 
relationship with Government Government engaged and worked 
key delivery adapt the way it adapt the way it with key delivery 
partners has engaged and engaged and partners in Wales? 
changed and worked with key worked with key • To what extent do 
what might be delivery partners delivery partners you think we 
done to embed in Wales? in Wales? achieved the level 
changes where • To what extent • To what extent of engagement 
desirable did you did you needed? 

achieve the achieve the • What were the 
level of level of challenges and 
engagement engagement benefits? Looking 
needed? needed? back, what would 

• What were the • What were the you have done 
challenges and challenges and differently? 
benefits? benefits? • In what ways did 
Looking back, Looking back, virtual working help 
what would what would or hinder? 
you have done you have done • Which innovations 
differently? differently? would you continue 

• In what ways • In what ways to use to engage 
did virtual did virtual with partners 
working help working help beyond the 
or hinder? or hinder? emergency phase 

• Which • Which of the pandemic 
innovations innovations 
would you would you 
continue to continue to 
use to engage use to engage 
with partners with partners 
beyond the beyond the 
emergency emergency 
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phase of the 
pandemic? 

phase of the 
pandemic 

Objective 1 Question 7 Question 7 Question 7 
To capture what With the focus of With the focus of With the focus of this 
worked well this exercise in this exercise in exercise in mind, when 
internally and mind, when you mind, when you you look back at how 
how activity look back at how look back at how the response was 
evolved with you managed the you managed the managed - in addition 
experience response within response within to what we've 

your area of the your area of the discussed so far - what 
Welsh Welsh worked really well 
Government - in Government - in across the Welsh 
addition to what addition to what Government civil 
we've discussed we've discussed service? 
so far - what so far - what • How about within 
worked really worked really your Group?? 
well? well? • What made the 
• What made • What made approach 

the approach the approach successful? 
successful? successful? • Was it what 

• Was it what • Was it what happened at the 
you started out you started out start and, if not, 
doing and, if doing and, if why did it change? 
not, why did not, why did • Were there any 
you change? you change? aspects which 

• Were there • Were there didn't work so well? 
any aspects any aspects 
which didn't which didn't 
work so well? work so well? 
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Annex B 

FOCUS GROUP QUESTIONS 

External Delivery 

Question 1 — Response to the pandemic 
How were people organised in your 
area to respond to the pandemic? For 
example, were staff in your area solely 
focused on Covid work or did people 
need to deal with other priorities as 
well? 

What worked particularly well? 
Were the arrangements you've 
described what you had in place at 
the start of the pandemic, or did they 
change? If they changed, why was 
that? 

• Looking back, could things have 
worked better if organised 
differently? 

Question 2 — Use of Evidence 
What evidence and expertise did you 
and your colleagues draw on to inform 
the approach? 
• How did you access the evidence 

and from where? 
How did you use the evidence? 
How did this work when decisions 
needed to be made rapidly? Did 
your approach to drawing on/using 
evidence have to change as a 
result? 

• What could have helped to improve 
the approach taken to using 
evidence? 

Question 3 — Engagement with others 
(Wales) 
How did your area of the Welsh 
Government adapt the way it engaged 
and worked with key delivery partners in 
Wales in response to the pandemic? 
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Central Co-ordination / Analysis 

Question 1 — Organisation of people 
How were people organised in your 
area to respond to the pandemic? For 
example, were you and they dedicated 
to covid work or did people need to deal 
with other priorities as well? 

What worked particularly well? 
Were the arrangements you've 
described what you had in place at 
the start of the pandemic, or did they 
change? If they changed, why was 
that? 

• Looking back, could things have 
worked better if organised 
differently? 

Question 2 — Use of Evidence 
What evidence and expertise did you 
and your colleagues provide or draw on 
to inform the approach? 
• How did you access the evidence 

and from where? 
• How did you use the evidence? 
• How did this work when decisions 

needed to be made rapidly? Did 
your approach to drawing on/using 
evidence have to change as a 
result? 

• What could have helped to improve 
the approach taken to providing and 
using evidence? 

• How did you access the evidence 
and from where? Did your approach 
to drawing on/using evidence have 
to change as a result? 

Question 3 — Policy Priorities 
How were previously low priority Welsh 
Government policy issues (e.g. vaccine 
certification, social distancing and 
ventilation) managed during the 
pandemic? 
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Question 4 — Reflections on response 
With the focus of this exercise in mind, 
when you look back at how the 
response was managed within your 
area of the Welsh Government - in 
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Reserve questions 
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What made the approach 
successful? 
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• What could have made things • What could have made things 
better? better? 
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Annex C 
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