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Rationale for Change paper

The Council is committed to making Newham a major business location and a place where people choose to live, work and stay.  We need to provide high calibre services for children and young people as this is a critical determinant in the decision making of families and businesses to choose this borough.  In order to achieve Newham’s vision and other goals, we need to deliver radical change across the service.

The whole concept as to how children’s services should be delivered has changed immensely over the last 10 years. Each local authority has gone through its own evolutionary change to meet the revised demands on service outputs. Newham undertook the first stage in the creation of the children and young people’s directorate. It is time to move to the next level with a greater integration of services, particularly at the front end delivery.  We have recognised that we need to re-evaluate the impact of our use of resources in providing children’s services and identify how we can bring about step change in performance levels whilst maximising Value for Money.

The reconfiguration of the service will focus on ‘function’ in terms of what is needed to deliver the outcomes and how our services are configured.  This is a clear move away from delivering services in our current form which is structured around ‘professions’ and ‘services’.  

An example to demonstrate this is attendance at school.  We need to look at what functions are needed in order to support a young person to improve attendance at school.  This could mean that the following are needed:


· Someone who makes the phone call in the morning to get the young person up

· Someone who knocks on the door and accompanies the young person to school

· Someone who makes a needs assessment on why attendance is an issue – could be sibling or carer responsibility, therefore identifying what other functions are needed to support better attendance

· Someone who can provide specialist interventions such as Educational Psychologists if required

· Someone who can make a SEN assessment if relevant, and so on…..

This is a simplified example to demonstrate how we need to shape our thinking around achieving better outcomes.  What this rough example is trying to show is that we need ‘functions’ within teams that work together to achieve the outcome of ‘improved attendance at school’, rather than what we currently have which is different services and different interventions, often with little, or no connection or coordination.  What we need to do is move towards being a service that has excellent practice all round.  Practice that is dynamic and innovative.  Practice that keeps all of us excited as it is challenging and new.

A change in how we shape our thinking is paramount.  We need to be looking at service delivery in terms of the outcome/difference/change we want to achieve.  This will then determine the shape of the service.  Our thinking needs to look at what we do, how we do it, and most importantly why we do it.  Is what we do having the desired impact and achieving better outcomes?  If not, why are we continuing to do it?  Is the way we currently deliver services fit for purpose?  Does the way we are currently configured support and enable us to achieve the best outcomes for children and young people?  In addition to this, our practice will need to change.  It is recognised that there are pockets of excellent practice across the service and where delivery is of a good quality, is achieving the desired outcomes and has an evidence base, there is no real need to interfere with this.  What we need to focus on is how we deliver ‘integrated services’.  How do we provide a robust, coordinated service that provides early intervention and so relieves the need to continue to provide ongoing interventions and at times, very costly specialist interventions to address needs?  This is where reconfiguration of services is required in the first instance.  Those children, young people and families that are most at risk and vulnerable need to be enabled to ‘move’ out of specialist ‘high need’ services and into more medium and low need / universal services. Where possible, we need to try and prevent such individuals and families from falling into our high need area through early intervention.   This will only happen if our early intervention methods and approach to service delivery are ‘right’.  And this involves changing our whole approach to service delivery and working through the questions posed earlier:

· What is the outcome/difference/change we want to achieve?

· Who for?

· By when?

· How will we know if we have made a positive difference?

· How can we evidence this?

· How do we evaluate impact?

These questions pose the framework for a ‘logic model’ – “a generic model of any business process, which breaks it down into inputs, activities (or processes), outputs, and outcomes (or results). ...”www.balancedscorecard.org/LinkClick.aspx and ‘Impact Evaluation’.
Newham’s Children & Young People’s Service must be able to deliver the best possible outcomes for children and young people in line with the Government’s Every Child Matters objectives.  Newham is also a complex borough with both a young population and some high areas of need/dependency in respect of children’s services. The national landscape and expectations for children’s services continues to change and as a borough, we need to be in a strong position to ensure we can meet these challenges and respond to changes in legislation and policy in a proactive and efficient way.
CYPS Transformational Change links to the following local and national priorities:

This project links to the following:

· DCSF Children’s Plan – “ … more than ever before families will be at the centre of excellent, integrated services that put their needs first, regardless of traditional institutional and professional structures.  This means a new leadership role for Children’s Trusts in every area, …  Delivering the vision set out in the Children’s Plan will require a series of system-wide reforms to the way services for children and young people work together.  …”  [DCSF Children’s Plan, TSO, December 2007]  This is a key driver for this project.  We have an opportunity to really use innovation and creativity to critically examine what we currently do and challenge ourselves to ‘design’ service delivery that provides a positive experience for the end user, as well as utilising the skills and professional expertise of our workforce in ways that recognises and values the contribution that individuals make.
· Youth Crime Action Plan 2008 –‘Over the next two years we [Home Office] will offer support to all local authorities and their partners to improve family support which will help ensure that problems are addressed early.  This means:

· Improving local authority systems so that we identify, engage and assess families better and join up services to meet the needs of the whole family;

· Expanding intensive family interventions for the most vulnerable ….. with non-negotiable elements and sanctions for a failure to engage; and 

· Expanding Family Nurse Partnerships to support vulnerable families in the early years, something we know has positive effects in terms of reducing crime, as well as improving life chances.  …’  [HM Government, Youth Crime Action Plan, July 2008]  This action plan further strengthens the case for reconfiguring the service in order that the outcomes of the plan can be met effectively.  Again, the publication of this plan is timely as it provides us with an opportunity to be pro-active in service re-design.

· Child Poverty – the government wants to abolish child poverty by 2020 and to halve it by 2010.  The third target was to quarter it by 2004.  There has been recognition that these are tough targets and the initial target was not met.  There was a smaller fall in child poverty than originally anticipated.  This is the national picture.  In Newham, child poverty is a priority for the LAA and a key issue for the borough.  Newham has a very diverse, transient and young population and this makes our task more difficult, however, the challenges we face mean we need to respond effectively and work together to eradicate child poverty in our borough.  Child poverty is a very complex issue  and we need to streamline our services and internal processes in order  that one point of contact can be provided whereby individuals can get as much information and service provision in one visit, in one place.  

· DCSF & DIUS Raising Expectations: enabling the system to deliver – “We must ensure that all young people can achieve well through education and training.  We must enable today’s adult workforce to gain new skills and qualifications.  And, in the coming years, we must ensure that everyone can continue to improve their skills throughout their life.  …  local authorities will assume responsibility for commissioning and funding education and training for all 16-18 year olds.  …  local authorities will need to work together in order to carry out their commissioning role.  …  The issues it [the consultation document] addresses, while concerning the Machinery of Government, are vital to the creation of a strong, effective system for meeting the skills needs of our nation and the entitlements of our young people.”  [DCSF & DIUS Raising Expectations: enabling the system to deliver, consultation document, March 2008]


· Newham’s vision – “A Newham where people want to work, live and stay."  Delivery of first class universal services will provide families and business with reasons to choose Newham.  

· Reconfiguration of service delivery will lead to more effective service delivery in an efficient way.  Efficiencies will be realised in both cashable and non-cashable benefits.
· The reconfiguration of service delivery will also put the service in a strong position to respond in a pro-active way to the changing and challenging national and local landscape and local priorities.  

· Social support, educational attainment, having the correct skills base for business, managing youth crime and anti-social behaviour are reflected in the Council’s 6 aims for the achievement of Newham’s vision through services provided by CYPS.  We need to ensure that CYPS is in the best position to meet these aims through changing not just structure and processes, but shifting culture to achieve transformational change.

Every Child Matters outcomes – “Every Child Matters: Change for Children is a new approach to the well-being of children and young people from birth to age 19.
The Government's aim is for every child, whatever their background or their circumstances, to have the support they need to:

· Be healthy 

· Stay safe 

· Enjoy and achieve 

· Make a positive contribution 

· Achieve economic well-being 

This means that the organisations involved with providing services to children - from hospitals and schools, to police and voluntary groups - will be teaming up in new ways, sharing information and working together, to protect children and young people from harm and help them achieve what they want in life. Children and young people will have far more say about issues that affect them as individuals and collectively.  …  Improved outcomes for all children and young people depend on the action taken in local change programmes. This will be driven by an analysis of local priorities, and secured through more integrated frontline delivery, processes, strategy and governance.   …  

Integrated frontline delivery

· More integrated, accessible and personalised services built around the needs of children and young people, not around professional or service boundaries 
· Shift to prevention and improved safeguarding 
· Services co-located in places like children's centres and extended schools 

· Workforce reform to ensure sufficient, suitably trained staff. All staff working with children have a common core of knowledge and understanding about children's needs and increased understanding and trust between professionals 

· Development of multi-disciplinary teams and lead professionals 

Improving outcomes for children and young people involves changing the behaviour of those working with children, young people and families, so that children, young people and families experience more integrated and responsive services, with specialist support embedded in and accessed through universal services.”  [www.everychildmatters.gov.uk]

There are also links to the following.  This is not a conclusive list.  It is being used to demonstrate the many areas, policies, strategies and developments that impact upon and are impacted by CYPS Transformational Change.

· Newham’s Children & Young People’s Plan;

· Newham’s Corporate Plan;
· Newham’s Medium Term Financial Strategy;
· Newham’s CYPS annual Head of Service Plans;

· 14 – 19 curriculum development;

· Youth Matters & Youth Matters – Next Steps;

· Education Act 1996, Section 508;

· Children Act 2004;

· Education and Inspections Act 2006;
· Education and Skills Bill 2007;
· IAG standards;

· Star Chamber;

· Youth Crime Action Plan;

· Newham’s Workforce Development Strategy;

· Extended Services Strategy;

· CAF project;

· Transforming Youth Work;

· Learning & Skills;

· Teenage Pregnancy Strategy;

· Supporting parents;

· Joint Strategic Needs Assessment;

· Audit Commission Value for Money profiles

Specifically, Newham CYPS needs to undertake this change programme in order to:

· Deliver radical change  across the service so that we can achieve Newham’s vision and other goals

· Meet legislative requirements and be in a strong position to meet the challenges of a changing national landscape

· Improve outcomes for children and young people
· Ensure we maximise the value for money provided for Newham children and young people and local taxpayers, from the use of the Council’s limited resources
· Provide a more proactive and better designed service that is able to respond to needs more effectively and efficiently

· Develop an evidence based culture of working with children and young people
· Re-align resources to target investment to our priorities and to ensure maximum impact on the lives and life chances of Newham children and young people 
· Create and develop a skilled workforce that is able to meet the needs and challenges presented in an effective and efficient way
· Develop an integrated performance management culture

· Provide a better quality of service that drives up performance and improves achievement of performance indicators

· Tackle areas of high cost and low performance to ensure that we achieve an acceptable level of performance across all areas of the service

· Meet the requirements of the new Child Health Strategy

· Work with Newham PCT on the greater integration of child health services

· To attain a 4 star service  
In order to do this we believe it is necessary to review the whole service, what is delivered and how it is delivered, to ensure that efforts are efficiently expended to those things which make the most difference for children. The reconfiguration of the service will focus on ‘function’ in terms of what functions are needed to deliver the outcomes and how they are configured.  This will then determine the shape of the service.
Initial staff consultations were undertaken in May 2008.  The workshops were themed as follows:

· Cultural Change

· Management

· Service Delivery

· Evidence Based Work

A huge amount of feedback was given at both the face to face workshops and through the intranet response sheets.  The range and variety of feedback was vast.  More detailed information can be found at: http://newhamintranet/ChildrenAndYoungPeople/CYPS+TransformationalChange.htm
 Examples of feedback are provided below:

Cultural Change:
‘How do we work together better to provide an integrated and holistic service to children and young people?’

· Value peoples experience & expertise
· Strong, accountable managers
· Clear defined roles in line with appraisal policy

· Greater clarity on team objectives and how they fit the organisation

· Cross team working, better communication
· A communications map of the pathways and a directory of offers with who is responsible for what
· Everyone needs know the desired outcomes

· Provide a culture for valuing individuals

· Ability to systematically assess, develop and support leadership and talent

· Provide a platform for reporting services that are not moving forward

· Instigate quarterly target meetings to support the annual appraisal process

· Broaden the boundaries of individuals and teams

· Clear concise information with regard to changes needs to be implemented to avoid staff and user confusion, whilst maintaining consistency and clarity at the same time

· High level Management based in the same building is a good idea in terms of integrated and holistic services

· Transparency of systems so that there is consistency with key staff is welcomed, and helps to encourage monitoring of work to support the development of models of effective practice

· Simplify the system to allow organisation and staff budgets of teams of varying professions e.g. Teachers working with Physiotherapists and occupational therapists.

· Create a clear structure of where non front line services fit in to the group
· Use good practice examples from areas who are consistently getting it right

· Listen to the voice of the child/young person ensure they are active participants 

· Prevent duplication of resources and ensure there is greater clarity on services to be offered, outcomes to be delivered and individuals and or teams working effectively in partnership

· It is important to develop a culture that is solution focused and works within clear frameworks and outcomes. A culture that appreciates and encourages employees to achieve. Engaging the right people in the right teams in the right tasks  to complete focused projects will produce excellent outcomes
· Work/tasks should be designed around need of service users/service provision, not around needs of employees.  Individuals, teams & sections need to be less precious about ‘their’ work or ‘their way of doing things’ & look at how services & outcomes can improve to meet needs of children & young people
· People need to be more flexible in their approach to work & service delivery & be willing to accept that working in multi-disciplinary teams is one solution to providing integrated & holistic services & so, personal preferences for ways of working need to be put aside in favour of working in different, more innovative & flexible ways
· Bringing together planning taking place across services, e.g., extended services, development of ‘hubs’, CAF etc.  There is a danger we all go off in different directions creating a duplication of effort
Management:

‘What do you think the implications for you are in a matrix management framework?’

· Implication for budgets – services will not want to share budgets. Need to be able to seize the opportunity

· We need a framework that will enable creative thinking and cross-organisation service, delivery and problem solving

· Recognition that someone is responsible for the continuity and clear lines of responsibility, continuity, communication and supervision

· Communication between management is paramount as line managers need to have knowledge / understanding of all disciplines

· The flexibility to work holistically

· Provide the platform for a culture of innovation

· Greater ability to play to strengths

· Provides greater opportunity for feeling of self-worth

· Opportunity to look at a specific project with all the providers involved to help develop models of good practice
· A more structured matrix management framework is welcomed.  We do not work in isolation or contained within our own teams & so, using a matrix framework is positive so long as the ‘managers’ involved in such management are absolutely clear of their roles & responsibilities 

· I have been involved in a similar type of management set up & this is quite commonplace in project management.  There are no real issues or complications & again, this type of management (with the right managers) can challenge & stretch an individual
‘Would it help to improve outcomes?’
1. Yes with clarity of expectation and roles

2. Clear measurable outcomes with accountability

3. Matrix would work better if good managers are put in place

4. Provides ability to work together in an easier more structured manner

5. Requires clear and negotiated outcomes from the outset

Service Delivery:

‘Which approaches to deploying staff to improve prevention and early intervention are likely to be most effective?’

· Increased front-line, inter-agency working via a mixture of teams, both physically and virtually based increasing involvement with schools and nurseries to improve prevention

· Training / continued personal professional development in ‘core competencies’

· Focus with ‘front line staff’ – need to be more generalised and able to refer to the right team/individual

· Consultation with young people and act on what they say

· Ensure common goals with clear understanding of objectives

· Make services more user-friendly, easily accessed and affordable
· I don’t think that it is appropriate to select only one model 

· If you want one - Team around the child is a phrase that has recently been introduced into the language of children’s service so go with that. This allows the parent to be part of the team and have a central voice within it

· Remind staff that they are here for the service users and the LB Newham not their CV or convenience
‘What skills/staff should be included in these teams?’

1. Ability to design meaningful, relevant activities that promote participation for young people and parents Good ICT skills/infrastructure

2. Good communication and common language across all sectors

3. Project Management

4. Ethos of taking ownership

5. Clearly defined roles and responsibilities to ensure accountability and understanding of how to merge 2 groups together to work effectively

6. Structured and easy to implement procedures

7. Good management

8. Multi-disciplinary teams/individuals

‘Which approaches e.g. team around the child/family/school will be most effective in improving prevention and early intervention?’

1. Take a strategic look at the Kaizan, Cumberland and Newham University Hospital area to develop approaches to the whole Birth – 19 experience – develop a model

2. Build capacity for diversity and more services, embracing more skills in the mix and encouraging greater inter-agency working

3. Choice and diversity

4. Targeted support should help free resources for earlier intervention

5. Ensuring that the child’s needs are at the centre of all interventions
6. Enable the child’s voice to be heard – understand what it is like to be a child
7. Provide a flexible model/team around both the child and family
8. Working to change the mind-set of high risk families with balanced allocation of resource.
9. Implement an enabling model based on shared practice
‘What skills/staff should be included in these teams?’

1. Good senior management with good recruitment, induction, appraisal and retention skills to ensure skill base is developed and maintained

2. Multi-disciplinary teams for all various levels of needs

3. Front line staff need wider range of skills

4. Ability to take responsibility for answering queries instead of simply ‘passing on to another professional’

5. Empower parents/carers / staff and children to take control and make choices

6. Excellent communication with children and young people

7. Understanding of working with diversity

8. Solutions focussed skill set inclusive of flexibility and innovation

9. Self sufficient, confident and well motivated staff who are able to adapt thought process to each individual issue

10. Ability to turn the deficit model into a supporting and enabling one

11. Development of practitioners with a ‘you can’ attitude across all service levels

12. Recognition of Positive Person Centred approaches

Evidence Based Work:
‘What are the effective practices you’d suggest we adopt?’

· Encourage increased good multi-agency work

· Research evidence of achievement and practice based on a successful and integrated model

· Clear and defined Performance Measurement targets with flexibility to assess and measure ‘soft targets’ and holistic progress

· Clear and transparent vision and purpose of YPS

· Earlier Intervention may be required in some cases encourage this with targets

· Opportunities for more action research by individuals who can then report and feedback e.g. Masters level research

· Create a Multi service directory to ease accessibility. between departments and services, therefore encouraging increased communication between services and personnel

· More multi disciplinary and skilled staff should be based within the same building so that skills and knowledge can be utilised for staff development. A skills audit across CYPS would help facilitate this

· Investigate where organisational cultures need to be enhanced
· BPRE – Business process re engineering is the way forward.  A good firm can identify savings and efficiencies from this process. Normally they guarantee that they pay for their services from the savings. There is a lot of overlap in CYPS of duties and roles
· Using the basic best value principles of challenge & compete. Adopt a best practise policy and risk management approach to all work
· In terms of effective practice, we need to get a good understanding of what currently exists and this would involve undertaking benchmarking, visits to other authorities, especially those who are statistical neighbours, using data from the National Audit Office & other sources & not forgetting to look inwards & see what we currently do well
· There should be more performance monitoring against aims and objectives – measuring the evidence in terms of quality & robustness and establishing how this contributes to the achievement of a better outcome for example
‘What is the evidence of their impact on outcomes?’

1. Measurement of entire programme, rather than a ‘snapshot’

2. Earlier intervention saves resources later

3. Sifting mechanism to ensure higher level of support where required

4. There is evidence that having regular multi-agency meetings enables YOT profiles to decrease

5. Results including YISP Data, Crime Statistics, increased staying on rates and fewer exclusions 

6. Documented success stories, case studies etc, plus service user feedback gives a clearer indication of outcomes

7. By ensuring the right package of intervention is identified, the number of young people requiring support for “high level needs” will decrease

8. Increased communication flow reduces confusion for service users 
9. More families accepting support/intervention
10. Increased communication flow reduces confusion for service users
11. Cannot say currently, but tightening up on evidence based practice and supporting 

12. staff to understand & value evidence based practice can only provide robust information that can be used to determine the impact on outcomes
13. I feel that there are far too many interpretations of what ‘evidence’ is & a consistent understanding of this where possible needs to be established
An attempt has been made to present the range of feedback from the initial consultation process in order to provide us with a starting point in terms of the current thinking amongst the workforce.  There are some very interesting, valuable and visionary contributions that demonstrate that staff are not adverse to change or seeking out alternative ways to deliver better outcomes.   What staff are concerned about is the way the change process is managed, communication and ownership, participative decision making and accountability.






Suraya ali
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