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Luton Context

In common with all Local Authorities Luton Borough Council, as a Children’s Services Authority, is working with its strategic partners towards becoming a Children’s Trust. In doing so it is responding to a wide range of National initiatives including:-

· Every Child Matters – Green Paper – September 2003

· Every Child Matters – Next Steps

· Children Act 2004

· Every Child Matters – Change for Children

· National Service Framework for Children, Young People and Maternity Services

· Ten Year Strategy for Childcare

· The DfES Five Year Strategy for Children and Learners

The Council restructured in April 2005 and its Children and Learning Department was created to deliver integrated services to children and their families. The Department’s vision is that that all children & young people in Luton are safe, healthy, and successful and, in response to the ‘Every Child Matters’ five key outcomes aims to ensure that :-

· children and young people can grow up as healthy well balanced individuals;

· children, young people and families can live in safe secure communities, protected from abuse, harassment, exploitation and neglect;

· children and young people enjoy growing up in Luton and that they are enabled to succeed in their education and achieve their full potential;

· children, young people and their families are involved with the development of services and are encouraged to make a positive contribution to society;

· all services contribute to the stability of family life economically, socially and emotionally.

Luton’s Children and Young Peoples Strategic Board has also identified the following key areas of focus for multi-agency working :-

· Vulnerable Children and Young People

· Children with a Disability

· Immunisation and Vaccination

· Obesity


· Educational Attainment

Further information about Luton and the context for this Management Development Project can be found at Appendix 1.

Topic Description
As part of its approach to the Every Child Matters – Change for Children Agenda, and in particular towards the development of a Preventative Strategy, the Children and Learning Department of Luton Borough Council has established an objective of placing a Family Worker in every school in the Borough. Phase 1 of the strategy is the appointment of a Family Worker in every Key Stage 1 School by April 2006. My MDP covers just this initial Phase, but will inevitably impact on later developments as lessons learnt from it impact on future roll-out.

Reasons Selected

This is a major and - to my mind – important strategy which should have a significant impact on the lives of vulnerable children and their families in Luton. If successfully implemented it will improve all key outcomes for children and lay a firm foundation for a successful preventative strategy in the Borough. Family Workers are also being seen as key to making a difference in the five areas of focus for multi-agency working, listed above. For example, Family Workers can have a significant impact on signposting and encouraging the take-up of immunisations and vaccinations in families, especially those from some ethnic backgrounds who in the past have not had a high take up of this sort of preventative health care. 

The strategy also links with a number of other key areas of my work including development of Children’s Centres and Extended Schools in the context of the Ten-Year Strategy for Childcare. I am also involved with the multi-agency work taking place to develop a coherent Children’s Workforce Strategy in Luton, and career development and progression routes for family workers is a major area of development within this. In addition to this the project is central to the work of two other VSC students from Luton whose MDPs are also connected to this strategic development. In my view being able to harness all the support, skills, experience and learning of the VSC in developing this strategy would significantly increase the prospect of its successful development and implementation.

Expected Outcomes

Short to Medium Term

· Deployment of Family Workers and completion of Family Rooms in all Key Stage 1 schools by September 2006.

· Development of a career structure for school-based Family Workers within the context of Luton’s Children’s Workforce Development Strategy.

Medium to Long Term

· Improved Outcomes for children across all 5 key ECM indicators.

· Progress recorded against 5 key areas of focus identified by Luton’s Children & Young People’s Strategic Board.

Background

In April 2005 when the new Children and Learning Department was formed, Family Support services were delivered and funded through a number of different projects. Luton’s Flying Start, Children’s Fund and On-Track projects delivered Family Support mostly through Family Workers based on school sites and managed by headteachers or other appropriate school-based staff. This model was adopted by a number of other schools (including nursery schools) and funded through such sources as Behaviour Improvement Programme (BIP) Grant and Nursery School Development Grant. Luton’s Sure Start Local Programme based on the Marsh Farm estate also delivers family support services to families on the estate, but not school-locality based. All projects have reporting and monitoring requirements but these vary depending on national and local demands

As a result of this ad hoc development, there was no overarching strategy for family support within the Council. Family workers aligned to different projects worked with different ages of children, supported different activities, and sought to deliver different outcomes – although all were in broad alignment with the every Child Matters Five Key Outcomes. For example in broad terms it would be fair to say that Flying Start Family Workers were initially deployed in a move to raise attainment (‘Enjoy and Achieve’), On Track Family Workers were deployed as part of  a crime prevention strategy (‘Staying Safe’), and Children’s Fund Family Workers were intended to help reduce social exclusion (‘Achieving Economic Wellbeing’). In practice family workers employed through all projects generally adopted a broader remit and impacted on a range of outcomes for children – they are all linked to a greater or lesser degree – and ‘Being Healthy’ in particular was a major focus for all.

Family Workers also received different levels of support and training, benefited from different levels of resourcing, and were linked into different agencies or partnerships. Some schools may have had two family workers, funded by different projects, whilst other schools may have had none. 

Despite these inconsistencies, family workers across all projects were identified as playing an important role in providing effective, non-stigmatising support for children and their families, and in particular for engaging parents from hard to reach groups in such activities as parenting, adult and family learning. All three projects acknowledged family workers as pivotal to meeting their outcomes. 

As a result of the success of these projects, the Children and Learning Divisional Management Team and in particular Luton’s Corporate Director for Children and Learning, recognised the potential benefits of placing a Family Worker in each school as a key element of Luton’s Extended Schools Strategy. It was agreed, therefore, that work should begin on the development of a Universal Family Support Strategy linked to Extended Schools development and utilising Extended Schools Standards Fund in the first instance to begin to expand the service.


At the same time as early thoughts about a Universal Family Support Strategy were being aired, Luton was developing ideas around area alignment of multi-agency services. These ideas began to crystallise into a vision for three ‘soft area alignments’, based on school clusters by catchment area. A visual representation of this can be found at Appendix 1.

The rationale for the model was that by organising services for children on a geographical basis, not only would co-ordinated multi-agency working be improved, but that it would also provide a potential vehicle for school networking and collaborative working. The areas were chosen because on the whole they followed the child/young person through key transitions (there was found to be 88% continuity in school transfers). It was also felt that the three areas were of a size commensurate with balancing localism, economies of scale, number of  children, number of schools, and levels of need etc. All services would be expected to align themselves with these areas, but boundaries would be ‘soft’ rather than ‘hard’ – for example staff would not necessarily be located within the areas, and many staff in small and/or specialist teams would retain a Borough-wide focus. Reporting would take place on an area basis. 

Process

The process began with the formulation of the design team comprising Children’s Fund/On Track Manager, Flying Start Coordinator and myself, and an initial meeting was held to scope the Universal Family Support Action Plan and its overarching Log Frame. I then drew up these two documents (Log Frame attached at Appendix 3), which were discussed and amended by other members of the team before being submitted with an accompanying report to the Children and Learning Departmental Management Team in May 2005. Following some discussion and minor revisions the Action Plan was approved and implementation began immediately. The design team meet regularly to review progress and I report on progress to C&L DMT every two months.

It was clear that a Universal Family Support Model would need to be formulated on an area basis and a model was developed within which a Family Support Coordinator would support family workers linked to each area, but who would also have some overarching Borough-Wide responsibilities. A Family Support Service Manager, responsible for developing and managing all aspects of the Council’s Family Support Strategy, would manage the Family Support Coordinators. The model is attached at Appendix 2.

Progress to Date and Current Position

· A generic job description and person specification for family workers has been drafted and evaluated, and unions were consulted in October 2005. The job description will be adopted for all family workers, regardless of funding source, with effect from January 2006 and provides for all family workers to work to improve outcomes for children across all five outcomes. It also links all family workers to the Common Core of Skills and Knowledge for the Children’s Workforce. The job description (attached at Appendix 4) was evaluated at grade L6 (currently £21,654 - £24,000), which is a grade higher than family workers had been paid on previously.

· Funding has been identified to appoint three Family Support Coordinators linked to Luton’s Soft Area Alignment Model. Job descriptions & person specifications have been produced and evaluated for these posts (attached at Appendix 5) and interviews took place in October. Appointments have been made and all took up post in January 2006, when the new structure went ‘live’.


· Awareness-raising for headteachers, governors, other school staff, Local Authority and partner agency staff has commenced and continues.

· Work continues on developing the support structure and career structure for Family Workers. The Corporate Director for Children and Learning held a meeting early in January 2006 with Heads of Service, key Service Managers and Family Support Managers within the Children and Learning Department to review and re-focus area-based mechanisms for supporting family workers and vulnerable children and families. This is to be followed up in February with a major launch event for all schools.

· At the same time a consultant has been appointed to: 

· Review the way in which current family support services in schools and social care settings are co-ordinated and integrated and how this can be improved;

· Consider how family support services respond in their current organisation to key life transitions, reduce high risk factors, build on protective factors and provide support;

· Map the commonly occurring care / referral pathways so as to identify how support needs are currently identified at early stages, how family support is offered and who is involved; 

· Report in writing and make recommendations for a model that establishes a continuum of family support.

· Additionally consultants have also been appointed to undertake a review and advise on the development of a Children’s Workforce Development Strategy for Luton. Within the remit of their brief is to look at career development and progression routes for school-based family workers.
· Luton Primary Care Trust and Bedfordshire and Luton Connexions Service are in the process of restructuring their services to fit in with Luton Borough Council’s three Soft Area model, and Bedfordshire Police are considering how they might also respond to this structure. All of this work, however, is likely to be affected by National agenda on restructuring these three services.
Links to Professional Development Analysis (PDA) and Management Development Programme in general

The PDA and in particular the 360 Degree Review and Management Competence Framework were very powerful in highlighting my strengths, weaknesses and areas for development. The project played to my identified strengths, particularly in the areas of initiating and leading change, working collaboratively and effectively in multi-agency groups, and negotiating, influencing and persuading others to achieve strategic goals. It also addressed some of my areas for development such as managing and evaluating systems and procedures to support the achievement of the organisation’s objectives. The Learning Styles Questionnaire also highlighted very forcibly that I strongly favour a sequential context, and this influenced the development of an Action Plan following a structured, sequential route. Personally I found the Logframe approach confusing and not particularly helpful, so I made an early decision not to update this regularly but to instead update the Action Plan through discussion at regular design team meetings prior to reporting progress at Children and Learning Departmental Management Team Meetings, and seeking approval and decisions for future action. The Logframe was useful, however, in providing a benchmark of original intentions against eventual actions.

The Management Development Programme in Education and Children’s Services was intended to focus on leadership, professional development, organisational performance, and management of personal and professional performance. Although I had studied all of these areas in greater or lesser detail before, the programme was particularly effective in putting them into the context of a changing Children’s Services agenda and providing up to date knowledge on national drivers. Of particular importance was the time it gave for reflective thinking, and the importance of this in developing practice. Additionally the emphasis on action research was influential in developing a sound basis for the work, and on ensuring that as the project developed, it remained routed in a firm evidence base, and checks were built in to ensure ongoing evaluation.

So, overall what changes has the Management Development Programme made to the way I carry out my work? 

· It has enabled me to acquire (and in some cases re-learn) aspects of managerial knowledge and behavioural skills, and I may think about these more as I translate them into practice, but I don’t believe this has changed by general style. 

· It has given me space and time to know myself a little better, and to know how others perceive me, and this has been valuable. 

· It has made me feel better about myself as a manager - recognising emotional resilience, emotional intelligence, the ability to remain open minded, to shift perspectives when needed, to remain calm under pressure, to sometimes get it wrong and begin again - not as the handicaps they sometimes seem, but as strengths.

· It has, perhaps, enabled me to understand better the nature of management and leadership, the different perspectives and the complexities involved, whilst not always helping me to see any more clearly through the fog. 

· I do not think it has affected by ability to motivate myself because that has always been there as, I hope, is an ability (on most occasions) to motivate others. 

The world of Children’s Services in which we work and live is always dynamic, always changing, and although this can be frustrating at times, it makes for an exciting and stimulating workplace, and provokes a persistent and relentless motivation. Underlying all of this, of course, is the motivation to change lives, improve outcomes and make a difference for children and young people.

So has the Management Development Programme changed the way I think and act as a manager and leader? On the whole, it has probably not done so. But it has provided space and time for reflection, and that is all too scarce in today’s working environment.

Luton’s Universal Family Support Strategy would have developed without the VSC and without my MDP, but it would have looked different. Whether better or worse, is still too early to say.
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Budgetary Complications


Identification of potential Extended School Family Room spaces in schools has taken place and has being costed. Although Extended Schools Standards Fund for 2005-06 was originally earmarked to fund new family workers in Key Stage 1 Schools, a decision was taken to use this grant for capital purposes in order to fund the creation/conversion of an Extended School Family Room in each school. Lessons learned from the Flying Start project clearly demonstrated that family workers could only be really effective if they have a dedicated space to work in. Extended Schools Standards Fund for 2005-06, plus a proportion of Sure Start Extended School Capital Grant for 2006-07, has therefore been allocated towards the creation of such rooms in Key stage 1 schools due to appoint a family worker during 2006-07. All works should be complete by September 2006. 


At the same time a particularly difficult budget settlement for Children’s Fund and On Track for 2006-08 has created a situation where the Children’s Fund/On Track Executive has taken the decision that it can no longer continue to fund twelve family workers as part of its project work. All of these family workers currently work in Key Stage 2 Schools. 


Clearly it would not have been sensible – or even moral – to announce redundancies for KS2 family workers whilst expanding the number of KS1 family workers, even if redeployment could have been effected. It was decided, therefore, to use Extended Schools Standards Fund for 2006-07 to meet the costs of the Children’s Fund/On Track family workers and to consult with schools as part of the 2006-07 budget consultation to consider the expansion of the scheme in key stage 1 schools, alongside other budget pressures.


The Budget consultation has been broadly supportive of the Universal Family Support Strategy, and agreement has been reached to fund family workers through the Individual Schools Budget (ISB) but from September 2006 instead of April 2006. We now seem to be on a very firm footing for moving the strategy forward, albeit from September rather than April. It is now almost certain that all key stage 1 schools and six KS2 schools will have their own family worker funded through the (ISB) from September 2006, with a dedicated Extended School Family Room in which to carry out their activities, and that all remaining KS2 schools will have a family worker from September 2007, funded either through ISB, Standards Fund, or Children’s Fund/On Track Grant. It is hoped that further funding can be identified to expand the strategy into secondary, special and nursery schools in the following financial year.





Impact of Family Workers


	Flying Start


For Flying Start an external evaluation carried out by the Cambridge Institute of Education gave a very positive picture, including increased parental involvement, leading to greater parental awareness of their children’s learning and progress, and increased uptake of family and adult learning opportunities, leading to greater confidence of parents & children. The rate of progress of pupils at Key Stage 1 in the first eight Flying Start schools in the first year that their pupils reached the end of Key Stage 1 was higher than both Luton and National averages. In Reading the rate of improvement of the 8 Flying Start pilot schools was 14% points higher than the national rate and 13% points higher than the average for Luton; in Writing the rate of improvement of the 8 Flying Start pilot schools was 15% higher than both the national and local average; in Mathematics the rate of improvement of the 8 Flying Start pilot schools was 9% higher than the national average and 6% higher than the Luton average. 


On Track


On Track school-based family workers in particular have been very successful in linking with CAMHS staff to identify, assess, co-work, support and refer families in need of their services. A measure of this success is that the usual take-up rate for CAMHS support is 35%, but in On Track project schools it has been 95%.


Children’s Fund


Some findings from the National Evaluation of the Children’s Fund in respect of Family Workers deployed in schools is attached at Appendix 6.	
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