MANAGEMENT DEVELOPMENT PROJECT REPORT

Tim Skinner

COMPLETING STAGE 2 IN THE

LIFECYCLE OF THE LUTON ON TRACK PROGRAMME


WEAVING TOGETHER STRANDS FROM THE
COMMUNITIES ON TRACK FILM: “MULTI AGENCY WORKING”: 

“So we beat on, boats against the current, borne back ceaselessly into the past.”
F. Scott Fitzgerald, “The Great Gatsby”, 1926.

“History never repeats, I tell myself, before I go to sleep

There’s a light shining in the dark, leading me on towards a change of heart.”

Split Enz, “History Never Repeats”, 1981.
Positioning the Management Development Programme Within an Unfolding Drama

“The one contribution a manager is uniquely expected to make is to give others vision and ability to perform. It is vision and moral responsibility that, in the last analysis, define the manager.” (Drucker P. page 200 in Mullins, 2005 edition).
Since the commissioning, in May 2005, of a “Multi Agency Working” film about some key aspects of the work covered by services I manage, I believe I have demonstrated vision, leadership, an ability to perform and an ability to delegate. I have impacted upon each of the five Objectives that I specified (15.03.05) at the start of this VSC course, are listed below:

1) To help me make positive adjustments towards and within my new work role of Family Support Service Manager from April 1st.
2) To facilitate my impacting vertically – up as well as down the hierarchy – and horizontally on the Every Child Matters landscape and in the drive to Children’s Trusts in Luton.

3) To give me further options in developing the services and enshrining the legacy of the On Track and Children’s Fund programmes.

4) To help me facilitate the active engagement of voluntary services with statutory services in transforming services.

5) To help me bring a more structured approach to staff development, including staff training.

In April 2005, I became Family Support Service Manager. The On Track Children’s Centres are playing a key role in the integration of service development and delivery within Bury Park and further afield in Luton.

April 2005 saw the formation Luton’s new Children & Learning Department, a merging of Lifelong Learning and the Children and Families Division of the former Social Services Department. This has facilitated the drive to more integrated and equitable Family Support across Luton.
Steering the On Track Children’s Centres Forward

Figure 1 (page 4) illustrates the progress made towards developing our Children’s Centres. Early 2006 has seen the development of clear governance arrangements at Chaffinch and Sparrow, where much progress had been achieved prior to the STEPS4CHANGE meeting in late February. Progress is also evident in Starling. Planning, including considerable parental and community engagement, is moving forward apace at Blackbird. At Lapwing the Family Support infrastructure is being optimised to strengthen the chances for a successful bid.

Common to all this work has been a strong sense of partnership working, the development of increasingly close cross agency understandings and a pooling of resources. The depth of this partnership work is not only impacting on the providers and communities concerned but also across the town. From my own perspective Csikszentmihalyi’s definition of the concept of flow rings true:
 

 “The state in which people are so involved in an activity that nothing else seems to matter; the experience itself is so enjoyable that people will do it even at great cost, for the sheer sake of doing it” (page 4, Csikszentmihalyi, Flow, 2002 edition).

Fundamental our success has been the development of two On Track Children’s Centre Co-Ordinator posts and their location adjacent to my office. Further assistance will come, in the next stage of this work, from Social Work students from Luton University, one of whom started a 100 day project placement based around our Children’s Centres on February 6th.

An Outline

This Report concerns the transformation of the Luton On Track programme into a major local player in the development and delivery of preventative services for children and young people, from conception to twelve years. This process was outwardly marked, during the evening of Thursday February 23rd, 2006, at a meeting held at Chaffinch Junior School. Here the local STEPS4CHANGE initiative of Luton’s JobCentre Plus was launched. This completed a journey begun at a meeting I had attended entitled “Grow Your Own Children’s Centre”, held in September 2003. My participation in this event was facilitated by my involvement in a Luton Borough Council Social Services Department led Best Value Review for 0-9s. Immediately preceding the government’s Every Child Matters Green Paper, in autumn 2003, it represented a local exploration of policy aims entirely consistent with those of the new national agenda. 

If it is meaningful to describe the September 2003 to February 2006 period as Stage 2 in the lifecycle of Luton On Track, some clarifications are needed. As originally conceived the twenty four separate On Tracks represented a research programme into the effectiveness of a general, but not prescriptive, style of multi agency, multi modal, early intervention, working in crime reduction. 

From 2001 until 2003 a Sheffield University team led Phase 1 of the National Evaluation of On Track. Phase 2, led by the Policy Research Bureau, is now nearing completion. The fact that my Stages 1 and 2 of the Luton On Track lifecycle closely mirror those of these two phases of the national evaluation is coincidental. I am seeking to extend the lifecycle of On Track in Luton, putting it on a completely different trajectory to those of other On Tracks or of the national evaluation. 

“Stage 2” goes beyond with the scope and extent of this Management Development Project, but this history is important. Work based themes from 2005-06 have centred upon how I have adjusted to my new role as Family Support Service Manager, since April 2005, how I have tried to build upon the “Multi Agency Working” film I commissioned from LBV Television, during the early summer of 2005 and the impact upon these objectives of my participation within the Management Development Programme.

Children’s Centres represent an important Government led initiative. They should provide child care with education, access to good primary health services for young children and parents, including during pregnancy, good connections with Job Centre Plus and with Adult and Family Learning providers. The STEPS4CHANGE meeting represented a public achievement of these objectives. It demonstrated just far we had moved co-planning and co-working agendas forward since the commissioning of our film, eight months earlier. Like the Finn brothers, of Split Enz, but unlike Fitzgerald’s Gatsby, we had reached the light shining in the dark.
The Nature of this Project 

“Integrating organisations and services is a daunting task and there is plenty of evidence that outcomes can be poor if services are delivered in a fragmented way to people who need access to care.” (Thistlethwaite, page 6, Integrated working, 2004).

This Project will describe how I have unified two completely different initiatives, On Track and the Sure Start Children’s Centres and have used this process to enhance inter agency working within the town.

Figure 1: The 5 Children’s Centres & On Track



National Sure  Revenue    Capital 
     On Track     01.09.07 on   Children’s


Start Agreed    Approval
Approval     Family         Family   
    Centre


Programme

 
      Worker        Worker
    Manager
Chaffinch
04-06 wave     Yes
   No 
       Yes (2)
   3 
    Self


Yes
        04-06 on     Pending       Other (1)    

  Team Meeting

  09.02.06

Sparrow
04-06 wave     Yes
  Yes
       Yes (2)             3 
  Headteacher



Yes
        04-06 on
 Agreed         Other (1)

  Meeting with Head

  09.01.06

Starling
04-06 wave     Yes
   No  
       Yes (2)
   3
  Under discussion



Yes
          04-06 on     Pending       Other (1)

  Team Meeting

  20.02.06

Blackbird
06-08 wave     Yes
   No              Yes (1)            2.5         Under discussion


Yes
          06-08 on     Planning      Other (1)

   Team Meeting 

   20.02.06

Lapwing
No
           No
   No
        Yes (2)
    3 
  Early discussions



Negotiating       Under discussion        Other (1)                        Meeting with Head
  







   10.02.06

                                                                                                                                    The names of the Children’s Centres are fictitious. All are based within On Track schools. We will also be taking up a request to help establish a Children’s Centre in a Children’s Fund school – since November 2004 I have also been Children’s Fund Programme Manager. The merging of Children’s Fund with On Track was a critical event in Stage 2 of Luton On Track’s lifecycle. However, the potential incorporation of a Children’s Centre based in a Children’s Fund school within the expanded On Track model falls into Stage 3 of the lifecycle of On Track and therefore outside the scope of this report.

 “Synergy is usually experienced in situations of expansion or where one organisation merges with another” (Mullins, page 159, Management and Organisational Behaviour, 2005 edition). 

The main thrust of this report is the merger of On Track with several Children’s Centres. The merger of Children’s Fund with On Track is far from unusual. These programmes cover almost identical age groups, with substantially overlapping remits and with both, in recent years have been managed by the National Children’s Fund, part of the Department for Education and Skills. 

The merger of On Track with Children’s Centres is of a different order. The latter come under the remit of National Sure Start, itself now responsible for Extended Schools as well as the Sure Start Local Programmes. Children’s Centres and Extended Schools are pivotal to the long term delivery of the government’s social inclusion agendas. Nationally the older initiatives are now entering their final years, with reducing budgets and, potentially, reducing influence over the shaping of subsequent service delivery.

Common National Themes for On Track and Sure Start Children’s Centres

“Children’s Centres will play a central role in improving outcomes for all young children, and in reducing inequalities in outcomes between the most disadvantaged children and the rest.” (page 4, Sure Start Children’s Centres: Practice Guidance, DfES, November, 2005).

On Track and Sure Start Children’s Centres are amongst a plethora of initiatives delivered under New Labour. Common to them has been the government’s intention to reduce child poverty and to promote inclusion. Much success can be claimed (Stewart K. in Hills J. and Stewart K., eds., pages 143-4, 2005) with substantial reductions in child poverty, dramatically reversing a two decade upward trend. The Government’s position is encapsulated in a 2001 quotation from Gordon Brown (Stewart, page 145):

“Tackling childhood poverty and disadvantage is not about providing more money or better public services: it is of necessity about both.”

The number of different national programmes may reflect the determination of ministers to rapidly deliver change. Conversations with managers of different programmes, including Regional Meetings at Government Office East, at the Children’s Fund Working Group on Crime Reduction, and a recent national teleconference of On Track managers, have painted a different picture. The consensus programme managers has been that a smaller number of initiatives, characterised by better design and clearer central guidance from the DfES, would have been preferable. 

Greater consistency in budget allocations would have served children and families better than the framework of unstable organisational funding confusion from which so many of these programmes have had to deliver. Such findings are appearing in national research. This may include the final reports of the respective National Evaluation Teams for On Track and Children’s Fund (see also pages 4-6, Sure Start Children’s Centres: Practice Guidance, DfES, November 2005).

Integrating Two Different Policy Initiatives

“The core leadership challenge for children’s centres is establishing and managing a multi-agency approach to service delivery.” (page 13, Sure Start Children’s Centres: Practice Guidance, DfES, November, 2005).

Initially On Track was a Home Office project aimed at reducing crime through boosting protective factors and reducing risk factors amongst children aged 4-12 years, their families and communities (McCarthy P., Laing K. and Walker J., Chapter 3, Risk and Protection, DfES, 2004). At its heart was multi modal, early intervention 

work (McCarthy et al., page 74). Multiple risk factors were to be targeted (page 16), with schools playing a central role in the shaping of interventions (Chapter 7). Research demonstrates that “schools have the potential for tipping the scale from risk to resilience” (page 60) and that “the most promising strategies for reducing the risks of young people becoming involved in crime include frequent home visiting by practitioners during pregnancy and childhood” (page 74).  

Home visiting, delivered in and around “extended” schools, cultural sensitivity, and language skills have been fundamental to Luton On Track in Luton, from its 2001 inception. In its first stage the programme was designed to minimise the risk of stigmatising the children, parents and families (McCarthy et al., page 7). This stage lasted from spring 2001 to autumn 2003, when the moves towards synergy with Children’s Centres began. 

By this time the On Track schools had become “extended” in all but formal designation. From the beginning the six schools, now nine, were at the heart of the programme’s multi agency, partnership working. Family Workers played a pivotal role. These school based staff receive in-service training and since January 2006 have been included within an expanding, Luton wide service whose total number will exceed eighty by September 2007. I am responsible for this Luton Borough Council initiative as Family Support Service Manager. Typical backgrounds for Family Workers include roles as Teaching Assistants or in community projects. On Track’s four Family Workers grew to ten, out of a current town wide total of forty two They need to be fluent in the most commonly used languages, locally, of Pahari, for the Pakistani Kashmiri community and Sylheti, for the Bangladeshi community. 

Health has always been another key participant. Health On Track has provided a school nursing team, including Sylheti and Pahari speaking staff who support a School Nurse. Their remit includes much health promotion. On Track has very strong links with the Child and Adolescent Mental Health Service, again with whole or part funded posts. Indeed it was as a member of the clinical CAMHS service in Luton that I first worked with On Track in 2001, before successfully applying for managerial roles the succeeding years. 

In November 2005 the CAMHS Community Service to On Track won the Positive Practice Award in the Health Promotion category, awarded by the National Institute for Mental Health in England. The development of the service mirrors that of On Track as a whole, in that it started in a focused geographical area, working with children aged 4-12 years and their families. It then expanded to take in new schools, proved influential at a strategic planning level, and finally moving into work with infants, the pre-schoolers and their families. I increasingly facilitated this process from 2004-05 onwards. My successes in these areas led to positive multi agency feedback through the course’s 360-degree Review exercise.

Through co-working with Family Workers, and then with Senior Leadership Teams, close, reciprocal, partnership arrangements were developed by this CAMHS service. This consultative, empowering model was then reflected in the Luton Child and Adolescent Mental Health Provision Strategy, 2004-09, and the service was expanded to cover the sixteen schools involved with the Behaviour Improvement Programme.

It is about to be extended further, through Mental Health Grant funding I secured through the Strategy Group in 2005 and 2006. The model is also influencing a Family Support Service Review, jointly commissioned by Luton’s Children’s Fund and the town’s multi agency Strategic Board. Social Care, the successor to Social Services, is exploring how it might develop a model of empowering, co-working with schools.

Early Intervention Counts

“Research suggests that the most promising strategies for reducing the risks of young people becoming involved in crime include frequent home visiting by practitioners during pregnancy and childhood.” (page 74, McCarthy et al – from 1997 Home Office Research and Statistics Directorate 1997).

Although facilitating social inclusion and promoting preventative child mental health joined early intervention in crime reduction in On Track nationally. Evidence suggests that support can be effectively targeted at those most at risk during pregnancy and the early years (Sutton, page 4, 2004, www.dfes.gov.uk/research ).

Luton Social Services’ July 2000 submission of an On Track Delivery Plan to the Home Office, listed as one of its five main Objectives the identification of pre-school aged children most at risk. It was not possible, at that time, to develop a systemically effective means to this end. The emerging possibility, in late 2003, of developing and delivering a number of local Children’s Centres offered the chance to make progress in this area. With our strong local ties, we could negotiate the use of readily accessible school sites in which to locate them.

Co-Creativity As Two Services Move to Become One 

“The structure must be designed so as to be appropriate to environmental influences, the continued development of the business, and the management of opportunities and risks” (Mullins, page 160).

“The Children’s Centre programme is based on the concept that providing integrated education, care, family support and health services are key factors in determining good outcomes for children and their parents” (The Standards Site,          www.standards.dfes.gov.).

Luton On Track was successful in its 2004 applications to National Sure Start to establish Children’s Centres, largely because of the strength of its multi-agency working. In recent months this multi-agency working has moved forward, culminating in the STEPS4CHANGE launch on 23rd February, 2006, where local school Heads joined other Children’s Centre managers, Health colleagues and several senior staff from JobCentre Plus.

Difficulties have arisen from the budgetary pressures on the On Track and Children’s Fund programmes. From mid 2003 onwards these grant funded national initiatives have been beset by centrally imposed changes in the allocation of their funding, including mid year claw backs of previously agreed funds, annual changes to if and how underspending can be carried forward, plus a series of substantial cuts, cumulatively totalling over thirty per cent of core annual funding in three years. 

Further problems developed from the complicated and inconsistent Sure Start requirements for setting up a fully functional Children’s Centre (Children’s Centres -Start Up Guidance, update August 2003; Phase 2 Planning Guidance 2006-08, issued July 2005; www.surestart.gov.uk ) . When the capital programme had already begun in several of our centres, we received National Office notification, in autumn 2005, that an external consultant had been appointed and would need to endorse all plans before full capital funding would be confirmed. Meanwhile, on the revenue side we were subject to delays surrounding Sure Start’s decision that all Children’s Centres should include a fully qualified teacher as their member of staff. Working with very young children, from birth upwards, is not a skill which has been taught on any Teacher Training programme in Britain.

Whilst one of these externally driven set of circumstances threatened a reduction in service levels for the core On Track programme, those in relation to Children’s Centres created revenue underspends for the Children’s Centres. Some Children’s Centre funding was transferred to the On Track programme, allowing some Family Worker roles, from mid 2005, to refocus and work in their new roles in local schools and Community Centres with families of very young children. with pre-school aged children and their families. Some new posts were also created through the allocation of new roles to previously administratively based staff in our Central Office Team. This change was part of planned staff development, facilitated by staff participation in in-service and externally commissioned training programmes. 

This refocusing of On Track’s networking services is a continual process. At the interface between Stages 2 and 3 in the lifecycle, the CAMHS Community Service is actively exploring expanding its remit in order to work with the 0-4s. At the same time it is also planning to relocate some of its early intervention staff, including those part funded by On Track, in schools and Children’s Centres, particularly within On Track. Discussions have already begun to this effect at the yet to be built, school based Blackbird Children’s Centre.
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