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Introduction

In most organisations there is a drive to ensure maximum effectiveness in terms of working practices. More recently this has been a key theme in Local Authorities (LA) through the ‘Best Value’ reviews. Additionally, with the recent move to Children and Young People Services (CYPS), assessment of the direct outcomes for children and young people are paramount especially in terms of the evaluation of the services supporting those children and young people.

Any service which looks at supporting children, young people, schools, families and carers in the area of mental health, wellbeing and behaviour works in an intrinsically challenging area. I manage teams of workers made up from teachers, specialist behaviour support workers, educational psychologists and family workers that seek to support individuals and setting in just this area. 

As part of the work there are factors that contribute to the complexity of the work in that much of the work takes place within interlinked systems that drive child, young person and adult behaviour. Some times the focus is around changing, supporting and developing ‘in child factors’ and that child or young person is supported directly. But many of the most successful strategies and interventions look at assessing and changing the interlinking systems that surround the child. Not least this can often mean working with the adults working in the school or setting to change their behaviour and even the culture at whole school, or setting, level. The complexity of these interlocking systems and structures adds to the difficulty of assessment and evaluation of practice. Not only may the changes be subtle and sometimes invisible but also the intervention is often only a small part of that whole child’s experience of life and changes at any one time.

Past questionnaires have shown that the work of the behaviour support team (BST) is valued by those that we have worked with. Through the development of good relationships, with those we have supported, the anecdotal feedback is good. Members of the team are encouraged to be reflective in terms of their practice so that delivery is analysed and regular supervision and support take place. However, recently there has been little, if any, direct monitoring and hard evaluation completed with regard to the work and interventions that the team has been involved with.

This is in contradiction to the method by which the team would wish to work where there is a strong principle of supporting schools and children through the promotion of evidence based practice.

This is not a difficulty that is owned solely by the Devon BST an OSFTSED report - Managing challenging behaviour 2005 states,

“The extent of LEA support for schools in managing more challenging behaviour varies. A common weakness is the lack of detailed evaluation of the benefits of the support given by LEAs.” (OFSTED / HMI 2005)

Due to the implementation of the Social, Emotional and Behavioural Difficulties (SEBD) strategy, the move towards integrated children’s services and potential changes in the structure of the behaviour support mechanisms across Devon an opportunity arose in 2005 to look at implementing a new system that would support the monitoring and evaluation of behaviour support practice and ways of working. 

This brief study charts the implementation process.

The context

Devon Local Authority is undergoing huge changes within education and social care services moving together to form Children and Young People Services (CYPS) which is leading to restructuring at a number of levels. As with all change this has caused high levels of anxiety in terms of where the services I manage will eventually lie.

My role as a manager.

The role I hold at present has only existed since January 2005 – Senior Educational Psychologist (County Coordinator SEBD strategy) up to this point I worked alongside the other EPs that I now manage. I see my role, in relation to the areas covered in this project, as made up of a number of strands:

· To lead the development of behaviour support services across Devon

· To support the embedding of the behaviour support services within the new LA structures of the CYPS

· To give leadership, guidance and reassurance during times of change

· To encourage the development of innovative practice within the team in order to meet the demands of those we serve.

· To encourage and promote consistently high standards in terms of our service delivery

· To support the development and growth of my team through enablement, empowerment and by building up of confidence and expectations at all levels.

Centrally held behaviour support team

The centrally held behaviour support team is part of the Educational Psychology Service (EPS) and works out of three bases in north, central and south of the county. Each team in that area has a local manager who is an educational psychologist (Senior Practitioner Educational Psychologist) and is managed by myself.

In recent years the teams have been moving away from a single way of working in supporting individual children over an extended period of time more to a way of working where there is now a greater emphasis on consultation and coaching in order to change systems and skills at a group and whole school systemic level. More recently this has involved the introduction of the Social and Emotional Aspects of Learning (SEAL) materials into schools. This change has meant that there is huge variety in terms of the types of interventions and the amount of time that the team engages with different schools.

Primary Resource Bases (PRB)

The PRBs are new and are an integral part of the County SEBD strategy for supporting Primary schools. They started in January 2005 and at present there are eight across the county. A PRB consists of an advisory teacher who is placed within a learning community with the aim of supporting the schools in that community to work with children and young people who exhibit challenging behaviour. They work in a proactive way with all schools in their area by promoting sound behaviour management principles at a whole school level and supporting school improvement. They also work in a reactive way to respond to the needs of schools and children who show significant SEBD. They are line managed, at present directly by myself but have developed close working relationships with the centrally held BST and the EPS.

The plan is to merge these resources in time to come together to be part of Devon’s Primary Behaviour Network.

Why have monitoring and evaluation processes?

I address this question explicitly as understanding the answer has played a key part in the implementation process. I have found it essential that the teams that I oversee have clarity, understanding and ownership of the answer to this question. 

In writing this now I must admit that my own clarity and understanding have developed through the process and indeed if these personal factors had existed at the start I may have found the whole process easier!

1. Pleasing others – it is tempting to take the view that we only monitor and evaluate our work to appease those for whom we work. They are statistics that are of no value to us and our working practice directly. These processes are not owned by us, they are imposed on us by our managers above in order to check that we are doing our job.

2. They provide data that shows us how well we are doing in an objective way. Because much of the work that takes place in the behaviour support is about nebulous things such as human change, feelings and perception they are extremely difficult to measure so much of the analysis of our work is highly subjective. Whilst there is a roll for subjective data there is also a benefit in seeking to set in place ways that we can look at working practice objectively.

3. The focus of LA inspection and the principles enshrined in ‘Every child Matters’ means that it is the outcomes for children and young people that are paramount in our analysis of the effectiveness of our services. Whilst this may have been implicit in the work we have done in the past the emphasis now needs to become explicit in how we look at our work. Our monitoring and evaluation need to reflect this.

4. We can use monitoring and evaluation as part of the reflective process that we use to look at how we are working in order to inform future working. A general theme in working in the SEBD field is the ever-present ‘reactive drive’ this leads to high work rates and considerable emotional and physical energy being expended in this work. There is a real need to ensure that this energy is being expended in an effective way.

5. Monitoring and evaluation data can be used as tools to support management and leadership processes. The data produced by these processes can enable objective discussion to take place with regard to working practice and can usefully contribute to performance management for individuals and to direction and development for the team.

6. The data produced by these processes can inform others about the work that the teams do. It can be seen as part of the way that the team sells itself and describes itself to other agencies and those who we work with. The data can also help to set clear expectations with those whom we work.

The process of implementation

This followed the basic process.
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At the time of starting this process had to be carried forward with two discrete groups; the centrally held behaviour support team (CHBST) and the PRB advisory teachers. The process for the PRB teachers was a natural part of the development of practice that was taking place at that time due to the fact that the bases had only just been established. 

The centrally held behaviour support team however has been up and running for a number of years and as such this presented as a significant change in practice. The other difference was the fact that I directly managed the PRB teachers and was able to lead them directly whereas the other teams were directly managed by the educational psychologists, so my leadership here was indirect.

Timescales

Centrally held behaviour support teams

1. Raising the issue 

July 05

2. Collaborative problem solving
September 05

3. Agreed systems


November 05

4. Systems put in place

January 06

5. Review and change on going

Primary Resource Bases

1. Raising the issue


May 05

2. Collaborative problem solving
June 05

3. Agreed systems


September 05

4. Systems put in place

September 05

5. Review and change on going (formal review set Oct 06)

Reflections on the process 

PRBs

At the time that these issues were raised with the team there was indeed some pressure from external sources in terms of justifying the existence of the PRBs. This meant that when the subject of monitoring and evaluation was first raised with the team that it unfortunately fitted the negative schema described above (‘Why have monitoring and evaluation processes?’ Number 1 – Pleasing others) .i.e. we are doing this to get people off our backs. 

The initiative came very much from me as a leader of the development process at first there was little if any ownership by the team. A number of the team (all of whom had recently come from mainstream teaching backgrounds) appeared to equate my requests for data to similar experiences in their schools. A number of these experiences had been negative and were closely linked to evaluation of teaching, accountability and blame.

As we progressed with the discussions it became apparent that there was a need for all members of the team to have a chance for reflection on ‘Why monitoring and evaluation’ and that individuals’ reflective processes moved at differing rates. It was generally noticeable that the more time given over to the process the more movement was achieved.

Again in order to get the movement at this time needed a great deal of drive from me and I continually placed it on the agenda at any of our meetings. This constant referral was greeted with some resistance – ‘Why are we discussing this again?’ What did become apparent was that the more we discussed it the more people understood why we needed to discuss it and it was at this point that the momentum was self sustaining. My leadership drive could be reduced and I became more of a facilitator of the development process rather than a leader.

What started to become apparent was that, as we discussed  monitoring and evaluation systems, the principles behind these systems would need to sit alongside and be woven in with many of the principle that were held in terms of the everyday work. In other words if we held dear the principles behind the evaluation then there would need to be changes in some practice. This was highlighted when there were discussions with regard to the potential for extra work that these processes could generate. A key principle identified quite early on was that the process for monitoring and evaluation should be integral to the work processes and not seen as additional. To a certain extent this was a driver for changing the work processes themselves.

Centrally held behaviour support teams

The implementation within these teams took a slightly different route in that I needed to implement change to a wider group without the direct contact but through the managers of these teams (Senior Practitioner Educational Psychologists). I took the managers through the same process as I had done directly with the PRB teachers, but was then reliant on their understanding so as to have similar discussions with their teams about the issues of monitoring and evaluation.

Looking back on this I now see that I didn’t give enough development time to these key managers in order for them to develop their understanding. This showed itself in the following ways.

· It was taken back to the teams as something that had been imposed from above. (from me who was seen as under pressure to provide data from above)

· The development was not seen as necessary but only as something additional to current ways of working

· The theoretical reasons for monitoring and evaluation were not understood, this misunderstanding was exposed through naïve and basic questions being asked about the developments long after I had presumed understanding and knowledge.

· Resistance to change. It was perhaps unfortunate that I was asking for these changes to take place at a time when there were significant changes in the way that the LA was organised. I suspect that these changes (which needed to take place whatever the position in terms of CYPS) were just rolled together into a indistinct ‘bundle of change’

Bringing the two teams together

As part of the developments in recent months there has been an explicit drawing of the two groups of people together to form a coherent team of people in the behaviour support network. This has meant that there has been additional impetuous to assess current practice in terms of monitoring and evaluation. It is interesting to note that the PRB teachers are slightly ahead of the game.

I put this down to three main reasons:

1. As individuals they have had direct support and leadership from me.

2. They have only had to think about their own methods of working and not across a wider team.

3. Because they are a relatively new they are at the point of evolving new practice as a matter of course rather than having to change established practice.

I feel that these three reasons themselves give a guide to the nature of the overall difficulties behind the processes described in this project.

The current position

· Both teams now have systems in place to monitor work. Data can be provided on a regular basis that describes the work that they are doing. The methods of collecting this data have been woven into working practices and there are concrete moves to collate this information on an electronic spreadsheet which should aid collection and collation.

· There are rudimentary methods for evaluating outcomes in place. This involves the assessment of whether or not shared success criteria, set at the start of the intervention, have been met. Difficulties arise here in terms of with whom the success criteria are met and the setting of shared expectations. 

· Within the PRB team there is generally a strong understanding and ownership of the processes that have been developed.

· Within the managers of the CHBST there is much more ownership and understanding with regard to the processes. However there is still some distance to go in terms of spreading that understanding and ownership to all. It is likely that as the service changes in the respect of coming together into the behaviour network this will greatly aid these developments.

Identified future developments

We have built in a review process into the planning that will take place during the autumn 2006 and I would expect this process to be the guide for future developments. However I have identified the following further developments which appear, at this time, to be key areas to be addressed next.

1. There will be need to explicitly address bringing together the two systems that have evolved relatively independently of each other, i.e. the PRB way of working and the CHBST way of working. This will lead in a short time to a consistent way of working across the whole behaviour support network in terms of monitoring and evaluation.

2. There will need to be time spent focusing on the evaluation of outcomes. There has already been some discussion with respect to using solution focused strategies as part of this process. This process is central to working practice so I would imagine that this will always be an area that requires ongoing support and development.

3. There will need to be opportunities identified when teams and managers will be able to look at the data being produced. Time will need to be set aside for this so that it is possible to review working practice in order to identify and ensure effective methods and delivery.

4. Processes will need to be set up so that data across the whole of Devon can be collated easily and then some thought put in place as to how that data is then presented in a meaningful way.

5. There will be a need for on going training and development especially in terms of induction for new staff in the development of understanding of the processes of monitoring and evaluation.

Reflection on the process in terms of my management and leadership.

In this section I would like to explore some of the responses from my Professional Development Analysis (PDA) 360( review by mapping them onto the areas of work described in the project.

In section a) Management capability – overall ability to take responsibility for ensuring the effective functioning of an aspect of the LEA’s work.

Although a number of responses in the review were very positive about my capacity in this area. I do feel that I struggled to get across the reasons for why this work was important. I suspect that the area I was trying to address held a great deal of past baggage for my team and that at first my requests for their attention to address these issues were blocked by their past experiences of monitoring and evaluation. 

It is interesting in the way that this competency is written in that - indeed I do take responsibility for the initiative in this case; the issue was that I was trying to get others to take responsibility.

With respect to b) Leadership capacity; again I received a positive response in this area. It is interesting that one respondent comments, ‘Not afraid to challenge practice but in a manner that is supportive and usually results in change’. This is an interesting comment as it would have been written just at the time when the most challenge to the team was being initiated. It may be that my perception of negativity directed at me, during this most challenging time, may have been oversensitive.
A couple of the comments in response to c) Ability to identify the development needs of individuals and offer appropriate support; are extremely pertinent to the situation that is described in this project.
`

‘Offers support but can sometimes underestimate the amount of development that an individual needs before they are able to work effectively the way he wishes them to’

‘Needs to work more with colleagues in positions of managing teams to achieve consistency’

These two statements reflect my feelings about some of the hurdles that I encountered in this project especially in terms of over estimating understanding and knowledge and under estimating the amount of time needed to move individuals to a position where I would have like them to be. In part this is about the individuals that I was working with but in part it is also about the subject matter – monitoring and evaluation. I think I had underestimated the complexity of what it was I was trying to do and the challenges that looking at these issues can throw up especially in terms of looking at fundamental and core values of working practice. It may be that I placed my expectations too high in some cases.

It is also interesting from the review that a number of people acknowledge the changes that were being put in place in terms of evaluative process and quality of work at the time some with a negative slant but overwhelmingly as a positive attribute to my management and leadership.

General summary
There are a number of interesting areas that arise from this project:

· Although I acknowledged at the start of the process that what I was trying to do was complex I found it to be even more complex than I thought. This complexity was linked to:

1. The subject matter i.e. monitoring and evaluating practice in this field is complex and is shrouded in grey areas;

2. The fundamentals of what I was trying to change within the team i.e. ways of working, beliefs and individual personal security within a ‘status quo’.

3. The large amounts of change taking place alongside and as well as those changes that I was trying to introduce. People became change ‘drunk’.

· It was interesting to note the default stances that were adopted by most when the subject of monitoring and evaluation was introduced in terms of; just doing it to please someone else. I now understand that a large amount of what I was (and indeed still am!) doing is education with regard to the reasons for and the advantages of monitoring and evaluating practice. This surprised me and it emerged that I over estimated my team’s (particularly individuals within the team) baseline starting point.

· My direct leadership with the PRB teachers was more effective than the indirect management through the educational psychologists who managed the teams. 

· In part the introduction of monitoring and evaluations systems were easier for the PRB teachers as they were developing something new and not having to change structures and working practices that already existed. They were inheriting nothing.

· A key learning point is the relationship that I have with the managers under me. This relationship is key to future successes, and indeed the future success of this process of developing monitoring and evaluation systems.

· I note that sometimes coming across, to those that I lead, as strong and in control (as is stated in my 360 analysis) can be supportive but it can also disempowered and generate feelings of inadequacy. Generating a more distributive leadership will be a keen aim for my future development.

· There is a real need to get the balance right between nurturing directive leadership, which can gives security at times of change, and leadership that enables others to make decisions through their empowerment, In my attempts to ensure that people within the team felt secure with clear direction, and to certain extent actions, my empowerment and delegation of responsibility to those I managed was probably not enough and led to some of the blocks that I encountered.

· My ability to reflect on the process has meant that I have identified these issues and I have set actions in motion to address and remediate them.

A key point coming out of this project is linked to this final point. It is only through true reflection that my professional and personal development will continue. I need to set time aside for these processes to take place on a regular and structured basis in order to be able to keep on learning.
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