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Background

During 2007, a review of Children, Schools and Families department of Hertfordshire County Council resulted in a number of changes to the structure of the department.

The Education Welfare Service was affected in the following ways:

· Future appointments were to be term time only

· Each team (4 across County) were to transfer.2 of a post to the Senior Practitioner in each team, thus reducing the resources available for day to day work with schools and families

· CSF Pupil Support Workers to join the Education Welfare teams

· Name of Service to become Attendance and Pupil Support and Education Welfare Officers to become Attendance Improvement Officers. 

History

In 2003, a one year project was established to provide CSF workers in schools where there was a need and the school were prepared to part-fund the worker (currently 59% of salary paid by CSF and 41% by the school).  The aim of the project was to prevent referrals coming to CSF from schools.  The CSF workers, who had temporary contracts, attended a one year training course at the University of Hertfordshire.  

At the end of the year, it was decided to continue the project and give the remaining workers permanent contracts.  They had been and continued to be managed centrally.  At their formation, they were also meant to receive management support in the quadrants (administrative areas of the County Council) from Social Care managers but in practice, this did not happen.  The intention was also for them to work in the quadrant offices for half a day a week and during school holidays, but this practice soon ceased.  

They became detached from the mainstream of CSF and found support amongst themselves and from their manager.   They usually trained together with no other professional groups.  The course at the University of Hertfordshire did not run after the first year.  They were based in Secondary and Primary schools across the County, but there was not an even distribution.  In 2007, there were 2 CSF Pupil Support Workers (as they were now called) in West Area (one in West 1 and one in West 2). In East Area, there were 9, 3 in East 2 and 6 in East 1. This imbalance was because they were placed in schools that had opted to fund them.  As they had been managed centrally previously, this had not been a problem, but when their management was changed, it became the subject of much consternation for me particularly, as the number of people I managed doubled overnight, from 6 to 12. 

Topics

I will use this Management Development Project to examine the following five topics in order, and extract learning points to use in similar situations in the future. These topics are the sub-divisions of the project:

1. Effective and supportive ways of bringing two teams together when they differ in skills, tasks, geography

2. Ensuring that stakeholders continue to receive a good service and if possible, one which shows an improvement

3. Finding ways of sharing skills and knowledge to improve the working practices of the whole team

4. Providing quality supervision and performance management 

5. Improving my skills in delegation, prioritising, problem solving and conflict resolution.

Apart from the last point, these were also the areas, which, in June 2007, I foresaw needed careful and sensitive attention.  I hoped that the course I was about to undertake with the Virtual Staff College and my previous management experience would help me with the final point.  

It is certainly true to say that any group of people who do not know that they are a team, cannot be one. To become a team, a group of individuals must have a strong, common purpose and to work towards that purpose rather than individually.  They need also to believe that they will achieve more by cooperation than working individually. (Cane S. Kaizen 1996)

1. Effective and supportive ways of bringing two teams together when they differ in skills, tasks, geography

As I have stated already, the remit of the PSWs is to prevent referrals being made to CSF.  In one school, the PSW was used to improve attendance but the others worked with individual pupils on behaviour problems, self esteem, anger management etc. Although AIOs might address these issues at a simple level, this will be one of many strategies used to bring about improved attendance.  PSWs address them at a much deeper level. The purpose of their job, stated in their job description, is:

to work with children and families whose social and/or educational needs are inhibiting their personal development, in order to prevent them needing access to specialist services. 
They have skills, resources and training geared to this type of work.  

The PSWs are school based.  AIOs are office based, visiting schools as necessary.  

Both teams were slightly distrustful of the other and were worried that they would be taken over and their roles changed.  Despite constantly reiterating that we were creating one new team, the underlying feeling was that the PSWs were joining the previous Education Welfare Team. 

Championing Children – Section 5 – Working with People states, ‘In perhaps one of the greatest challenges of the role, integrated children’s service managers need to support a group of professionals from different sectors to work in new ways and to develop as a team or service, providing real collaborative advantage from the inter-agency team.  They must also establish and maintain partnerships, and look beyond service providers to identify and engage with other people who influence the service’  

Some of the key knowledge, skills and behaviours required include,

· ‘Visibly upholding parity of esteem between professions and valuing people with different backgrounds and 

· Nurturing the professional skills and aspirations of team members, so that they feel valued professionally in a culture which is more responsive’.

DFES (Oct 2006) Championing Children, Section 5 – Working with People

To do this creates practical problems and the ways in which I tried to solve them were as follows:

· I was clear with staff that roles were not going to change as a result of the merger. I tried to reassure the AIOs that they would benefit from having new colleagues with different skills, forming the new team.  I tried to ensure that the PSWs knew that they would continue in their areas of work and would not be expected to concentrate on attendance.  

· I tried to find ways for each part of the new team to gain from the other – this has included shadowing each ‘half’ of the team as part of induction.  Colleagues can be used as ‘consultants’.  Joint visits can be made where appropriate. 

· Team meetings have been a way of meeting and sharing knowledge. Workers contribute to team meetings, cascading training, information from their own peer groups and networking afterwards.  Setting the agenda has been a challenge and there have to be items which only part of the team have a particular interest in. Also the team visits the local CAMHS team termly and takes part in training for the whole service. The School Health Advisor for children and young people with mental health problems attends our team meetings every 3 months and this provides all of us with the opportunity to talk over individual cases, all learning from it in the process. 

· Little things make a difference – having their own clean mugs and the wherewithal for them to make a drink when they come into the office, including them in all relevant emails, giving information about training, including them in social events. We are moving to a new office in July 2008 and although the PSWs will not be based there, I have made sure that they will have easy access to the building and they are receiving training on all the new systems in the office so that they can access them when they visit the office. 

Learning Point

· Be clear about aims and objectives – roles are not going to change as a result of the merger – but each part of the new team can gain from the other. 

Management Development Programme

· Day 1 of the programme addressed this concern by looking at multi-agency working and how to manage it.  It was useful to read the report by Rob Paton and Siv Vangen on ‘Understanding and Developing Leadership in Multi-Agency Children and Family Teams’ which looks at the difficulties of creating a shared vision and clear goals.  It states,

‘It turns out that this activity usually presents a serious dilemma – clarity of purpose provides much needed direction, yet open discussion can unearth irreconcilable differences’. It goes on to say that, ‘Often, the only practical way forward is to get started on some action without fully agreeing the aims.’ 

I did not try to agree aims when the team came together. We listened and, I think, learnt from each other in various settings and appreciation of the others’ skills and experience have grown through the year. With new confidence, I may address this in the coming few months. 

2. Ensuring that stakeholders continue to receive a good service and if possible, one which shows an improvement

Apart from young people and their parents, schools are very much involved in the employment of PSWs, making them major stakeholders in this element of the project.  They are paying a percentage of the PSW’s salary and expect a good service in return.  They don’t contribute to the salaries of AIOs and have no influence on how much time they receive from them.  Their time allocation is dictated by schools’ attendance rates.  

For this reason, I have had to make sure that any time spent by Pupil Support Workers away from schools or away from working with young people can be justified.  I have had to be sure that training will be worthwhile and that there are benefits from schools by the PSWs attending other meetings such as team meetings – this may be receiving training, being made aware of County initiatives, sharing working practices with colleagues. 

Supervision has had to be carefully thought out.  In the past, PSWs were taken away from schools for supervision and the schools did not know what had been discussed.  I felt that this needed to change.  In all schools (there are 8) the most appropriate member of school staff joins me in supervising the PSW.  The supervision takes place in school. This means that all involved know what is being discussed and that no-one’s time, except mine, is  spent travelling.  Issues can be resolved there and then, instead of phone calls or emails later. In some cases Performance Management has also been done in this way and I intend to do this for everyone’s PM and D in the next year. This provides an opportunity to discuss the service being provided, whether the school can afford to continue to fund it and leads to more openness.  This used to be done in a separate meeting with the Head and the team manager. 

A Head recently commented that the PSW in her school seemed to be in school for much more of the time than she used to be.  When we discussed it, we agreed that this was because she was in school for supervision instead of being taken out and the Head knew what the PSW was doing when she was out of school.  This Head then told me that she had written to the Deputy Director at the time the merger was suggested stating that it would not work in her area as one person couldn’t expect to manage so many people with such disparate skills effectively. She said that she had been proved wrong and to her it feels as if the PSWs are now part of the system whereas before, they were outside it. 

Learning Point

· Be prepared to find new ways of working which might be more difficult or time consuming at first but will lead to improved working practices and save time in the long term.
Management Development Programme

· During Day 2 of the Management Development Programme we spent some time looking at our own authorities and the performance accountability and performance development dimensions of the performance management of staff in LAs.  The overall view of staff in Hertfordshire did not tally very well with my own views in that I felt that the staff I managed were supported reasonably well in performance development but performance accountability was not strong. The discussions during Day 2 made me aware of the range of different practices across a Department which supposedly uses the same Performance Management systems for all its staff. 
· The 360( review showed that my colleagues thought I could manage networking relationships.  Schools could be seen as stakeholders and also part of the network of children’s services and the work with them during joint supervision has made me think that perhaps my colleagues’ perceptions were correct and I underestimated my skills. 
3. Finding ways of sharing skills and knowledge to improve the working practices of the whole team

One of my criteria for success was that members of the team recognised and valued the skills and expertise of their team colleagues and were able to work together with the common aim of improving outcomes for children, so this was crucial.

AIOs working in schools with a PSW consider themselves very fortunate.  They are a valuable resource for working with parents and can get involved quickly before a problem becomes intractable.  Although the problem may be presented as perhaps a self esteem issue or bullying, these often impact on attendance and without the PSW on hand, may escalate so that the Attendance Improvement Officer has to open the case. PSWs have good knowledge of local or school issues and can pass on this information to the Attendance Improvement Officer.  Apart from one of the PSW team, they had little knowledge about attendance issues and did not seem to prioritise this when working with a young person. Having closer links with the AIOs (who often meet up with the PSW when they are visiting their school and may join them at their consultation visits) and hearing about aspects of their work in team meetings, has given them a different perspective on attendance issues and they are able to talk about these with parents with more confidence.

The PSWs have embraced Integrated Practice wholeheartedly and have been able to help AIOs get to grips with CAFs and the ongoing work.  Schools are major players in Integrated Practices and the PSW is an excellent link with other agencies as they have used them frequently to support the young people with whom they are working. Operating in this way comes naturally to them and the system being set up makes it easier for them to pull in other professionals. They can also use their experiences to shape the system.  AIOs also have good networking skills and usually have the advantage of being geographically nearer the other agencies.  Integrated Practices help all of us provide and access better services.   

The PSWs used the summer holidays to catch up with paper work and record their work on Inquisite (a data base).  I wanted to make sure that any time spare could be usefully taken up in safeguarding young people who may be working.  This is one of the County’s statutory duties, delegated to the Attendance and Pupil Support Service.  It is something, which the service has not prioritised, but much more work has been done on it in the last few months.  Following on from this, East 1 team intends to work out in the community on this aspect of keeping children safe during the school holidays.  All members of the team will be involved in this work and it will also give the PSWs increased knowledge when they find that the young people they work with have a job. It is also an ideal opportunity for all members of the team to work together with a common aim.

Each half of the team needs peer support and this has continued to happen. The PSWs previously met as a peer group but their manager was always present and prepared the agenda etc. Sorting out their own peer group meetings has been a learning experience for them and this is ongoing.  Their peer support meetings will continue to be held half-termly. They are working on making their record keeping consistent and seeking a higher pay grade through the Hay process.  I have talked to the PSWs in my team about changing individual supervision slightly in future so that they have peer supervision (not a peer group meeting) with me present every other month instead of having supervision in school, so that they can use each other’s knowledge to help to resolve their more difficult cases.  They are keen for this to happen.  AIOs continue to meet as a peer group half termly. 

Key knowledge, skills and behaviours required in working with people include ‘Fostering a learning culture that encourages informal knowledge sharing and joint learning, so that integration adds further value’.

(Championing Children, Second Edition October 2006)

Learning Point:

· Joint working is an excellent means of sharing and valuing each others’ skills.
Management Development Programme:

· Reading again the session on Action Learning on Day 4 has made me think about how we could use this in peer supervision.   
4. Providing quality supervision and performance management

This was one of my main concerns when I took over the management of the PSWs as I consider that I have little detailed knowledge of much of their work.  As the year has progressed, I have realised that, as all our work has the young person at the centre, if we keep that in mind, supervision is really a matter of looking at the whole situation and deciding together, with school, how to get the best outcome for the young person, with the family also being taken into consideration. I considered getting clinical supervision for some of the PSWs who were dealing with young people with major problems involving self harm, mental health (either their own, or other family members) and discussed this with management colleagues.  The consensus was that they should not be dealing with problems of this severity but once a young person has put their trust in them it is very difficult and not helpful for the worker to back off, possibly leaving a vulnerable young person with little support.  We have resolved this as follows:

If a PSW makes a referral to a specialist agency, but there is a waiting list etc. he/she will only continue to offer support appropriate to his/her role (low level, prevention of referral to CSF) but is not able to provide specialist support.  He/she will only be able to remain involved in the case if this is understood and accepted by all parties. 

 When a PSW is appointed to a school, this agreement is reached with them. 

As supervision has been carried out with school in the last few months, we are able to have a three-way discussion which can usually tease out practical and effective solutions. 

I feel that Performance Management in this team is as much about career progression as appraisal.  Both roles (AIO and PSW) are not ‘ends in themselves’ - I see them as routes to other jobs.  They both provide the post holder with tremendous skills and experience.  Both PSWs and AIOs receive written feedback from young people and/or parents and this allows for continuous appraisal in this aspect of their work throughout the year.  Members of school staff are able to share their views of the PSWs work in supervision and Performance Management.  I am better able to observe the work of AIOs as I visit with them for Health and Safety reasons or when they are encountering difficulties. 
Learning Point:

· In order to supervise someone’s work, I do not need to have all their skills but both parties need to have a common goal. 

5. Improving my skills in delegation, prioritising, problem solving and conflict resolution

For leaders, adaptability means responding effectively to changing events in the organizational environment.  It requires flexible behaviours and perspectives when conditions, colleagues or circumstances suddenly change. 

Adaptability: Responding Effectively to Change (CCL, 2005) 

Managing people properly takes an awful lot of time.  Tasks include:

·     Practical aspects – leave and sickness recording, signing travel claims.  

·     Support – workers meet difficulties and sometimes need to discuss or even    

         offload onto their manager. 

·     Questions – either by phone or email

·     Regular tasks – team meetings, supervision, performance management

·     Recruitment – and schools needing to be kept informed and involved

·     Training information to be distributed

All of these doubled with the merger of the teams.

I am fortunate in having an excellent and hard working Senior Practitioner and when the teams merged, I had to decide how management was going to be split.  In discussions with my Senior Practitioner, we agreed that I would manage the PSWs as a group and 3 of the AIOs as she did not have the time available to manage more than 3 people.  She would manage the other 3 AIOs and attend 2 regular meetings at management level. This meant that I could develop the whole PSW group and establish relationships with all the schools where they were placed and she had development opportunities. The travelling involved in supervision and PM and D is considerable and I have had to drop some tasks this year.  I have identified these in my Performance Management review, but my priority this year was to create a strong single team. 

As 2 of my colleagues only had one PSW in their teams, their ways of managing them differed from mine.  When I have tried to engage them in discussions about how we can develop the whole service or deal with particular issues around PSWs, I have been met with something less than enthusiasm as they do not see them as major problems.  (e.g. Induction programmes for PSWs, as I have also appointed 2 new PSWs during the year, standard letters to schools on appointment, expectations during school holidays ). Some progress has been made on this in that we have met as a management group to agree consistent practices and create such documents as Service Agreements with schools and Confidentiality statements which will be used across the whole county.

I have had to manage a larger team without any work being taken away and think that I have had sufficient feedback from both workers and stakeholders to feel that I have done this effectively. The PSWs say that they now feel part of a CSF team and part of the mainstream system.  They have more access to varied training and say that they feel well supported.  As for being a leader, 
Leaders do not need to be perfect, but when leaders are serious in their efforts to create the conditions where everyone can be successful, it promotes the development of trust which may in the final analysis be one of the greatest services leaders can perform. (Slater and Florek, 2007)
I hope that I have been able to do this in the last 12 months and will continue to do so.
Learning Point:

· Instead of doing things, make them happen
When leaders or managers are planning to manage change, there are five key principles that need to be kept in mind: 

1. Different people react differently to change 

2. Everyone has fundamental needs that have to be met 

3. Change often involves a loss, and people go through the "loss curve" 

4. Expectations need to be managed realistically 

5. Fears have to be dealt with 

Learning and Skills Council http://designguidance.lsc.gov.uk/process/beingaclient/change/
Management Development Programme
· The 360( review made me look particularly at delegation and whether I needed to delegate more and also stay more ‘hands off’ when I did this.  I find it easier to do this in some situations than others, and know that this is when I really trust someone to do a good job without supervision of any sort.  This is not surprising but I must find a balance. 
One of the most useful documents in the reading provided was ‘Barriers and Gateways to Communication’ by Carl Rogers and EJ Roethlisberger. I have quoted parts of this many times in the last few months.  All members of the Management Team have a tendency to evaluate immediately and if we are to work well, we must begin to listen with understanding.  I have tried to use this approach in interactions since reading the article, but it is difficult to maintain.  I will persevere but will reflect on,
‘When we think about the many barriers to personal communication, particularly those due to differences in background, experience and motivation, it seems extraordinary that any two people can ever understand each other.  The potential for problems seems especially heightened in the context of a boss-subordinate relationship.  How is communication possible when people do not see and assume the same things or share the same values’.

ROGERS C R AND ROETHLISBERGER F J (1952)  ‘Barriers and Gateways to Communication’ Harvard Business Review July-August 1952

Success Criteria and Monitoring Process

My criteria for success at the beginning of this process were that by the end of the academic year 2007/2008:

· the Attendance and Pupil Support Team would be viewed by its members, colleagues within the organisation and outside agencies including stakeholders as one cohesive, effective group with objectives that were known to all of those groups and that

· members of the team recognised and valued the skills and expertise of their team colleagues and were able to work together with the common aim of improving outcomes for children and young people.

I would monitor whether these criteria were being met by:

· asking members of those groups for  their views regularly throughout the year and in future

· seeking evidence from working practices that skills were recognised and joint working was happening.

The evidence for success is that:

· most team members feel that they are part of one large team 

· colleagues within the authority know which professionals are in the Attendance and Pupil Support Team and what our roles are

· effective joint work between team members takes place regularly

· skills and knowledge have been and continue to be shared and are being used regularly

Summary of Learning Points:

· Be clear about aims and objectives – roles are not going to change as a result of the merger – but each part of the new team can gain from the other. 

· Be prepared to find new ways of working which might be more difficult or time consuming at first but will lead to improved working practices and save time in the long term.
· Joint working is an excellent means of sharing and valuing each others’ skills.
· In order to supervise someone’s work, I do not need to have all their skills but both parties need to have a common goal.
· Instead of doing things, make them happen
The Future

I would like to improve the management of all teams, across County and including myself, in the coming months and want to consider the following:

· Supervision of the PSWs in the school setting with senior school staff has been well received and effective.  It has, however, cost me a lot of time in travelling and organisation.  Having tried this system for a year, as I have written already, peer group supervision is to be introduced bi-monthly. The PSWs will continue to receive individual supervision sessions every other month.  This will reduce the time spent by me on supervision but enable me to keep in touch with their cases and they will benefit from their colleagues knowledge and insight.  This will be reviewed at the end of the next academic year.

· I will make representations to the Head of Service about the imbalance of PSWs across the County.  Their placements have been dictated by schools but it is possible for Senior Management to decide that appointments need to be made in certain areas of the County and for only schools in those areas to be approached.  

· PSWs are placed in the schools that can afford them.  These are not necessarily the schools with the most need.  I would like to use criteria, which schools must satisfy before being offered a PSW.  These may include:

· Percentage of school population receiving Free School Meals

· Attendance level – has the school met Persistent Absentee targets?

· Percentage of school population with Special Needs

      Those schools with the highest identified needs could be offered a PSW first and if 

      they were unable or unwilling to accept one, they could be offered to other schools with 

      lesser and lesser needs.

· When the Team Plan was created for 2008/2009, I was attending Day 3 of the VSC Management Development Programme and, for the reasons mentioned above, the only part of the plan that related to the work of the PSWs was a section on Integrated Practice – there are 5 sections.  I will try to make sure that the next Team Plan is more relevant to them and if possible, that their work is more equally represented but for this to happen, Senior Management must be aware of their work when they prepare the Strategic Plan. 

One of the criticisms from the PSWs is that they do not receive guidance from Senior Management (Head of Service and above).  Reading around this subject, a quote from a manager rung true,

So many times in organisations everyone sits there and says, ‘Well, if the top were giving us the strategic directions, if the board were telling us this or that’, and, you 

know, it’s never going to happen.  Maybe we should just be adults and say, ‘well, maybe that’s not where we should be looking for it.  Maybe that’s not what their job is’….. that means that a lot of that stuff isn’t going to be coming from the top, it is going to be happening in the middle where people are actually interfacing and have those day to day interactions with clients….”

The report continues, 

‘But, as many writers on the new leadership have pointed out, this is tough: if you want to try to make things happen (and not just sit back and accept stasis), you have to invest yourself in it – showing commitment, risking failure, sticking your neck out.  You can’t hide behind the impersonal role and rules any more – you will need to go beyond the safe interpretation of your mandate.  There are no formulae or templates that will ensure success.  You have to become (for want of a better phrase) self-authoring.

          Open University/DFES, Report Nov 04.

      I will follow this advice in future and try to move things forward locally if there is little      

      leadership elsewhere.  
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