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Figure 7.2 Children’s Trusts — a continuum of suppo rt and opportunity

7.4.3 A Whole-System Approach to Local Delivery of Integrated Services

The whole-system approach to locally based inter-agency working involves inter-agency governance,
strategy and processes, all working together to support front line delivery linked to the five ECM

outcomes for children and illustrated in Figure 7.3.%

9 www.everychildmatters.gov.uk /strategic overview
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Figure 7.3: A Whole System Approach to Local Delive  ry of Integrated Services

Inter-Agency Governance

Delivering integrated front line services to improve outcomes for children and young people is seen to
need robust governance arrangements for inter-agency co-operation, which set the framework of

accountability for improving and delivering effective services.

The Director of Children's Services in each children’s trust within a local authority is responsible for
establishing and leading the co-operation with partners, including public, private, voluntary and
community organisations, in order to create a shared vision and improve outcomes for children and

young people.

As part of the governance arrangements, each local authority is required by the Children Act 2004 to

designate a lead member of the authority to take political responsibility for children's services.
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Also as part of the inter-agency governance arrangements, a new duty was placed on local authorities
and partners to establish local safeguarding children’s boards, separate from the children’s trusts, by

April 2006. These replace non-statutory governance arrangements for safeguarding children.
Integrated Strategy

The local integrated strategy for children’s services is prepared in each local authority area. Since
2006, local authorities have been required to produce a three-year CYPP — a single plan shared
between all children's services, reflecting the national and local priorities for improving outcomes for
children and young people as set down in the national Children’s Plan framework Change for
Children.

Children's trusts undertake joint needs analysis and prioritisation of need with partner agencies in the
area, and involve children, young people and parents. This needs analysis process leads to joint
planning and commissioning of child-centred services from a range of providers, within the national
framework of the Children’s Plan. The planning process is supported by pooling of budgets and

resources where appropriate, as provided for in the Children Act, 2004.
Integrated Frontline Delivery

The critical features of local integrated service delivery are:

B more integrated, accessible and personalised services built around the needs of children and

young people, not around professional or service boundaries;
B a shift to prevention and improved safeguarding;
B services co-located in places such as children's centres and extended schools;
B workforce reform to ensure sufficient, suitably trained staff;

B development of multi-disciplinary teams and lead professionals.

The approach to service delivery at local level is a ‘twin track’ approach — to offer children, young
people and families more integrated universal services, with specialist support embedded in and
accessed through the universal services. Better integrated, more accessible and individually focused
services are expected to lead to a shift to prevention and improved safeguarding of all children and

young people.

Schools are expected to offer pupils personalised learning to meet their needs and help them reach

the highest standards of which they are capable. Health services offer care in line with the standards

An Bord Comhairleach um Achtanna na Leanai

Children Acts Advisory Board
170



Organisational Case Studies of Inter-agency Co-operation in the Delivery of Children’s Services.

and expectations of the National Service Framework for Children, Young People and Maternity

Services.*

The co-locating of different services in children's centres and extended schools is expected to result in
professionals working closely together, increasing the likelihood of identifying risk factors earlier and
providing easier access to targeted and specialist support for children with additional needs within
universal settings. The intention is that schools will benefit from hosting these multi-agency teams,
teachers will be freed up to concentrate on teaching, and barriers to learning will be more easily

overcome.

The local integration programme includes the development of multi-disciplinary teams and lead
professionals, bringing together staff from different agencies and, in the case of children and young
people whose additional support needs require input from several specialists or agencies, a lead

person to maintain an overview of the case.
Integrated Processes

The integrated delivery of front line services is supported by a number of key processes, which are
centrally devised and supported to ensure a cohesive and consistent national approach. These
include the new common initial assessment to reduce duplication and improve referrals and better

information sharing between professionals.

The CAF was described earlier (Section 7.3.7): it is a national, common process for initial assessment
to identify accurately and efficiently the additional needs of children and young people at risk of poor
outcomes. Its purpose is to reduce duplication of assessment, produce a shared language across

agencies and improve referral between agencies.

Better information sharing between professionals at local level is supported by the development of
national standards for information sharing across local children's services, clear guidance for
practitioners covering health, education, social care and youth offending, and the creation of database

or index systems to facilitate information sharing.

At the heart of the planning for integrated local working is the way in which universal and specialist
services are joined together to form a continuum, running from universal service, through targeted
service to specialist service where needed, as part of a personalised service led by the individual

need of each child.

o Department of Health (2005) National Service Framework for Children, Young People and Maternity Service.
www.dh.gov.uk /en/Healthcare/Children.
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7.4.4 Supports for Local Integrated Working

Overview

An extensive range of supports have been developed for local inter-agency working. These include
statutory guidance for trust boards, and supports for front line workers.

Statutory Guidance for Inter-agency Co-operation in Children’s Trusts %

Statutory guidance for children’s trusts was issued under Section 10 of the Children Act originally in
2005 and updated in 2008. The 2004 Act requires all local authorities and relevant partners to have
regard to the guidance. Certain partners are also under a statutory duty to participate. Consideration
is currently being given to extending this duty to include maintained schools, sixth-form and further
education colleges and job centres. The statutory guidance is updated regularly to reflect legislative

changes and experience.

The statutory guidance translates the strategic approach (integrated governance, process, and front
line delivery) into practical reality. The guidance outlines the role and function of the children’s trust
board; it outlines the role that the trust plays as part of the wider local authority partnership framework,
and how it should work with other thematic partnerships such as the Crime and Disorder Reduction
Partnership, the local safeguarding children boards which have a particular focus on the ‘staying safe’
outcome for children, and schools. The key relationship with primary care trusts and children’s health

services is also dealt with.

The way in which each children’s trust should translate the objectives of the national Children’s Plan is
outlined in detail. The operation of the service commissioning function of the trust is set out. The work
of the trusts in ensuring that the integrated processes to support co-operation such as information
sharing processes and assessment processes is described. Arrangements for integrated front line
delivery are outlined, such as co-location of services, multi-agency working, and the linkages between

universal and specialist services.
Guidance for Front Line Workers

As noted already, a huge range of supports at various levels have been put in place for ECM. Among
these are exemplars developed to illustrate some of the key themes of ECM. They were selected to
demonstrate how early intervention and integrated working can improve outcomes for children, young

people and families.

% Children’s Trusts: Statutory Guidance on inter-agency co-operation to improve well-being of children, young
people and families. Department for children, schools and families © Crown Copyright (2008).
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The exemplars highlight the role of the integrated working processes and tools in these ideal journeys,
including information sharing, the common assessment framework, the role of the lead professional
and ContactPoint. They also identify relevant standards from the ECM Outcomes Framework and the

National Service Framework. Themes include:

B involving children and their parents in key decisions;

B providing early identification, diagnosis and intervention;

B delivering flexible, child-centred, holistic care which is integrated between agencies and sensitive
to the individual's changing needs.

Exemplars %

The exemplars provided on the ECM website to illustrate integrated working are:

Support for a Newborn Child and Mother:  This exemplar describes a mother with a newborn child

and a toddler, and the support she receives for breast-feeding and post-natal depression.

Young Child with Behavioural Problems: This exemplar looks at a young child who is misbehaving

at school and at home, and the support provided to her and her parents.

Bright Teenager with Truancy and Transition Issues: This exemplar investigates how a teenager

is affected by his home and school environments, and the support provided to him and his parents.
Teenage Sexual Health and Pregnancy: This exemplar explains how the support provided to a
pregnant teenager could help her care for herself and her baby, and continue her education.

Troubled Young Person: This exemplar considers the support provided to a young person troubled

by domestic violence.

7.5 How One Children’s Trust is Applying Every Chil ~ d Matters — A
Brief Account of the Work of the Peterborough Child ren’s
Trust

7.5.1 Overview

This section of the case study provides some examples of how one trust, the Peterborough Children’s
Trust, is applying the ECM framework in delivery of services to children, young people and families.
The examples of the work being done in Peterborough are aimed at showing how particular aspects
of ECM are operating at local level, including inter-agency governance, the Children’s Plan at trust

level, processes to support inter-agency working, and the strategy for integrated front line delivery.

% www. ecm.gov.uk/strategy and working practice/integrated working/exemplars/
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The following aspects of work of the Peterborough Trust are described:

the context;

B inter-agency governance in Peterborough;

B the Peterborough Children and Young People’s Plan;
B integrated local delivery of services in Peterborough;
B processes to support inter-agency working;

B learning and challenges associated with implementing ECM in Peterborough.

7.5.2 The Context *

Peterborough is located in Cambridgeshire in the east of England, with a population projected at
161,800 (2007 figures). It is a new town, with both rural and urban populations. The population of
children aged 0-19 is about 42,000. This is a growing city, with the population expected to be greater
than 200,000 by 2021.

Peterborough is a city of extremes. One area falls within 3% of most deprived areas in England; eight
areas are within the 10% of most deprived areas, and overall, levels of deprivation are high. It is a city
of diversity, with large migration populations, in particular from lItaly, Portugal, Pakistan and Eastern
Europe. Life expectancy and examination results are lower than the national average; reported crime,

unemployment, obesity and teenage conceptions are higher than the national average.

7.5.3 Inter-agency Governance in Peterborough

Overview

The Children’s Trust Partnership is part of the Greater Peterborough Local Authority Partnership. This
wider partnership structure includes a range of entities with responsibilities for key elements of

community living such as economic development and community safety.
The Children’s Trust Governance and Structures

The Children’s Trust Partnership Board is in place since April 2008. The partnership board evolved
out of existing partnership arrangements, and a history of local partnership working. The new board is
underpinned by a memorandum of agreement that formalises the partnership arrangements, sets out
the principles and procedures for the operation of the children’s trust arrangements in Peterborough,

and makes provision for future legal agreements to be made with regard to the pooling of resources.

" presentation by Stephen Sutherland, Head of Strategy and Planning, Peterborough Children’s Trust.
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The memorandum also includes a decision to review underpinning partnerships to ensure they are fit

for purpose.

The Children’s Trust Partnership Board is chaired by the Director of Children’s Services. The Lead
Member for Children’s Services on the local authority also sits on the board. The other partners are:
Cambridgeshire Constabulary, NHS Peterborough, Peterborough and Stamford Hospitals NHS
Foundation Trust, Cambridgeshire and Peterborough Probation Service, Peterborough Safeguarding
Children Board, Cambridgeshire and Peterborough Foundation Trust, and the Learning and Skills
Council. Three voluntary and community sector representatives from the Voluntary Sector Forum,
Young Lives and Peterborough Racial Equality Council are also on the board. Head teachers

representing secondary schools, primary schools and specials schools are also members.

Under the overall direction and governance of the children’s trust board and executive, responsibility
has been devolved to a number of sub-board partnerships, each of which is responsible for one of the

five ECM outcomes. These underpinning partnerships have only recently been established (2009).

Each partnership has a ‘contract’ to deliver the particular ECM outcome for which it has responsibility,
and to ensure continuous improvement in outcomes in line with the CYPP for the trust area. Each is
responsible for monitoring and delivering against the CYPP priorities, delivering activities requested
by the partnership board, linking with other key and statutory partnerships related to their agenda,

contributing to the review of the CYPP, and co-ordinating and managing funding bids.

In addition to the partnerships dealing with ECM outcomes, lead partnerships have been established
for vulnerable groups of children — children in care, children with disabilities, new arrivals, young

carers, and Gypsies and Travellers.

The Peterborough Children and Young People’s Plan

The Peterborough Children and Young People Plan 2009-2011 was prepared in consultation with
professionals, parents, carers and children. The plan sets out the vision for children, the priorities that
have been selected for the period of the plan, and the key areas of focus — the areas that will be

worked on in order to address each priority.

The vision for children is set out at the start of the plan:

‘Our vision is simple: to create an environment where children and young people are safe and

healthy, can enjoy what life has to offer them, and have ambition and aspirations where they
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achieve their goals and make a positive contribution for themselves, their family and their

community.’®®

Once again, as with all aspects of work to implement ECM, the plan is based around the five
outcomes for children. Each outcome represents a priority area, and key areas of focus are selected
in respect of each outcome for the period of the plan. In addition to the five priorities linked to the
outcomes, there is a further set of ‘underpinning priorities’; these are (i) ensuring that vulnerable
children are supported to achieve the best possible outcomes and (i) delivering an effective
infrastructure to ensure services can continue to improve outcomes for children. The plan is guided by
a commitment to take full account of equality and diversity, and the need to ensure that services

deliver value for money.
The Planning Process

In the case of each of the priorities, the plan sets out:

B an overview of the objective for children;

B an account of what the data says about the current position with regard to the main areas of focus
under that priority (for example, in the case of the objective that children will be healthy, the data
shows teenage conception rates, rates of childhood obesity, rates of teenage drinking and drug

taking in Peterborough);
B what has been done so far to address each priority area;
B what was learned through consultation and research;
B the key areas of focus for 2009-2012 based on these inputs;
B who will take responsibility for achieving the targets set out in the plan;

B how progress will be monitored and reported on.

7.5.4 Integrated Local Delivery of Services in Pet  erborough

Overview

The vision and strategy for integrated local delivery of services to implement the Children’s Plan in
Peterborough is described here, along with a brief account of the work of two integrated services — the

Orton Children’s Centre, and the Stanground Cluster Pathfinder (pilot).

% Building a Better Future: Peterborough’s Children and Young People Plan 2009-2012. Children’s Trust
Partnership Board. 2009.
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Delivering Through Localities

99

‘Delivering Through Localities’ is the framework for local integrated service delivery in

Peterborough, and was the subject of wide consultation in January 2009. Based on the outcome of
that consultation, the detailed implementation plan for ‘delivering through localities’ is currently the

subject of a further consultation process (June 2009).

The vision for the future in this model involves:

B multidisciplinary teams based in localities delivering services to vulnerable children;
B designated lead professional co-ordinates a team around the child to deliver a holistic plan;

B specialist services responding to acute need on a city-wide basis have strong links with locality
based staff to support swift and easy access to and consultation with locality based staff;

B |ocality management arrangements are structured to ensure that services for different age groups
of children and young people are co-ordinated,;

B |ocality partnership arrangements are in place to ensure that local need is identified, local service

and school performance is monitored.

In support of the model, over 500 staff have been trained in the use of the common assessment
framework; in addition, a locality based, multi-professional common assessment panel will provide

guidance and support for cases that are more complex.
Implementing an Integrated Process

The ‘delivering through localities’ approach envisages three defined and evolving localities based
around clusters of schools in Peterborough. ‘Organisational enablers’ for the child-centred universal

and specialist practice are being put in place in these localities; these enablers are:

B the team around the school;
B the team around the cluster of schools;

B the team around the locality.

The team around the school will comprise those professionals best placed to work with the school to
identify need early and to support schools in responding to that need or accessing other services. All
schools will use the CAF to identify complex need. The frequency of meetings will depend on the level

of need presented by the students.

% Delivering Through Localities: A Vision for Integrated Services Improving Outcomes for Children and Families
in Peterborough: Consultation and Engagement Paper. Peterborough Children’s Trust and Partnership Board.
January 2009.
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The team around the cluster develop and deliver extended services and ensure that integrated

processes and key transitions are working well across the cluster.

The team around the locality  will be the strategic forum for the locality, bringing together, no more

than once a term, a range of partners to develop and integrate local services to meet identified need.

The initial phase of the programme will involve testing out new methodology through pathfinders or
pilot programmes. One pathfinder is based in each locality. The pathfinders will test the team
arrangements at each level, and the design of management structures. Targets for implementation
have been set for 2010 and 2011, and key requirements to support implementation have been
identified (HR, ICT, resources, locality profiles, service directories and family information service,
corporate and partnership commitment to an audit of assets to inform decisions and timing of co-

location).
The Orton Children’s Centre

As noted earlier, children’s centres are models of integrated service provision, where primary care
trusts, local authorities, Jobcentre Plus, education and childcare providers, social services, and
community and voluntary agencies work together to deliver seamless holistic services. Governance
arrangements vary between centres, but all are managed through partnerships that reflect local need
and diversity and represent all agencies involved in delivery as well as the users of services

themselves.

The Orton Children’s Centre provides services to children and families in an area where an average of
30% of children aged 0-15 live in households dependent on unemployment benefits. The area has a
high level of crime and disorder compared to many other neighbouring policing areas. Levels of

education are lower than the national average.

The centre is staffed by a family support team, a health team, an early education team and a job

centre advisor for lone parents, along with management and administrative staff.

An area advisory group made up of an independent chairperson, statutory, voluntary sector and
community partner representatives, and the area manager and her deputy, leads the centre. The

board has three parent representatives, including one parent of a child with a disability.
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The Children’s Centre Leadership Team lead across professional and agency boundaries. Each
leader co-ordinates a staff team, drafts the delivery plan for their area and monitors progress through

a quarterly reporting process.

The Wider Team meetings include the Children’'s Centre Team, parent representatives, volunteers,
and the area advisory group. The parents’ action group meets regularly and are consulted on

programmes and budgets.
Programmes Linked to Outcomes

There is a strong focus in the work of the centre on prevention and early intervention. For example,
programmes linked to the ‘be healthy’ outcome for 2008/2009 included speech and language therapy
drop-in centres where parents can access advice and support at an early stage, cooking groups for
vulnerable parents, family learning group supporting healthy eating, and a health visitor link to every

pre-school.

The priorities in the children’s centre and the related work programmes are framed around the five
ECM outcomes for children and young people. As part of its self- evaluation process, the centre
gathers data on a wide range of indicators for children in the area serviced by the centre, and
measures progress achieved in relation to targets based on the five outcomes. The centre is able to
map progress on all the significant indicators for each outcome on a year-to-year basis, and view

these in terms of a holistic approach to the child’s development. For example:

‘For children with speech sound delay, 30% of children moved up by one stage. Again, this is
what we would expect to see with children with delayed speech as part of the normal
maturation process... However, 60% of children moved through two stages. This was a very
exciting result and suggests that a regimen of activities to develop listening skills and
phonological awareness can have a significant impact and is a time and cost effective way of
working. This is particularly important given that children with immature speech patterns can
experience greater difficulty with learning to read and spell than children with mature speech

sound development at school entry.”*®

The Outreach and Family Support Service addresses the ‘stay safe’ outcome for children. In
2008/2009, the multi-agency family support panel met fortnightly during term time to receive, assess,
allocate and monitor referrals for home visiting. Every referral is submitted using the CAF or the social

care assessment, where appropriate.

19 Orton Children’s Centre Sure Start Children’s Centre Self Evaluation. Lynda Davies. 2008.
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For the ‘enjoy and achieve’ outcome, success is measured in terms of personal, social and emotional
development, communication, language and literacy. Various scales are used in each of the pre-
schools linked to the centre to record each child’s progress at key points during the year. The work

being done to generate a focus on outcomes is evident from the self evaluation report:

‘Asking the settings (pre-schools) to record children’s levels in this way was intended to be the
start of a conversation with the settings about how they observe children, how they respond to
individual and groups of children whose levels of well-being and involvement are low, and a
shared debate with settings looking at how the learning environment early years settings create

for their children can adversely and positively affect children’s outcomes.™**

The children’s centre supports access for the most excluded groups, offering services to teenage
parents, lone parents and children from unemployed households, black and minority ethnic families,

disabled children, disabled parents, and fathers.
The Stanground Cluster Pathfinder

Stanground is one of the three localities that form the basis of the ‘Delivering Through Localities’
programme in Peterborough. There is a well-developed school cluster in Stanground, involving nine
primary schools and one post-primary school. There are two children’s centres in the locality, with the

result that a number of practitioners are based in the area or work to the cluster.

As part of the ‘developing localities’ approach, Stanground is the key pathfinder site for the ‘team

around the cluster’ model. The aim of the pathfinder is:

to develop and test new methods of front line service delivery;

B to reinforce and embed integrated working processes within schools;

B to improve information sharing, assessment and understanding of needs;

B to ensure early provision of support to schools and prevent the need for more specialist services;

B to make a difference to children, young people and families by building trust with partners.

The core of the model is a person who acts as a single point of contact for the schools in the cluster,
ensuring that schools have a single, named contact to enable them to access a range of support

focused on services to children. This offers consistency of response and experience to schools.

191 1pid p33
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The named contact provides a single telephone number and email address for schools; the contact
person can access a multi-agency delivery team which is directly involved in delivering services in
Stanground. This team is not commissioned by the contact person, and the contact does not
represent a referral; the team will make a determination quickly about becoming involved, and will

contact the school directly to organise delivery of service to children in the cluster schools.

The team operates as a ‘virtual' team but meets periodically to review experience. They are
individually responsible for keeping the contact person up to date on progress in relation to individual
children and general issues. The data gathered by the contact person provides a picture of children

and young people’s needs across Stanground.

Teachers commenting on this initiative in the course of the study visit to Stanground were very
positive about it, and clear that, based on their experience, it should continue into the future. They
saw it as a great improvement over the time prior to the set-up of the project, when they did not know
where to go for support for a child or family; the school counsellor now has access to a team to

support her, as well as supporting children.

The main benefit is seen to be early intervention:

‘If we get it right, those youngsters won’t end up costing the Authority money for years to come;
we are pushing resources to the preventive end; this turns preventive policy and aspiration into

reality

School Principal, Stanground

The project was challenging to set-up; it needed information technology support, and a great deal of

dialogue with potential team members in the ‘team around the school’:
‘It takes time. You can't short cut the dialogue with real people
Co-ordinator

The purpose of the model in serving as a pathfinder appears to have delivered on what it was set up

to do, in terms of identifying learning and pitfalls:

‘No one told us what a CAF was'.
‘There are huge capacity issues’.

‘The pathfinder is about learning — we have exposed everything — the size and capacity issues

are identified’.

Participants, team meeting, Stanground
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7.5.5 Processes to Support Inter-agency Working

Overview

The wide range of supports for inter-agency working that have been or are being developed at
national level has already been described in earlier sections of this case study. Here, a number of
particular processes being developed or used in Peterborough are described in brief. These fit within

the wider national support framework.

The Solution Centre 1

The Solution Centre was established in November 2008 as part of the Performance Management
Framework in the Greater Peterborough Partnership, of which the children’s trust is part. The Solution
Centre is part of the strategic process to create additional capacity to solve major area problems on
an inter-agency basis. The work of the centre reflects the view that transforming outcomes require
solutions that are not constrained by organisational ‘silos’ and that partners can find it hard to go
beyond existing responses that limit achievement. The objective is to make faster and deeper
progress on ‘hard to achieve’ outcomes, establish practical programmes for joint delivery, and

streamline and pool resources, knowledge and skills.

Problems to be addressed through the Solution Centre are identified using certain criteria, such as a
persistent performance problem area, or a problem requiring a cross cutting outcome, a problem of
strategic, political or reputational significance for Peterborough. Examples of Solution Centre
programme subjects are teenage pregnancy, serious acquisitive crime, and childhood obesity. In each
of these issues, solution packages or programmes were identified and responses are either underway

or being designed.
The Solution Centre Process

Once a problem has been identified and accepted as suitable for this approach, set-up and planning
is done, at which point the relevant team is identified; the problem cause is the subject of in-depth
analysis using mapping technology, customer information and survey work. Solutions are created,
and solution packages or blueprints are developed, leading to a specific implementation plan,

communication plan and sign off.

The process involves a core team of facilitators and analysts, working with a ‘cross partner solution

group’, subject experts and people who can offer peer challenge. This ‘virtual team’ could involve 15

192 | nformation provided by Christina Wells, Head of Strategic Information and Partnership, Peterborough City

Council.
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or 16 people, working together intensively over a three-day period. The desired outcome is integrated

interventions and joined up delivery mechanisms.
The Peterborough Children’s Trust Data and Informat  ion Sharing Protocol

The Peterborough Children’s Trust Data and Information Sharing Protocol sets out the principles and
legal framework for sharing information between agencies. A practitioner guide to the protocol offers
an information sharing checklist, deals with frequently asked questions, and offers guidance on
information in commonly occurring specific situations in children’s and young people’s services.

The Peterborough Performance Dashboard ~ **

The Peterborough Performance Dashboard is the performance management system used to provide
consistent, timely and accurate information to the Children’s Trust Partnership Board, partners and

senior management.

The data collection/management system is framed around the five ECM outcomes and related
subsets of indicators. Each performance indicator has an ‘owner’, usually the manager of the service

area, who is responsible for ensuring the timely input of performance data and commentary.

The dashboard displays high level information about performance in respect of outcomes, but is can
also ‘drill down’ to provide very detailed information, for example, on the percentage of common
assessments completed on a month by month basis, or the stability of placements of children in care.
Actual performance can be measured against targets on all of the indicators; the system enables
management and governance to be alerted to ‘risk areas’ where performance is falling below target to

an unacceptable degree. These data can then be used to inform planning and decision making.

7.5.6 Learning and Challenges Associated with Imple  menting Every Child
Matters in Peterborough

Overview

An in-depth review of the benefits and challenges of integrated local service delivery based on the
principles and premises of ECM was not undertaken as part of this case study. However, some
indications of the benefits and challenges were noted in documentation relating to the Peterborough
experience, and in discussion with personnel from the Peterborough Children’s Trust. The main points

raised by personnel and in documentation are set out below.

193 |nformation provided by Marcus Richardson, Head of Performance Management and Information,

Peterborough Children’s Trust.
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Challenges

The experience of the executive of Peterborough Trust were discussed during the study visit. Key

points raised are described here:

ECM has provided a clear direction and framework, with good partnership sign-up.

Clarity of role at every level is seen as essential — the strategic, executive and operational
roles and responsibilities must be clearly defined and described; the memorandum of
understanding, partnership contacts and work plans are seen as essential tools for bringing
clarity about decision making, accountability, responsibility and ownership necessary for joint
working. Resources and joint commissioning have been the levers for integrated working.

B The development of ContactPoint is described as controversial — there were issues about
screening and about common definitions of a vulnerable child. Data sharing issues are still
problematic. The information sharing protocol for Peterborough is addressing this.

B It is proving important to avoid creating new ‘ECM’ silos: there are lead partnerships for
vulnerable groups but cross-cutting issues are managed collectively.

B There was significant training around formal inter-agency working processes, but limited
training on how people learn to work together, and work out where their loyalty and their
sense of identity lies; this is now being addressed.

B Communication is seen as critical to the success of inter-agency working, particularly when
linking with partners who are ‘not around the table’ such as schools and GPs.

B Putting the policy framework in place is a key part of the process; the children and young
people’s plan creates the context for policies, strategies and business plans.

B Involving the voluntary sector is challenging for the process and for the sector; there are
issues of time and capacity, and knowing who is being represented.

B A voluntary representative asked ‘what do we bring to the table and what do we get'? In his
view, there is value for the sector in being part of the discussion and shaping the agenda, but
public sector needs to understand that the voluntary sector can bring a good contribution, for
example by bringing school governors to the table.

B Not everyone who should be at the table is at the table at this point, for example, GPs are not
included as partners in the Children Act, 2004.

B Involving children and young people in the work at all levels in the work of the children’s trust
is also experienced as challenging.

B People are working better together; the key question now is ‘are there better outcomes'?
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Benefits

The consultation report'®

based on the vision for delivering through localities identifies a range of
benefits from integrated local service delivery in Peterborough. It indicates that data gathered has
already evidenced benefits for children attending SureStart early services programmes. It summarises

expected future benefits as follows:

B making it easier for children, young people and families to access services;

B making it easier for partners to work together — clearer and simpler referral routes for all services;
B better use of resources — front line services focused on prevention and early intervention;

B better overall co-ordination of services based on local needs;

B greater engagement with parents and communities;

B consistent approach through use of the common assessment framework and associated

integrated processes;
B early intervention means that fewer children require complex/acute care services;

B improved attainment, health and emotional well-being results in improved life chances for all

children and young people in Peterborough.

7.6 Case Study Conclusions

Every Child Matters, which was initiated in 2003 with the publication of the Green Paper of the same
name, represents a vision of radical reform for children, young people and families. Every Child
Matters aims to integrate services for children from 0 to 19, with agencies working across professional
boundaries to co-ordinate support around needs, using common processes and language to meet
those needs in the best possible way. It is focused on prevention and early intervention and providing

better support to parents and families.

Inter-agency work with children is mandated under Every Child Matters. It spans services for all
children from 0 to 19, not only vulnerable children or children at risk. Thus it represents a

comprehensive, multifaceted approach to children’s well-being.

An overall national plan for children’s services is the foundation stone of inter-agency work at local
level. Within the framework of that plan, case planning and service delivery are governed and guided

by formal and explicit standards, and practice is measured against these standards. An extensive

104 Moving Forward: Implementing the Vision for Integrated Services and Improving outcomes for Children and

families in Peterborough. Consultation, Peterborough Children’s Trust Partnership Board June 2009,p17.
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array of statutory guidance, tools and infrastructure have been put in place to support the

implementation of the inter-agency policy.

A notable feature of Every Child Matters is the fact that five national outcomes for children have been
adopted as part of the national policy for children; the five national outcomes are used to integrate
legislation, policy and practice. The five outcomes are universal ambitions for every child and young
person, whatever their background or circumstances. The Outcomes Framework serves as the basis

for agreeing local priorities and plans, gathering data and evaluating results.

The work of the Peterborough Children’s Trust demonstrates how national legislation, policy and
support frameworks are translated into delivery of integrated services at local level. Personnel in the
trust have first hand knowledge of the challenge and complexity of applying the national framework;
local systems, tools and implementation strategies must be developed. It is proving important to avoid
creating new ‘ECM’ silos to replace old boundaries; a significant investment in training for inter-
agency working has been essential. Involving children and young people in the work at all levels in the

work of the children’s trust is also challenging.
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8 LEARNING FROM THE CASE STUDIES

8.1 Chapter Introduction

This study examined six examples of inter-agency working in the provision of children’s services. The
six projects varied in size, scale, resources, length of time in operation, location, regulatory

framework, context and focus.

The service delivery focus of the projects ranges along a continuum from national service provision for
all children in England, as in Every Child Matters, through county and state-wide work for particular
groups in the US, to local and area-based work with vulnerable children in the Irish inter-agency

projects.

Notwithstanding these contextual differences and differences in scale and focus, a number of
common themes emerged in the course of describing the work of each project. This chapter contains

an account of the researchers’ distillation of these key themes or learning from the case studies.

The themes highlighted here were selected because they were common to several projects, or

because they illustrate marked or useful differences between projects.

The themes are organised under the headings of (i) motivation (8.2) (ii) approach (8.3) and (iii)
benefits (8.4). A general commentary is offered on each theme, setting out the key considerations that
have emerged from the study. Where relevant, attention is drawn to the experience of particular
projects. Finally, some issues arising from this learning for policy, management and practice are
identified (8.5).

8.2 The Motivation for Inter-agency Working

8.2.1 Overview

There were multiple motivations for inter-agency working between and within the case studies. They
included motivation to begin and motivation to continue inter-agency working. They all centre directly
or indirectly on improving service delivery to vulnerable children and families. The motivations are

described under the following headings:

B securing better outcomes for vulnerable children;

B responding to evidence or belief;
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being more efficient;
having a shared view about what the kinds of services that children need;

the need to share information safely about vulnerable children;

the need for and value of mutual support.

8.2.2 Securing Better Outcomes for Vulnerable Child  ren

Participants shared a belief that better outcomes for vulnerable children would result from inter-
agency working. The desired outcomes ranged from the broad intention to improve all children’s lives
(as in Every Child Matters) to the more focused wish to improve education and emotional well-being
(Londubh), action to ensure child protection (Minnesota) or as a response to high juvenile crime rates
(Miami-Dade). The Irish case studies were also concerned with addressing issues for children living in
very disadvantaged communities. In all cases, participants believed that inter-agency collaboration
would yield better outcomes than working separately with the same cohort of young people and

families.

8.2.3 Responding to Evidence or Belief

The motivation for inter-agency working was driven by evidence in some instances but not all. For
example, in Minnesota, the initial design of inter-agency services was influenced by UK research into
child protection, while in the Irish projects, the start-up process seemed to be prompted more by an
intuitive sense that better outcomes and efficiencies would result. Better outcomes were assumed
rather than assured, in the absence of an evidence base. But this intuitive view of the value of an
inter-agency approach was sufficiently strong to prompt people to invest in going ahead and trying it

out, in the clear expectation that it will bring benefits.

8.2.4 Being More Efficient

Making better use of scarce resources was a strong driver in the case studies. Those involved
believed that inter-agency collaboration would reduce the duplication and fragmentation of effort
inherent in segregated services. For example, in Miami-Dade, one of the strong rationales was the
need for major efficiencies in the arrest process for juveniles. In all the case studies, participants saw
scope for sharing experience and expertise, pooling information and expertise, and planning

interventions together in a co-ordinated way.

8.2.5 Having a Shared View about the Kinds of Servi  ces that Children Need

In all of the settings in this study, a group of significant partners shared a view at the start about the
nature of the needs of children and young people, the nature of problems to be addressed and ways
of meeting needs and addressing problems. This did not remove the need for partners to work

together to develop a deeper understanding of needs and how to address them.
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8.2.6 The Need to Share Information Safely about Vu Inerable Children

One of the key motivators in several projects was the need to design safe ways of sharing information
about vulnerable children with whom the agencies were working separately. Shared information could
yield a more holistic, rounded picture of child or family needs and potentially lead to higher quality
interventions as a result. However, there were many concerns among participants (e.g. Ballymun,
Southill, Miami-Dade) about the ethics and legalities of information sharing. The inter-agency process
offered scope for working through this issue and formalising a protocol or mechanism to guide

information sharing.

8.2.7 Mutual Professional Support

Mutual professional support among staff working together in inter-agency projects emerged early in
Irish projects as a reason to keep going, but was not an initial motivator, or seen as strong enough on
its own to justify the investment of time and effort in inter-agency working. Staff were supported by
working with other professionals who understood the difficulties and challenges of the work and who
were encouraging and supportive of their work. Staff report the benefits of receiving advice from
colleagues in other agencies, having a stronger sense of shared responsibility, especially with very

difficult cases and better knowledge of each others work.

8.3 Approach

8.3.1 Overview

The approach to inter-agency working in these case studies had several elements in common:

the need to invest in processes to develop relationships, shared vision and shared meaning;
developing effective inter-agency working;

leadership;

the design of an inter-agency service delivery system.

The costs of inter-agency working are also discussed in this section.

8.3.2 The Need to Invest in Processes to Develop Re lationships, Shared
Vision and Shared Meaning

One of the most emphatic elements of all the projects in these case studies has been the importance
of attending to process - the ways in which relationships, shared vision and shared meaning are
created. You cannot simply begin without careful planning. Irish network members and the partners in

the US projects placed a huge emphasis on the role that good process played in the success of the
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work to date; at development stage in particular process was a key factor in laying a strong foundation
for inter-agency working.

There was a strong consensus among participants in the various projects that building relationships
and especially relationships of trust and respect is crucial to the success of inter-agency working.
Inter-agency work has an inter-professional as well as an interpersonal dimension. People needed to

learn to trust each other professionally and personally.

The importance of investing in building relationships of trust was apparent in settings where inter-
agency work was mandated, as well as in settings where agencies chose to come together; even
when they were established, these relationships were not always secure; a perceived absence of
commitment by an agency to do the work they had undertaken to do with a family could undermine

the trust required for effective inter-agency working.

Dialogue, meetings, facilitation and consultation strategies were used for the purpose of attending to

the process required to build relationships, create shared meaning and construct shared meaning.

The processes that appear to be fundamental to success include having:

B reflective spaces different from normal business meetings;
B time and supports for a more expansive style of thinking;

B opportunities to consider new ways of working.

By having a safe space to explore fears and to develop trust, people’s commitment was sustained
through the vulnerable early set-up stage. Regular and safeguarded time and place, clear boundaries
and focus for discussion and skilled facilitation or chairing were all used as elements in ensuring this

safe space.

8.3.3 Developing Effective Inter-agency Working

Like every work group, the inter-agency groups in these settings had to form as a group and address
issues of group dynamics in order to develop effective inter-agency working together. The group tasks

required for this development were common to all settings and included:

B learning about the opportunity and challenges, of inter-agency working;

B discussing, exploring and agreeing on goals and tasks;
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beginning to tackle the tasks and take action on behalf of the inter-agency group;
identifying potential and real issues and problems;

rehearsing ways of solving group problems;

identifying how work will be distributed among members of the group.

The projects used a variety of mechanisms through which group process and group dynamics could
be attended to; these included working together on protocols, joint training, and planning meetings.
These examples allowed the groups to both undertake real work and to get to know each other and

each others agencies better.

Every group in this study reports times in the life of the inter-agency group at which different ideas
compete for consideration. The group has to address issues such as what problems they are really
supposed to solve, how they will function independently and together and what leadership model they

will adopt. Team members open up to each other and confront each other's ideas and perspectives.

8.3.4 Leadership

The Right Kind of Leadership

These case studies underline the significance of leadership at all stages of inter-agency work.
Leadership took many forms and was brought into play at many points in the life of these inter-agency
settings. The leadership involved in initiating an inter-agency process was crucial and this was true

whether the initiative was mandated by government or proposed by an individual agency.

At the set-up stage, leadership was linked to the standing of the agency or agencies who took the
initiative. Leadership at the early stages involved both articulating a clear vision for the work and
proposing the machinery and structure to allow inter-agency working to begin. In exploring the
relationship between leadership and effective inter-agency work, members highlighted the key role of
a shared vision that is child centred . It is the clarity and strength of a shared vision that gives rise

to appropriate leadership that promotes the equality of the agencies involved.

Leadership in these projects was both organisational and personal , and key features of this are

discussed below.
Personal Leadership

At a personal level, the projects point to the personal skills and capacities that people in key

leadership roles had. The particular leadership qualities identified include:

B exceptional tenacity and persistence — these are people who ‘never give up’;

B a strong vision for the potential of the inter-agency setting and an ability to communicate this;
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a capacity to articulate and share this vision effectively;
an understanding of the wider context and whole system within which the inter-agency service
operates — they ‘see the bigger picture’;

B the capacity to stay with the project and to be comfortable with the isolation that may come where
there is resistance to the inter-agency work;

B energy, hard work and openness to other ideas and approaches.
The Chairperson as Leader

A particularly important form of leadership was that exercised by the chairperson in the Irish projects.
The position of chair at the Ballymun Network, the Southill Forum and the Londubh Project are seen
as key leadership roles. There is a range of models in operation in the three Irish projects — paid,
independent chair, chair who is a member of a network organisation, chair who comes from the

community. Each project emphasises the value and advantages of its own model.
Ring-fenced time for this role is seen as essential.
Important Leadership Skills of the Chairperson

Chairs had leadership skills that were particularly relevant to an inter-agency setting. They:

had exceptional insight and awareness of group and inter-group and system dynamics;
understood the importance of who is and is not in the room and how this reflects the involvement
and engagement of agencies represented,

B are clear about the purpose of the inter-agency group and work to ensure that the group remains
focused on this central purpose related to the child,;

B can reflect with great depth on how best to support the active involvement of people from a range
of disciplines and agencies;

B appreciate the wider system context of the work and the policy and planning implications of the

wider context.

Independence was seen as essential. Each setting supported this in different ways. Affiliation to a
particular agency (by being employed by or paid by that agency) was not seen as a bar to
independence, provided members can see that the role is taken up in the best interests of the inter-

agency setting and not those of a particular agency.
Organisational Leadership

In the case of the particular leadership of the agency that initiated inter-agency work, factors that

characterised this leadership capacity included:
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B the authority of the agency: the capacity to work from the organisational mission, mandate and
resources to take leadership in relation to services for children;

B its independence: the capacity to demonstrate a disinterested commitment to good outcomes for
children, as distinct from purely organisational interests;

B its ‘track record’ in the area: a proven history and expertise in delivering services to children and
families;

B the extent to which the agency already had a representative or key role: building on existing

roles, relationships, authority and opportunity.
Leadership Within and Between Agencies

Within the Irish inter-agency projects, all of the members and participants exercise leadership both
within the inter-agency setting and within their own organisation. Leadership was evident in the Irish

context in:

B the role that members played in bringing their agency or group into the inter-agency process,
including explaining the value of the work and the importance of agency involvement;

B the role that members played in keeping their agency in the process, encouraging, supporting and
defending participation;

B maintaining the commitment to continue with inter-agency working, even if there was pressure to

redirect the resource to the agency’s own work.

Thus the role of a ‘lead’ organisation needed to be matched by leadership at senior level within the
participating agencies. The experience of the projects in this study is that the commitment and
authority of senior management in all member organisations is essential for real and effective inter-

agency working and that this commitment and authority is what constitutes effective leadership.

8.3.5 The Design of an Inter-agency Service Deliver y System

Overview

The structures used to support inter-agency work varied considerably depending on the size and
scale of the projects. In England, for example, a national infrastructure of support for planning,
designing and delivering inter-agency services to children has been developed as part of Every Child
Matters. In the Irish projects, a simpler approach emerged, reflecting the voluntary status of the inter-

agency work and their much smaller scale.

Key structures in the projects included:

B use of committees;
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B regular, effective meetings;
B strategic planning;

B protocols and formal agreements.

Service delivery practices included:

B ethos of putting the child at the centre;
B joint assessment and planning;

B casework.
Use of Committees

All the Irish projects used a committee structure to manage inter-agency working. Each one had a
two-tier configuration that separated the management of the inter-agency group from the service
delivery. In all cases there was overlap between the membership of the management structure and
the service delivery structure and this seems to support clear communication and integration between
the two. The Irish settings had clear ways of distinguishing between the work of attending to service

delivery and that of planning for the operation and development of the inter-agency group.
Regular, Effective Meetings

Regular, scheduled, face-to-face meetings had a central importance in all the Irish settings.
Attendance at regular, scheduled meetings was seen as evidence of commitment to the inter-agency

process, and poor attendance was noted and interpreted as a reflection of poor commitment.

As well as the primary purpose of planning and reviewing service delivery, participants used

meetings:

as an important opportunity to build familiarity and trust;
to deepen their knowledge of individuals and agencies;

to strengthen shared understandings of the work;

to hold members accountable for services they have promised to deliver to children.

In the US and English settings, there are a much greater range of meetings, with a diverse mix of

participants. These vary in terms of formality, purpose and frequency.
Strategic Planning

One of the key processes identified in the case study projects is planning. In the Ballymun network,
the Chair underlined the importance of careful planning, and described a key element of his role as

ensuring that the work was kept focused on planned goals and targets. Similarly, in Miami-Dade, the
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Director of the JAC described the importance of a continuous focus on planning; in Minnesota,
partners spoke about the need for a transparent and planned approach to achieving goals and
outcomes. In England, an overall national plan for children’s services is the foundation stone of inter-
agency work at local level. In general, plans were formally captured as written documents that were

used on an ongoing basis.
Using Protocols and Formal Agreements

Protocols or formal agreements about the conduct of the inter-agency work were used in some of the
settings in this study and not in others. In settings such as the Every Child Matters and Minnesota'’s
Child Protection Services, where inter-agency working is mandated by law or policy, protocols related
to and derived from the legislative basis for co-operation. Among the ‘voluntary’ inter-agency network
or groups, only the Ballymun network developed a formal, written protocol governing inter-agency

working to which member agencies were required to subscribe.

In these case studies, where protocols or agreements about ways of working were used, they took a

number of different forms and fulfilled a number of functions. They:

described inter-agency work practices to be adopted;
described how casework would be managed;
set out the arrangements for information sharing about children and families;

set down values and principles to guide the relationship among agencies;

served as a vehicle for formally securing the ‘buy-in’ of partner organisations who must sign up at
senior management level,

were a means of sharing information about the inter-agency commitment and how it will work;
served as a way of ensuring that potential members understand what is expected of them and

what commitment they are making to their partners.
Ethos of Putting the Child at the Centre

All inter-agency settings in this study have an explicit commitment to child-centred work. The creation

and maintenance of this ethos is undertaken in a range of ways:

B By explicit articulation of this philosophy. For example, members of the Southill Youth Forum

describe the role of the chairperson as continually ‘putting the child on the table’.

B By interrogation of the meaning of this in practice in the course of planning, development and
ongoing work. In Minnesota, for example, the clarity of ethos means that the needs of parents or
other family members are analysed in relation to their impact on the child. Issues of poverty,
addiction or involvement in crime are only of interest to child protection services to the extent that

they affect the well-being or safety of children.
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B By structuring and organising work to prioritise a focus on the child. In all settings in this study,
there were significant efforts to ensure that organisational concerns or resources were not
prioritised over the needs of children. In Peterborough, social workers were required to make a
timely response to concerns about children expressed by school principals, irrespective of other
demands on their time.

B By using formal review and evaluation processes to examine the extent to which the work is
focused on the child. All the Irish inter-agency settings specifically scrutinise their practice in
relation to a focus on the child, on an ongoing basis and formally in annual reviews and evaluation
processes.

Joint Assessment and Planning

In all of these settings a shared plan for individual casework was developed, based on an
assessment of need . The projects in this study vary in the level of formality of the assessment
process. The joint assessment and plan preparation is the core of inter-agency service delivery
work; it is here that participants (and usually the child/family) engage together to pool information, join
in identifying potential ways of helping the child, and making a plan for and with the child and family.

All settings in this study made use of the resources of multiple agencies in assessment and planning:

B In Minnesota, the county (statutory) social worker works with relevant private (voluntary) agencies
to assess the strengths and needs of families and both private and public agencies work with the
family to develop a plan.

B In Londubh project workers can easily access specialist support and advice in assessment and
planning. This happens routinely through the monitoring committee, but the inter-agency
environment also means that project staff can access specialist resource outside of the context of
the monitoring committee, if needed.

B Southill Youth Forum places a premium on maintaining established relationships with young
people and families and building on these to address outstanding needs. The agency or individual
professional who already has a relationship will work alongside new or additional resources from
other agencies to support the young person or family to recognise and accept unfamiliar supports.

B In Ballymun, assessments take place at case meeting where agencies share information, and
assess the child’s needs; each agency explains their involvement with the young person, and/or
the family, and their concerns; the assessment adopts a strengths based approach, focusing on
positive factors that can be built on. A plan for joint working is prepared. Each of the professionals
then takes on implementation of their own part of the plan.

B In Miami-Dade, the assessment process and the linked case management system, which are at
the centre of the work of the JAC, make use of a comprehensive range of assessment tools and

processes.
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Casework

The basis of casework is the premise that the problems of the child or family can be identified and that
a plan can be developed to address the problems identified. Developing a plan always involves
assessing needs and analysing how best to meet these. The plan should also identify priorities — what
needs are most important — and suggest a sequence through which challenges are addressed and
strengths developed. A casework analysis will also identify the kinds of support — including the staff —
that best match the needs identified. Increasingly, effective casework involves children and parents in

assessment and service planning.
Guidance about How to Do Case Planning and Service  Delivery

In the English and US case study settings, case planning and service delivery are governed and
guided by extensive statutory guidance (England) and supported (US) by evidence based assessment
tools and protocols used with clear clinical oversight. In the absence of such frameworks for inter-
agency service delivery the Irish settings faced a range of challenges in putting case planning and

casework into operation. These challenges included:

managing different views of which children and families would benefit from the process;
managing differing language and organisational perspectives on the key criteria such as ‘at-risk’;

managing differing organisational cultures and ways of working;

finding ways of knowing who needs to participate in the inter-agency case planning and case
management process;
B managing issues of quality assurance, including case management systems, maintenance of data

confidentiality, and professional supervision.

In the absence of formal guidance to assist in addressing these challenges, the Irish inter-agency
projects used a variety of guiding principles and mechanisms to plan and implement direct work with

children. The mechanisms used to make inter-agency casework effective for children included:

B a written ‘Guide to Holding Network Case meetings’ which describes the referral, assessment,
planning and review processes (Ballymun network);

B written forms for completion at various stages of casework, including a basic information form
completed before referral, and a support plan and review form. (Southill Youth Forum). These
forms prompt scrutiny of casework practice, ensure that key concerns and issues are documented
and reviewed and increase accountability by agencies. A written record of the support plan is

drawn up and recorded at the initial meeting of the referrals panel. This documents:

1. what needs to happen to assist this young person;

2. who will undertake these tasks;
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3. when the plan will be reviewed.

Standards for Casework

The UK and US have formal and explicit standards for casework, including inter-agency casework.
Practice is measured and evaluated against these standards and, especially in the US, up-to-date
data is used to provide almost immediate feedback on compliance with standards. The Irish projects
had no such tools. Both Ballymun and Southill try to overcome the problems of how best to establish
standards for casework across organisational boundaries and how to relate inter-agency casework
standards to good practice and casework practice within individual organisations. These reflections
include consideration of how to supervise inter-agency casework and how to address differences in

practice between different agencies.

8.3.6 Cost of Inter-agency Working

Overview

The concept of the ‘cost’ of inter-agency working was not an easy one; the term was understood by
participants in a number of ways — direct or indirect financial cost/investment, other resource
costs/investments such as time; the term was also used by a small humber of participants in the

stricter sense of cost — what was lost as a result or negative impact of inter-agency work.

Some participants expressed a strong reluctance to speak about costs, because they felt that the
benefits from inter-agency work outweighed any costs to such as degree that the concept of cost was

not meaningful.
Direct or Indirect Financial Cost/Investment

The direct or indirect financial costs of inter-agency work varied greatly on account of the variation in

the size and scale of the case study projects.

In the Irish projects, funding costs incurred were staffing costs for the project workers (Londubh), the
Network Co-ordinator and Facilitator (Ballymun); in the case of Southill no additional staff were

employed.

In the large service delivery systems in the US and England, the costs of inter-agency working were
not distinguished from the costs of service delivery, as there is no other model of service delivery in

use.
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Time

The main cost/investment named by participants was that of time. In the Irish settings, inter-agency
meetings are costly in terms of time commitment for staff, and, in particular for the chair in the cases
of Londubh and Southill.

Some participants named the additional time and effort of doing inter-agency working, reporting that

the relationships required for good inter-agency working take time to develop, maintain and sustain.
Independence and Control

One participant (Miami-Dade) felt that the loss of control over agency information about children and

families was a significant cost resulting from information sharing protocols.

8.4 Benefits of Inter-agency Working

8.4.1 Overview
The key features from the case studies in relation to the benefits of inter-agency working are

concerned with:

measuring outcomes for children;
benefits for children and families;
benefits for staff members involved in inter-agency work;

benefits for agencies involved in inter-agency work;

benefits for the community.

8.4.2 Measuring Outcomes for Children

None of the Irish projects in this study routinely collected and processed outcome data as an integral
part of their way of working. As a result, there was very little data to contribute to planning, setting
priorities, selecting intervention strategies, ongoing review and monitoring or for the purpose of
sharing learning with other groups. The absence of outcome data made it harder to draw learning

from the projects about the benefits and costs of inter-agency working.

The Irish project participants and leaders were very aware of the potential of having ways of
measuring effectiveness. However, they had a strong concern that the time needed for data gathering
might put a strain on people and resources and put them off participating in an inter-agency project.
Irish participants also had concerns about how the choice of outcome measures would be made and

how tools would be developed to measure outcomes.
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The approach to data collection and outcome measurement in Ireland is in strong contrast to the
approach in the US projects and in England, where data gathering is built in to the work, resourced

and is a core requirement of inter-agency work.

8.4.3 Reported Benefits for Children and Families

Participants in these projects named a range of benefits for children and families arising from inter-
agency work; in some instances the benefits named are supported by data; in other instances, the

named benefits are based on the day-to-day experience observation and insights of the participants.

The main benefits named were as follows:

B more integrated case planning leading to more effective interventions for children;

B increased consistency of approach to children and families across agencies, ensuring a more
coherent and effective experience for families and children;

B more targeted and relevant interventions due to a more holistic understanding of the young
person’s needs;

B more positive view of young people as a result of greater insight gained from inter-agency
colleagues;

B improvement in specific outcomes related to the aim of the project (such as better educational
outcomes, reduction in juvenile arrests, decrease in child protection investigations);

B increased focus on prevention and earlier intervention, leading to more successful outcomes for

children;

access for children to a wider network of support and expertise;

greater visibility to the child of the commitment of services to help him/her;

empowerment of children and families though participation in case planning;

active support and encouragement for parents and parenting;

greater vigilance and less chance of a child ‘slipping through the net’;

more efficient work, including speedier referrals and safer ‘handovers’, resulting in a more

responsive and effective service to children and families.

8.4.4 Reported Benefits for Staff Members Involved in Inter-agency Work

The benefits identified by staff for their work as a result of inter-agency working are seen as indirectly
benefiting children and families; as a result there was a strong parallel between benefits identified for
staff and those named for children and families. Aspects of inter-agency work named as benefiting

staff included the following:
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stronger relationships of trust with staff in a wider range of agencies;

greater knowledge and information about the work of other services;

access to guidance, advice and support from colleagues in the inter-agency networks;
feeling supported,;

more creativity and capacity to ‘think outside the box’ when planning interventions;
problem solving support for working with ‘stuck’ families and complex needs;

a sense of shared responsibility and reduced isolation;

opportunities for working together to plan new initiatives and new approaches;

more direct communication between staff in different agencies working with the same children and

families;

increased enjoyment and satisfaction in working with others for better outcomes for children;

B greater sense of accountability to colleagues.

8.4.5 Reported Benefits for Agencies Involved in In  ter-agency Work

Participants believe that inter-agency work has strengthened the capacity of their individual agencies
as well as being added value to service delivery through collaboration. The main benefits identified at

agency level include:

B stronger relationships among agencies arising from improved knowledge of the strengths and
capacities of each agency;

B greater trust between statutory and voluntary/community sector organisations (particularly in the

Irish projects);

young people view the agency more positively;

the formalised commitment to inter-agency work helps to ensure collaboration;

scope for co-ordination and reduced duplication;

scope for identifying service gaps and needs;

opportunity for joint planning and joint work at agency level;

improved efficiency in service delivery within agencies though improved planning, reduced

overlaps, speedier linkages with other service providers;

sharing of best practice;

greater transparency and openness;

B concerns held in common less likely to be forgotten.

8.4.6 Reported Benefits for the Community

The benefits to the community were not named by all study participants; the indirect benefits to
communities when young people and families who are at risk get a better service may be taken for
granted. In Miami-Dade, for example, participants named the benefits for community as flowing from

the fact that reduced risk to young people reduces their immediate involvement in anti-social

An Bord Comhairleach um Achtanna na Leanai

Children Acts Advisory Board
201



Organisational Case Studies of Inter-agency Co-operation in the Delivery of Children’s Services.

behaviour, and that targeting younger children in a preventative way anticipates the reduction of anti-
social behaviour in the future. These outcomes are expected to have an immediate and longer-term
impact on the area. Members of the Southill Youth Forum see the benefits to the community are
closely tied up with the benefits of inter-agency working for young people because reducing risk to
young people reduces their immediate involvement in anti-social behaviour and targeting younger
children in a preventative way anticipates the reduction of anti-social behaviour in the future. These

are expected to have an immediate and longer-term impact on the area.

8.5 Issues Arising

This section discusses issues arising for policy, management and practice (as requested in the terms

of reference). Issues are discussed under seven headings:

is inter-agency working always best?
mandate and leadership;

casework standards;

protocols and formal agreements;
resources;

measuring outcomes for children;

N o g s~ wDdhPE

support frameworks.

It is important to point out that the issues raised are not recommendations. Rather, they represent a
series of issues for consideration for policy, management and practice that emerge from the learning
from the six case studies undertaken. As with any case study methodology it would not be appropriate
to generalise the issues or to assume the issues automatically apply across all inter-agency co-
operation settings or contexts, Nevertheless, the six detailed case studies provide a rich source of

experience and learning and therefore the issues arising should be given careful consideration.
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B STUDY FRAMEWORK FOR ANALYSIS

Description

Mission, vision, purpose

Location, size

Target group

Intervention/activities

Inter-agency working — number and type of agencies
Length of time of project

Motivation for Inter- Status of IAW

agency Working m

Formal/informal rationale

Founding rationale Vs emergent rationale

Expressed Purpose

B  Why IAW? What was to be achieved by IAW? Did this remain as a goal?

B Objectives and purpose (in relation to service delivery)

B Was there a specific stimulus or event that promoted need for IAW?

B Policy and/or practice

Drivers

B Who wanted IAW and why?

B Who was the main driver/advocate for IAW?

B Was IAW there from the start of the project?

B Who initiated?

B Why was it ultimately decided to work to achieve better inter-agency co-
operation?

B Who made the key decisions?

Participants

® How was membership/makeup decided?
The Approach Then — Now
The Beginning B How did you learn to do IAW? What did it take to create IAW?
B How long did it take?
B What approach was initially taken to develop better inter-agency co-
operation?
B What changes were initially made to produce better inter-agency co-
operation?
Structures B Mandate/s
B Role descriptions/definitions
B Lead organisation?
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Costs and Benefits

Costs

B |A meetings
B Protocols — confidentiality, information sharing
B Information sharing
B Resources input
B Plans
B Contracts
B Budgets and funding — who paid for what?
B Evaluation systems
B Venues
Processes and B Joint planning
Supports B Decision making processes
B Agenda setting
B Training
B Communication systems
B Documenting IAW
B Practice/client/service delivery co-ordination (shared/joint)
Service Delivery B Roles — who were the key workers supporting IAW
B How do workers operate under this approach
B How is the way of working different?
B How is the actual service delivery different
B Challenges and obstacles?
The Evolution B What was the evolution/chronology of development of IAW? What were
the key decisions and milestones?
B Recognisable phases? (e.g. problem setting, establishing ground rules,
implementation phase)
B Evolution, dynamics, relationships
B How does the current approach to inter-agency co-operation differ to
what was initially developed?
B What experience of IAW was/is available/present — skills, knowledge,
attitudes required by individuals and agencies for IAW?
Bm How were challenges faced/overcome? Are there new, remaining or

ongoing challenges to sustaining the current approach?

What was invested? E.g. time, people, space, administration

Status, power, influence
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Benefits

Learning

What are the (reported and proven) benefits of this way of working? To
whom? (service users, staff, organisations)

What evidence was used to support the view that there were benefits
Do agencies agree on what the benefits are?
Do staff agree on what the benefits are?

Policy Lessons

Costs/benefits

Mandate

Governance

Evaluation

Differences between settings where rationale for assigned or emergent
Impact of nature of participating organisations (e.g. statutory/voluntary)

Management

Structures/supports/systems

Oversight

‘Control’ issues

Relationships

Communication

Critical v. desirable requirements
Challenges and management of challenges
Pace

Practice

Lessons for day to day work:

1. for agency;
2. for IAW;
3. for relationships.
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C Protocol of the Ballymun Network for Assisting
Children and Young People

[Revised 22 February 2008]

C.1 Preamble

Ballymun Network for Assisting Children and Young People was formed in 2005. Its aim is to promote
the welfare and protection of children and young people through better inter-agency cooperation. Its
ethos is to place paramount importance on the best interests of the child and young person.
Membership of Ballymun Network for Assisting Children and Young People is open to any
organisation in Ballymun, which shares this aim and ethos, and is committed to implementing the

articles of this protocol.

C.2 The Protocol

1. This protocol is an agreement between the organisations, and departments of organisations, who
are members of Ballymun Network for Assisting Children and Young People.

2. The purpose of this protocol is to promote best practice in services for children and young people.
Our understanding of best practice is informed by the National Guidelines for the Protection and
Welfare of Children'®” and the National Children’s Strategy.'®®

3. Members of Ballymun Network for Assisting Children and Young People commit to creating,
maintaining and cultivating an ethos of trust, openness, honesty and cooperation'®.

4. Members of Ballymun Network for Assisting Children and Young People will share information
about children and young people in order to ensure their welfare and protection. Sharing
information in this context is not a breach of confidentiality.**

5. All members of Ballymun Network for Assisting Children and Young People will refer children and
young people to the HSE Social Work Department where there is reasonable suspicion of abuse

111

or neglect. In addition, and in order to ensure that all referrals within the Network have been

197 Children First: National Guidelines for the Protection and Welfare of Children, September 1999, Department of

Health and Children, Dublin: The Stationery Office.
198 The National Children’s Strategy: Our Children — Their Lives, November 2000, Dublin: The Stationery Office.
According to the National Guidelines for the Protection and Welfare of Children: “All agencies and disciplines

concerned with the protection and welfare of children must work cooperatively in the best interests of children

and their families” (p23).
110

109

According to the National Guidelines for the Protection and Welfare of Children: “Giving information to others

for the protection of a child is not a breach of confidentiality” (p41).

1L According to the National Guidelines for the Protection and Welfare of Children: “A health board should

always be informed when a person has reasonable grounds for concern that a child may have been abused, or is
being abused, or is at risk of abuse” (p37).
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notified to the HSE Social Work Department where there is reasonable suspicion of abuse or
neglect, the Network Co-ordinator will check all referrals within the Network to establish if the child
or young person is known to the HSE Social Work Department, whether the case is still open, and
whether there is an allocated social worker.

6. Members of Ballymun Network for Assisting Children and Young People who raise concerns
about a child or young person with another member of the Network will follow up within two
weeks, or earlier if necessary, to find out what has been done.

7. Members of Ballymun Network for Assisting Children and Young People should be aware of the
potential danger where children and young people, who are known to be vulnerable, are no longer
contactable and should use the Network to restore contact wherever possible.

8. It is incumbent on all members of Ballymun Network for Assisting Children and Young People to
ensure that information about children and young people is kept safe and secure. Staff in all
agencies will be aware that information about children and young people is shared on a ‘need to
know’ basis, and only where it is in the best interests of the child or young person.**?

9. Any member of Ballymun Network for Assisting Children and Young People may call a meeting
with other members of the network to discuss concerns about a child or young person.'*®* This

11 and its purpose is to share information

meeting will be referred to as a ‘network case meeting
about the child or young person, to see if further information is required, to decide on the
appropriate service response, and to agree on the role of different agencies in making that
response. Network Case meetings can be called to discuss any serious concern about the
welfare of a child or young person, and not just concerns about child protection in the strict sense.
The following procedures apply to all Network Case Meetings:

(a). The agency which organises the network case meeting is called the lead agency. The

lead agency may, or may not, make the initial referral. The network case meeting will
consider, inter alia, who is the most appropriate lead agency.

(b). The lead agency will organise the network case meeting by phoning and emailing
those who are to be invited to attend.

(c). The lead agency will email all members of the Network, including those specifically
invited by phone to attend, giving the ID of the child or young person, the date, time and

venue of the network case meeting, and contact details of the person organizing the

12 According to the National Guidelines for the Protection and Welfare of Children: “All information regarding

concern or assessment of child abuse should be shared on a ‘need to know’ basis in the interests of the child”

(p41).
13 According to the National Children’s Strategy: “If supports and services are to have optimum impact on
children’s lives, better ways to link services must be found. ... . This approach will require closer working

relationships and more innovative approaches to how schools, health services, local youth and community
roups and local libraries and other leisure and cultural bodies plan and deliver their services” (p45).

% This is similar to the concept of a strategy meeting in the National Guidelines for the Protection and Welfare of
Children but there are two differences. First, the National Guidelines stipulate that a strategy meeting may be
called “at any point during a child protection enquiry” (page 91) whereas this protocol allows a strategy meeting to
be called where an agency has a serious concern about a child’s welfare and not just child protection in the strict
sense. Second, the National Guidelines stipulate that “it is the responsibility of the health board social work team
leader or social work manager to arrange a strategy meeting” (p91) whereas this protocol allows a strategy
meeting to be called by any agency which has a serious concern about the welfare of a child or young person.
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network case meeting. The HSE Social Work Department will only be informed of network
case meetings where it has already been established that the child or young person is
known to the HSE Social Work Department, the case is open, and there is an allocated
social worker.

(d). Following the network case meeting, the lead agency will prepare a note of the meeting
detailing who and what agencies attended, what decisions were made, who will carry them
out, and whether and when a further network case meeting is planned. This note, which
should be brief, will be emailed to all members of the Network, including the Network
Coordinator at youngballymun.

(e). Where appropriate, children and young people should be informed that a network case
meeting is being held because of concerns about them. Also, and wherever possible and
appropriate, an effort should be made to inform and involve parents.

(). When a child or young person is in detention, the lead agency will remain engaged with
the young person and will ask to be kept informed by the detention centre about case
conferences and other meetings as well as details of release. Upon release, the lead

agency will call a network case meeting to facilitate the re-integration of the young person.

(g). When a person reaches the age of 19, an exit meeting will be called for the purpose of
linking the young person to other services, if required; wherever possible, these other

services will be invited to the exit meeting.

10. Every member of Ballymun Network for Assisting Children and Young People acknowledges their
limitations in meeting the needs of children and young people and commits to becoming familiar
with the services, which other members of the Network have to offer.'*®

11. Each member of Ballymun Network for Assisting Children and Young People will, wherever
possible, seek the consent of the parent to work with, or refer, a child or young person.**®

12. Members of Ballymun Network for Assisting Children and Young People recognise that staff may
sometimes be placed at risk by their involvement in certain cases and commit to ensuring the
health and safety of staff."*’

13. All members of Ballymun Network for Assisting Children and Young People subscribe to this

protocol and support its practical implementation at all levels of the organisation. Each member

15 According to the National Guidelines for the Protection and Welfare of Children: “No one professional has all

the skills, knowledge, or resources necessary to comprehensively meet all the requirements of an individual
case. ltis essential therefore that a co-ordinated response is made by all professionals involved with a child and
his or her carer/s” (p45).

116 According to the National Guidelines for the Protection and Welfare of Children: “Parents / carers should
generally be informed or consulted at every stage of an investigation / assessment. ... Where the interests of
the parents and child appear to conflict, the child’s interests should be paramount” (p43).

17 According to the National Guidelines for the Protection and Welfare of Children: “It is essential that managers
of all disciplines involved in child protection acknowledge the levels of actual or potential stress that may affect
their staff, and take steps to address the problem. These steps may include the following: (i) adequate and
regular supervision of staff; (ii) regular review of case loads; (iii) acknowledgement of positive achievement; (iv)
provision of opportunities for professional development such as training, staff rotation, special assignments; (v)
development of inter-agency links” (p115).
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commits to developing and maintaining the structures and resources necessary within their

organisation to ensure that this protocol is fully implemented.

B Al members of the Ballymun Network for Assisting Children and Young People agreed to this protocol
on 22nd February 2008.
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D A GUIDE TO HOLDING METWORK CASE MEETINGS
USED BY THE BALLYMUN NETWORK FOR
ASSISTING CHILDREN AND YOUNG PEOPLE

D.1 Introduction

The Ballymun Network for Assisting Children and Young P eople emerged from concerns that
agencies were not responding collectively to the needs of young people at risk in Ballymun. Its ethos
is to place paramount importance on the best interests of the child and young person. Currently the
Network comprises thirteen local agencies who have signed up to the Protocol. The primary remit is
to work for the welfare and protection of children and young people, particularly vulnerable young

people in the 10-18 age range.

The Network was set up under the premise that no one service can meet all needs of young people
at risk and inter-agency work is documented as best practice across all sectors. Membership of the
Network is open to any organisation in Ballymun which shares this aim and ethos, and is committed
to implementing the articles of the Protocol . The Protocol is an agreement between the
organisations, and departments of organisations, who are members of Ballymun Network for

Assisting Children and Young People . The purpose of the Protocol is to promote best practice in

services for children and young people.

Our understanding of best practice is informed by the National Guidelines for the Protection and

Welfare of Children and the National Children’s Str  ategy. Members of the Network commit to
creating, maintaining and cultivating an ethos of trust, openness, honesty and cooperation. Members
of the Network will share information about children and young people in order to ensure their welfare

and protection. Sharing information in this context is not a breach of confidentiality.

Here is a guide to holding (as per December 2008) to holding Network Case Meetings:

D.2 When to Make a Referral to the Network

1. If you have a concern about a young person you must first consider if this is a Child Protection
concern as outlined in the “Children First Guidelines”. If this is the case you must make a referral
to HSE Social Work Department.

2. If you need some guidance regarding this phone the Duty Team in Social Work on 01-8467235/7.
A person is specifically available for queries such as this from 9.00 am till 5.00 pm Monday to
Friday.

3. Ifitis not a Child Protection concern, consider if the young person you are concerned about could

benefit from an interagency approach and if so a referral should be made to the Network .
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Wherever possible, seek the consent of the parent to work with, or refer, a child or young person.
Wherever possible, inform the young person you are referring.

Members of the Network should be aware of the potential danger where children and young
people, who are known to be vulnerable, are no longer contactable and should use the Network

to restore contact wherever possible.

D.3 Filling out the Referral Form

1.

When filling out the Referral Form, fill in as much information as is available to you. Check with
your colleagues, and with any case files you may have in your agency in order to give as much
accurate information as possible.

Be careful to include nick names or other surnames which the young person is known by.

Check your records for the current address or former address which other agencies may have on
their files.

The date of birth is extremely important.

When filling in the section on your concerns, use bullet points to outline your main areas of
concern for example non-attendance, negative peer group, concerns regarding mental health. Do
not give a full case history, this can be discussed at the first Network Case Meeting .

Look at the concerns you have and make suggestions for the agencies you think could make a

useful input for the young person, their siblings of their family.

D.4 Making the Referral

1.

The referral  form is emailed to the Network  Coordinator at BLDTF

catherine@youngballymun.org

Your agency becomes the Lead Agency .

A Code Number is assigned, e.g. CN78, which denotes that it is a case and the number it is. If
there are a number of siblings, a letter will be assigned to each and will read as follows CN58A,
CN58B etc. The young person’s name is removed from the referral form and the code is used on
all documentation except for the Master List .

The case will be added to the Master List which will include the young person’s Name, Code and
Lead Agency .

The coordinator will phone HSE Social Work Department to verify if the child or young person is
known to them and if the case is currently open. If there is an assigned Social Worker the
coordinator will email the Lead Agency their name and contact details.

All members of the Network are sent an updated Master List with the new case and the name of
the Lead Agency .

The Coded Referral Form is sent to all members of the Network except Social Work unless the
case is known to them.

It is incumbent on all members of the Network to ensure that information about children and

young people is kept safe and secure. Staff in all agencies will be aware that information about
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children and young people is shared on a ‘need to know’ basis, and only where it is in the best

interests of the child or young person.

D.5 Calling a Network Case Meeting

Once a referral has been made, the Lead Agency must follow up within two weeks, or earlier if
necessary. This is done by calling a Network Case Meeting .

The Lead Agency will organise the Network Case Meeting by phoning and emailing the
appropriate agencies that are to be invited to attend. This is to try to agree a mutually convenient
time to meet.

The Lead Agency will email all members of the Network , including those specifically invited by
phone to attend, giving the ID of the child or young person, the date, time and venue of the
Network Case Meeting , and contact details of the person organizing it.

The HSE Social Work Department will only be informed of Network Case Meetings where it has
already been established that the child or young person is known to the HSE Social Work
Department, the case is open, and there is an allocated social worker.

If at any time a member of the Network wishes to call a Network Case Meeting for a young
person but is not the Lead Agency this can be done by contacting the Lead Agency informing
them of your desire to call a meeting and why and liaising with them regarding roles and

responsibilities.

D.6 Running the Network Case Meeting

1.

The Lead Agency has responsibility for chairing the meeting and taking the minutes. If you are
running a meeting without a colleague, ask one of the other members of the meeting to take the
minutes which you then can type up after the meeting.

The first meeting should always be an Assessment Meeting . This should include taking all the
information from all agencies. In some cases agencies will not attend any other meetings where

for example, they can bring information to the table but their service is not appropriate.

D.7 Appendices to the Guide

The Guide to Holding Case Network Meetings also includes three appendices as follows:

B Glossary of Terms
B Network Case Meeting Agenda
B Network Case Meeting Minutes Template
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Glossary of Terms

10.

11.

Ballymun Network for Assisting Children and Young P eople - thirteen local agencies where
the primary remit is to work for the welfare and protection of children and young people,
particularly vulnerable young people in the 10 -18 age range.

Protocol - The Protocol is an agreement between the organisations, and departments of
organisations, who are members of Ballymun Network for Assisting Children and Young People. It
sets out the terms of reference for the Network and the undertakings given to membership of the
Network.

Children’s First Guidelines — the national guidelines for the protection and welfare of children in
Ireland.

Referral Form — form to be filled out when referring a young person to the Ballymun network for

Assisting Children and Young People.

Master List — List of all open cases within the Network. Includes lead agency, young person’s

name and code. This is the only document on which the young person’s name is printed.

Coded Referral - A Code number is assigned, e.g. CN78, which denotes that it is a case and the
number it is. If there are a number of siblings a letter will be assigned to each and will read as
follows CN58A, CN58B etc. The young person’s name is removed from the referral form and the
code is used on all documentation except for the Master List.

Lead Agency — The agency that makes the referral is the Lead Agency and is responsible for
calling the first Network Case Meeting.

Network Case Meeting — Meeting called by the lead Agency to discuss the young person
attended by members of the Network.

Exit Meeting — An Exit Meeting is held when there is no longer a concern about a young person
or the young person reaches the age of 19. This is to ensure they that services for children and
young people are properly linked to the appropriate adult services and or one member of the
Network will be monitoring their situation.

Handover Meeting - There may be a change of Lead Agency. A Handover Meeting must be held,
where all documentation on the case is handed over and the new Lead Agency is fully briefed.
Network Coordinator — A member staff team in Ballymun Local Drugs Task Force with

responsibility for the day-to-day management and coordination of the Network.
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Network Case Meeting Agenda

Introductions

HE B R B P

Circulate the agenda.
Each person introduces themselves and explains what agency they come from. Do not assume
that all staff are familiar with each other or what different agencies roles are.

Circulate the Network Referral Form or last set of minutes and review.

Discussion of Case

The first meeting should be an appraisal of agencies past and current involvement with the young
person or their family.

Each agency representative explains their involvement with the young person and or family and
their concerns.

Focus should be placed on identifying the concerns for the young person but also the positive
factors in their lives which can be strengthened.

Concerns or supports should not be dictated by the role and function of agencies rather a holistic

approach should be taken.

Young Person and Parental Involvement

Parents should be informed of the Network Case Meeting and invited to attend as they are the
legal guardians of their children.

Identify who will link with the parent or caregiver and how they can be involved in the process.
Where appropriate, children and young people should be informed that a Network Case Meeting
is being held because of concerns about them.

Identify who can act as the link person to the young person and how the young person’s views
and needs will be met.

When a child or young person is in detention, the Lead Agency will remain engaged with the
young person and will ask to be kept informed by the detention centre about case conferences
and other meetings as well as details of release. Upon release, the contact agency will call a
Network Case Meeting to facilitate the re-integration of the young person.

Actions Decided and Who is Responsible for These Actions

What will organisations (individually and collectively) continue to do?

What new elements of support can be introduced?

Are there areas of expertise needed but not available at the table?

Decide on the key agency/contact person for the child and the parents (they will not always be the
same).

Always check that people are clear as to what they have agreed to do, who they are to liaise with

and the agreed time frame.
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" B B XN

Monitor and Review

Decide how to monitor the progress of the young person, the plan and the interagency
perspective.

If there is a need, each agency must inform the key agency/contact person of changes in the
plan/young person’s situation before the next scheduled meeting.

If there are no longer concerns for the young person, an Exit Meeting is called and the young
person is removed from the Master List .

When a person reaches the age of 19, an Exit Meeting will be called for the purpose of linking
the young person to other services, if required; wherever possible, these other services will be
invited to the Exit Meeting .

Set the date for the next meeting. A date must be set even if there is a long gap such as school

summer holidays; this can be rescheduled if circumstances change.

Record of Meeting

Each person must complete the contact sheet, i.e., name, address, phone number and emalil
address.

Following the Network Case Meeting, the Lead Agency will prepare minutes of the meeting
detailing who and what agencies attended, what decisions were made, who will carry them out,
and whether and when a further Network Case Meeting is planned.

This will be emailed to attendees including those who were unable to attend and the Network
Coordinator at Ballymun Local Drugs Task Force.

If another agency wishes to have a copy of the minutes or be informed of the next Network Case

Meeting this can be accessed Network Coordinator.

Handover of Lead Agency

At any time it may become more appropriate for another agency to become the Lead Agency .
This can only be done if there is agreement on both sides for the hand over.

A Handover Meeting must be held, where all documentation on the case is handed over and the
new Lead Agency is fully briefed.

All agencies attending Network Case Meetings for this case must be informed of the handover.
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Network Case Meeting Minutes Template

Case Number: Lead Agency:

Date:

Chair:

Minutes:

In Attendance:

Apologies:

1. Discussion of case

2. Actions Decided

Who is responsible?

3. Monitor and review

4. Attendance Sheet

Name Agency Phone No Email
5. AOB
. Date for the next meeting:

Appendices

227



Organisational Case Studies of Inter-agency Co-operation in the Delivery of Children’s Services.

E AN ACCOUNT OF THE INFRASTRUCTURE FOR
EVERY CHILD MATTERS

E.1 Key Elements of the Every Child Matters Infrast ructure
Include:

The Children Act 2004

Change for Children — the National Framework for Every Child Matters
The Children’s Plan — Building Brighter Futures

Building Brighter Futures: Next Steps for the Children’s Workforce
Processes to support Every Child Matters

agrONE

E.2 The Children Act 2004

E.2.1 The key provisions of the Children Act 2004

The Children Act 2004 provides the legislative basis for whole system change required to support the
policy direction of Every Child Matters. It creates new statutory duties for local authorities in England,
and clarifies accountability for children’s services. It creates the essential structural elements of the
process of transforming service delivery. The relevant sections of the Children Act 2004 in relation to

integrated services are as follows.

E.2.2 The Duty of Local Authorities to Promote Coop  eration

Section 10 of the Act establishes a duty on local authorities to make arrangements to promote co-
operation among statutory agencies and with other appropriate bodies such as community and
voluntary organizations in order to improve children’s well-being, where well-being is defined by
reference to the five Every Child Matters outcomes; there is a duty on key partners to take part in
those arrangements. It also provides a new power to allow pooling of resources in support of these

arrangements.

E.2.3 Safeguarding Children’s Welfare

Section 11 creates a duty for the key agencies working with children to put in place arrangements to
make sure that they take account of the need to safeguard and promote the welfare of children when

doing their jobs.

E.2.4 Managing Data Sharing

Section 12 provides for indexes or databases that contain basic information about children and young
people to help professionals to work together to provide early support to children, young people and

their families.
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E.2.5 Local Safeguarding Children Boards

Sections 13-16 require that local authorities to set up statutory local safeguarding children boards and

require the key partners to take part.

E.2.6 Children and Young People’s Plan (CYPP)

Section 17 establishes a single children and young people’s plan (CYPP) to replace a range of current
statutory planning. Details of what the CYPP should cover is set out in further secondary legislation

and supported by guidance. Each local authority is required to draw up its own CYPP.

E.2.7 Director of Children’s Services and a Lead Me mber of the Local
Authority

Sections 18 and 19 require local authorities to put in place a Director of Children’s Services and a
lead member of the local authority to be responsible for, as a minimum, education and children’s
social service functions. Local authorities have discretion to add other relevant functions, for instance

leisure or housing, to the role if they feel it is appropriate.

E.2.8 Inspection Framework

Sections 20-24 require an integrated inspection framework to be established by the relevant
inspectorates to inform inspections of all services for children. They also make provision for regular
joint area reviews to be carried out to look at how children’s services as a whole operate across each

local authority area.

The Act also contains provisions relating to foster care, private fostering and education of children in

care.

E.2.9 Commencement Dates of the Key Provisions

The Duty to Cooperate

The duty to co-operate commenced in April 2005; All local authorities were required to have
children’s trust arrangements in place by 2008, to have appointed a Director of Children’s

Services and to have designated a lead member for ¢ hildren’s services.

Children and Young People’s Plan

Statutory guidance regarding the preparation of a CYPP in each local authority was issued in April
2005. All local authorities were required to have a CYPP in place by 1 April 2006.

The Duty to Safeguard Children

The duty to safeguard commenced on the 1% of October 2005. All local authorities were required to

have local safeguarding children boards in place by April 2006.
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E.3 Change for Children — The National Framework for Ev  ery
Child Matters

E.3.1 Overview

Once the legal foundations for change were in place, the next step taken by the UK Government was
to produce a national framework for implementing local change. Change for Children is based on a

set of core values and approaches:**®

improving and integrating universal services for all children;

early and effective provision of specialist help when problems happen;
reconfiguring services around the child in one place;

strong leadership at all levels of the system;

shared responsibility across agencies for safeguarding and protecting children;

listening to children when assessing and planning services and in the delivery of services to
individual children.

This national change framework builds on the Children Act 2004 and the five outcomes for children
set out in the Green Paper Every Child Matters. It puts the focus on local change. Change is to be
taken forward primarily by action at the level of the 150 local authority areas in England It envisages
strong links between the local authorities and local primary care trusts, which are responsible for
children’s health, and this relationship is fundamental to the plan for joined-up services for children.
This partnership between the local authority and the primary care trust, working with other local

partners, is the main vehicle for achieving the five outcomes at local level.

E.3.2 The Outcomes Framework 119

The five outcomes for children and young people are central to the programme for change. The outcomes
link together and are interdependent. For example, educational achievement is seen as the most effective
way of improving outcomes for poor children and breaking the cycle of disadvantage. The outcomes are
a means of integrating service provision around the child and family. The Outcomes Framework

describes each outcome in detail; so that there is a shared understanding of what is means and how it is
to be measured. The Outcomes Framework also serves as the basis for agreeing local priorities,
preparing the local CYP and monitoring and evaluation of services and inspection. It is a core structure,
with the capacity to integrate national policy development, local planning and service delivery at

organisational and individual level.

118 Every Child Matters: Change for Children 2004, p4.

119 1bid ps.
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A common dataset for children’s services supports the use of the framework. These data sets are used to
provide local authorities with information about their performance, to set targets and to monitor progress.
Local performance is also benchmarked against national averages and against statistically comparable

areas to support local progress and to identify good practice.

The Five Outcomes and What They Mean 120

Be Healthy Physically healthy

Mentally and emotionally healthy
Sexually healthy

Healthy lifestyles

Choose not to take illegal drugs

Parents, carers and families promote healthy choices

Stay Safe Safe from maltreatment, neglect, violence and sexual exploitation
Safe from accidental injury and death

Safe from bullying and discrimination

Safe from crime and anti-social behaviour in and out of school
Have security, stability and are cared for

Parents, carers and families provide safe homes and stability

Enjoy and Ready for school

Achieve Attend and enjoy school

Achieve stretching national educational standards at primary school
Achieve personal and social development and enjoy recreation
Achieve stretching national educational standards at secondary school

Parents, carers and families support learning

Make a Positive | Engage in decision-making and support the community and environment
Contribution Engage in law-abiding and positive behaviour in and out of school
Develop positive relationships and choose not to bully and discriminate

Develop self-confidence and successfully deal with significant life changes
and challenges

Develop enterprising behaviour

Parents, carers and families promote positive behaviour

Achieve Engage in further education, employment or training on leaving school
Economic Well- | Ready for employment
Being

Live in decent homes and sustainable communities
Access to transport and material goods
Live in households free from low income

Parents, carers and families are supported to be economically active

120 Every Child Matters: Change for Children 2004, p9.
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E.3.3 Integrating Services through Local Change

The second strand of the national change framework deals with the mechanisms for integrated
services at local level. The framework is based on the view that children’s needs are best met when
front line services work together effectively. Local authorities have a critical leadership role, under the
Children Act, for securing co-operation among the partners at local level, including the primary care

trusts and youth offending teams.

The main means of delivering integrated services at local level in line with the requirements of Every Child
Matters and the Children Act 2004 is the children’s trust .**' A children’s trust is a local area partnership
led by the local authority. It brings together the key local agencies — some of which are under a statutory
‘duty to co-operate’ — to improve children’s well-being through integrated services focused on delivering
the five Every Child Matters outcomes. The children’s trust is described as ‘a thematic partnership within
the local strategic partnership — the multi-agency partnership operating at local level and bringing together
public, private, community and voluntary sectors to work together more effectively to promote better

outcomes for local people.'?

A model of whole system change at local level has been developed through which good outcomes for
children are supported by integrated front line service delivery, integrated processes, such as assessment

and information sharing, integrated local strategy and planning, and inter-agency governance.

E.3.4 Support for Local Change

A wide-ranging national programme of support for change is in place. Extensive statutory guidance is
provided by the Department for Children, Schools and Families on the operation of core programmes, and
on integrated working; toolkits, case studies, materials and evaluations are provided across all
dimensions of the services. Supports are provided for parents, children, professionals, managers,
directors of children’s trusts and lead members of local authorities. In addition, specific support for change
management has been put in place. Ten regional change advisors were appointed jointly by the (then)
Department for Education and Skills to work with a number of existing strategic advisory teams in
education and social care. Work is ongoing on the development of integrated and streamlined regional

advisory teams.

121 Every Child Matters: Change for Children, 2004 p12.

Children’s Trusts: Statutory guidance on inter-agency cooperation to improve well-being of children, young
people and their families, Department for children, schools and families. Crown Copyright 2008, p6

122
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E.4 The Children’s Plan: Building Brighter Futures

E.4.1 Overview

The purpose of the Children’s Plan is to ‘increase support for all families during the formative early
years of their children’s lives, to take steps to achieve world-class schools and an excellent education
for all children, involve parents fully in their children’s learning, and make sure that children and young
people have interesting and exciting activities outside of school.”**® The plan gives effect to the UK
Government view that education is key to enabling children to achieve the five outcomes, working in

partnership with all other children’s and community services.

In keeping with all the strands of Every Child Matters, the five outcomes for children, and the delivery
of integrated services underpin the Children’s Plan. The plan is linked to the Outcomes Framework,
which was described in section 7.3 of the main report. At local level, each children’s trust is required

to prepare a local CYPP to implement the national objectives contained in the Children’s Plan.

E.4.2 The Elements of the Children’s Plan

The programmes, resources and targets contained in the Children’s Plan are structured around:
1. securing the wellbeing and health of children and young people;

safeguarding the young and vulnerable;

achieving excellence and equity;

leadership and collaboration in education;

o > 0D

staying on: ensuring that young people participate and achieve their potential to 18 and beyond.

E.4.3 Securing the Well-being and Health of Childre  n and Young People

The plan sets out to provide more flexible support and information for parents, and to involve parents
with policy affecting children. Particular attention is to be paid to improving the way services involve
fathers. The number of school-based parent support advisors will be expanded and a new parents

panel set up to advise Government on policies affecting parents.

The plan provides that the range of intensive supports to the neediest families will be strengthened. A
child health strategy will be prepared and a review of adolescent mental health services undertaken.

Measures to eradicate child poverty by 2020 are part of the plan.

E.4.4 Safeguarding the Young and Vulnerable

The aim of the plan is to help families to strike a balance between keeping children safe and allowing

them the freedom they need. The plan addresses internet safety, home accidents, child pedestrian

123 Balls, Ed. Secretary of State for children, schools and families. Foreword to The Children’s Plan: Building

Brighter Futures. Department for Children, Families and Schools. December 2007.
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safety, complaints procedures for parents whose child experiences bullying, frameworks and systems
for safeguarding children. It proposes that schools should take a proportionate approach to health and

safety to allow children to take risks while staying safe.

E.4.5 Achieving Excellence and Equity

The objective of the plan is to enable every young person to achieve their potential and enjoy their
time in school; world-class standards are the aim, and to close the gap in educational achievement for
disadvantaged children. Parental involvement is a unifying theme in the plan, which proposes a range
of new measures to enhance parental involvement and to strengthen parents’ voice in schools.
Access to state supported early learning will be increased, alongside further investment in literacy and

numeracy programmes.

E.4.6 Leadership and Collaboration

The aim of the plan is to create a world-class workforce capable of providing individualised support,
by investing in continuing professional development for early years workers, teachers, head teachers,

and new recruits to teaching.

E.4.7 Staying On

New pilot forms of educational provision are planned for young people excluded or disengaged from

education; investment in buildings and technology for twenty-first century schools is to be continued.

The objective of the plan is to reduce the numbers of young people who are not in education,
employment or training. The learning options for those aged 14-19 will be increased, and the

participation age raised to 17 from 2013.

E.4.8 Supporting Material

Extensive materials are prepared and made available on the Every Child Matters website to assist
practitioners to implement the plan in their area of work; for example, materials linked to the plan are
provided for the social care workforce and leaders, early years practitioners and leaders, primary and

community health practitioners and leaders, school and college staff, and youth workers.

E.5 Building Brighter Futures: Next Steps for the Children’s
Workforce

The delivery of the vision for twenty-first century children’'s services in the Children’s Plan is
dependent on integrating services, making professional boundaries invisible, and locating services
under one roof as far as possible; Every Children Matters’ core principle of integration is carried

through all the dimensions of the strategy for children.
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A key to ensuring the delivery of the plan is seen to be the quality of the workforce working for
children. Building on an earlier children’s workforce strategy prepared in 2005, Building Brighter
Futures: Next Steps for the Children’s Workforce was published in 2008;** it sets out a vision and
objectives for the children’s workforce in 2020 and the developments needed to realise that vision. It
is based on the view that children’s workforce policy ‘needs to be joined up and coherent so that it

supports the integration we are seeking locally’.*®

The children’'s workforce is described as being made up of people from a very wide range of
occupational and professional groups including teachers and others who work in schools, social
workers and others in social care, youth workers, play workers, people who work in early years
services, youth justice, family support, and those who work directly with parents. It includes people
who work in public, private and voluntary sectors, and who have different employment arrangements,
pay and conditions, levels and types of qualifications. It also includes volunteers. The focus of the
workforce strategy is to support these groups to work together towards the achievement of the five

outcomes for children:

Our ambition is to celebrate and build on this diversity, not to suggest that it should become a single
homogenous workforce. However, it is essential that everyone who works with children, young people
and families understands the difference they can make to children and young people’s outcomes,
knows how they need to work with other professionals to ensure services are integrated and
personalised to respond to the needs of individual children and has the skills, knowledge and

expertise to do their job to world class standards.**®

A central part of the workforce strategy is the vision for integrated working. An expert group has been
asked to identify ways of building a consensus around this vision and accountability for implementing
it at the level of the children’s trusts. The skills for integrated working are required in universal settings
such as schools, and in services providing targeted specialist intervention, so that people working

across all of these settings can work together in a ‘joined up’ way.

124 Department for children, schools and families Building Brighter Futures: Next Steps for the Children’s

Workforce © Crown Copyright (2008).

12 Department for children, schools and families Building Brighter Futures: Next Steps for the Children’s
Workforce © Crown Copyright 2008.

128 1bid p6.
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E.6 Processes to Support Every Child Matters

E.6.1 Overview

Several tools and processes have been developed at national level to support integrated services
and, in particular, to facilitate more effective use of information to improve well-being and to safeguard
and promote the welfare of children and young people. The Common Assessment Framework127
(CAF) ContactPoint128 and the Integrated Children's System129 (ICS), are separate systems that
exist for different purposes, but which are all intended to promote better outcomes for children, young

people and their families.

A short account of these systems and the linkages between them is described in an overview essay,

and the content of that essay is summarised below.130
E.6.2 ContactPoint

ContactPoint is intended as a quick way to find out who else is working with the same child or young
person, making it easier to deliver more co-ordinated support. This online directory is available to
authorised staff who need it for their work. It is a key part of the Every Child Matters programme to

improve outcomes for children.

ContactPoint holds a small amount of core demographic data on every child in England up to their
eighteenth birthday, contact details for their parents/carers and for practitioners providing services to
the child (except for sensitive services, i.e. sexual health, mental health and substance abuse, where
contact details are only held with consent and access to this information is tightly controlled).

ContactPoint will not hold any case or assessment information.

E.6.3 The Common Assessment Framework

The CAF is a standardised approach to conducting assessments of children’s additional needs and
deciding how these should be met. It can be used by practitioners across children's services in

England.

The aim of CAF is to promote more effective, earlier identification of additional needs, particularly in
universal services. It aims to provide a simple process for a holistic assessment of children's needs
and strengths, taking account of the roles of parents, carers and environmental factors on their

development. Practitioners are then better placed to agree with children and families

127 \www.ecm.gov.uk/delivering services/caf

128 \\ww.ecm.gov.uk/delivering services/information sharing

129 \yww.ecm.gov.uk/ics

130 Integrated Children’s’ Systems. The Common Assessment Framework and Contactpoint: an Overview.

www.ecm.gov.uk
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about appropriate modes of support. The CAF also aims to improve integrated working by promoting

coordinated service provisions.

Following a trialling process, wide consultation and evaluation, revised CAF materials were prepared
including practitioners' and managers' guides, CAF forms, pre-assessment checklists and supporting

tools. All local authority areas are now expected to implement the CAF.

A single, national IT system to support CAF (eCAF) will allow authorised practitioners to electronically
create, store, and share a CAF securely, across agency and geographical borders where necessary.

eCAF will only hold information about some children, with consent, and for a limited period of time.

E.6.4 The Integrated Children’s System

The ICS supported by information technology is the core of the electronic social care record_for

children. The related IT system is also known as ICS.

When children are or may be children in need, including those who may have suffered neglect or
abuse or are looked after, their needs are assessed using the Framework for Assessment of Children
in Need and their Families. This involves systematically collecting and recording information about the
child and family. Where an in-depth assessment is necessary or children become looked after, this
involves significant amounts of information. The ICS is a practice tool for working with children in need

and managing these detailed information requirements.

Weaknesses in the operation of the ICS have been identified. In his review of the operation of Every
Child Matters, published in March 2009™!, Lord Laming recommends that the Department for
Children, Schools and Families should undertake a feasibility study with a view to rolling out a single
national ICS better able to address a range of concerns, or find alternative ways to assert stronger
leadership over the local systems and their providers. He also recommends that the Department for
Children, Schools and Families should take steps to improve the utility of the ICS, in consultation with
social workers and their managers, to be effective in supporting them in their role and their contact
with children and families, partners, services and courts, and to ensure appropriate transfer of

essential information across organisational boundaries

E.6.5 The Scope of ICS, CAF and ContactPoint

Both ContactPoint and the CAF are designed for use across children’s services: they are primarily
concerned with getting co-ordinated help moving quickly for children with additional needs, i.e.
children who need additional support over and above that provided by universal services (education
and primary health care). ContactPoint and CAF are tools to facilitate early intervention and help deal

with additional needs before they escalate into something more serious or more difficult to resolve.

31 The Lord Laming. The Protection of Children in England: A Progress Report, The Stationery Office March

2009.
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Access to ContactPoint is permitted to authorised users who need it as part of their work (as defined
in regulations made under Section 12 of the Children Act 2004). Any suitably trained practitioner can
use CAF.

ICS is a framework for managing the detailed information requirements related to work with children in
need, children whose health or development would be impaired without the provision of services. It
will contain information about children and their families who are known to children's social care

services.

ICS is for use by social care workers carrying out their statutory responsibilities within a multi-agency
context. Limited access may be given to certain practitioners outside of social care who need to have

access in relation to their work with a child, for example, a nurse for a looked after child.

CAF and ICS promote a common approach to assessment: they provide common structures for
recording evidence based information about a child or young person around three domains:
developmental needs of the child; parental capacity; and family and environmental factors.

ContactPoint is fundamentally a technology solution, while CAF and ICS are supported by technology.

E.6.6 How eCAF and the ICS System Link to ContactPo int

The intent is that when a common assessment has been logged in an eCAF system, it will
automatically notify ContactPoint that a common assessment has been carried out, along with contact
details for the practitioner who completed or updated it. There will be no access to the common
assessment via ContactPoint. ContactPoint will enable another practitioner looking up the child to
discover immediately whether a common assessment has already been carried out and whom to
contact about the child. This is intended to speed up communications, avoid duplication and facilitate

contact between practitioners across a range of agency and organisational boundaries.

When a child is referred to social care services and a referral is recorded on an electronic case record
system such as that supporting ICS, the existence (although not the case details) of children’s social

care involvement and the practitioner contact details will be automatically uploaded to ContactPoint.

In addition, if a common assessment exists for the child this will be used to support a referral to social
care. The CAF information can be incorporated into the assessment sections of ICS, because the
information on needs in each assessment is organised on compatible lines. If a child needs to receive
social care services, the in-depth assessment required for children in need will be given a head start
with the information incorporated from the common assessment. The intention is to speed things up,
build on existing knowledge, and avoid the need for often distressed children or families to go over the

same ground again.
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