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Foreword

Across the whole country there is abundant evidenc
hold of the Every Child Mat ters policy initiative and making it their own. Fortunately, the

central policy process established by government allows this freedom to develop

meaningful, responsive, child centred practices at local level in the context of a clear set

of aims and object ives for national change.  Every Child Matters: Change for Children in

Hartlepool is a brilliant example of how to create the right conditions for cultural change

in a complex system. 6Partnershipb6é o6l ntegrationdét
diffic ult aspirations to pursue in a sustained manner. The work discussed in this report is a

tribute to both the commitment of staff in Hartlepool, and to the skill of those who

designed and facilitated the events and processes described.

| think one part of t he apparent success of this piece of work is that the design of the

project reflects and embodies the everyday, but also long term challenges facing staff o}

how to find O6spaced for the hard work of devel opin
new structur e s . One participant We pah wo ¢hsought &lli tkis wel | 0
relationship stuff, and talk ab¢but pvehegbedy wmovi n

structures in place which actually mean that things can be maintained and sustained in
terms of integr ated working 0 .

The ©O6relationship stuffd is absolutely vital, but
about professionals relating to one another in role and with awareness of their place

within a multi -professional system. The report is full of a llusions to the genuine difficulty of

keeping 6to taskd in the face of the challdenges p
references t o husedtodrighteamed 6 s 0 h o wfightemgether 6, and t o how
inter-professional prejudice can lock people int o é& aanstkid rol es. But t he
forward looking side emerges just as strongly in references to the development of trust,

tolerance andco -oper ati on, and t o as mwmindédane torhe ¢ugoast 0

about how things work 6 .

Pleasereadthisre port carefully, especially pentheywas i f you
how you cédmengeat h6the surface and beyond the rhetor
to work at relationships is a necessary part of the task. If we are genuinely committed to

working ef fectively for childrends futures, professi on
one another to be able to concentrate on the work (rather than be distracted by each
ot her ) . The wor k i s about i mproving chil drends |

matterso.

Andrew Cooper
Professor of Social Work, University of East London and the Tavistock Clinic

September 2007



1 Executive Summary

Background

The Every Child Matters Action Learning project was designed to promote the cultural

change processes necessary to deliver the Every Child Matters (ECM): Change for

Children programme and outcomes framework in Hartlepool. It worked with a number

of operational managers/ senior practitioners from across the sectors in Hartlepool as

Common Assessment Framew or k ( CAF) or I ntegrat edantValsoki ng ©06ct
addressed wider organisational issues relating to partnership working and needs analysis

and planning.

The project has operated primarily through an action learning set (ALS) comprising
operational man agers and senior practitioners from across local authority departments

and external agencies. The ALS met on a monthly basis for half a day from October 2006

to June 2007. In addition, two whole system learning events were held to promote wider
ownership of the action learning set inquiry by extending it to participating agencies
These events, which were well attended, also served to forge new links between
members of the set , participants and other agencies . This report builds on the earlier
findings an d recommendations of  the Interim Report (March  2007).

Participatory approach , experiential learning and local ownership

It is important to note that the main findings of the project have arisen entirely from
action learning set members working together a nd with participants at the two whole
system events.

The advantage of action learning as a method is its practical focus on experiential
learning, which generates  local ownership and testing of findings. This marks it out from
more traditional approaches where external consultants report on what they have
found. On a similar participative and experiential basis, many of the recommendations

were tested and refined in practice by project participants.

Key findings
The project identified that there a re a number of challenges to  the development of

integrated working to deliver the Every Child Matters outcomes framework . These
include the need for;

91 Appreciation of the diversity of professional roles and responsibilities.

T Respect for eachdkoowledge.sd skill s a

1 Achievable and realistic goals.

91 Joint working together with retention of core professional identities and strengths.

9 Prioritising time to deal with changes.

1 Going beyond the rhetoric of integrated working to actually doing it.
It is possibl e f or professionals to O6build bridges6 and f
establish trust and positive relationships across agencies. There are a number of lessons
of relevance to a variety of multi  -agency forums.
Appreciation of agency remits and pri orities must become part of accepted and
widespread working practices rather than relying on the quality of inter -personal

relationships.

There is now a need for a clear steer on future structures and the nature of the integrated
working model that will  be adopted in Hartlepool.



Action learning , which engages a mix of  operational managers and senior practitioners

from across local authority departments and external agencies , is a valuable way of
promoting ownership of the ECM agenda on the ground and ge nerat ing local solutions.
Action learning, as a method, creates a different climate for listeni ng, reflection and

dialogue; it allows a more frank exchange of views and deeper exploration of issues of
practice.

As an outcome of this project, Hartlepool now has a group of 6integra
championsd abl e to -agemtyedommuyro ocdtion amd veorking practices.

For set members to continue making a grounded contribution to the future process and

practice of integrated working, t here is a need to sustain this momentum by providing

further opportunities to  periodically review and consolidate progress  and plan next steps.

Recommendations

The report makes a number of recommendations developed through the action learning
set and the two whole system events. The recommendations cover  a range of issues and
actions including :

1 Identify the needs of communities and families

The views of parents and children should be at the heart of the integrated working
agenda through genuine, high quality service user participation in the development of
services to meet needs. Practitioners should also be encouraged to adopt a more
proactive approach to information gathering about needs.

1 Share information ab out what services are available

Services should be mapped to provide an overview of existing services and encourage
more effective Omarketingd of what is available.
scope to provide more information on -line.

1 Promote opportu nities for exchange and sharing

There should be a v ariety of opportunities for informal exchange and sharing across

different professional groupings and agencies, including induction, networking events,

formal lunches, open days, joint meetings, training courses and work shadowing. These

should not be con fined to new staff and should extend across the range of roles and

seniorities. Ways need to be found for set members to build on the success of the

project, for example, by freeing up some time to allow them to develop their roles on the

ground asabtbedt egr ki ng Scpheacmpfiiocnasld.y t he O6Look whoos
should be rolled out to all Primary Schools in Hartlepool.

1 Make multi -agency forums work more effectively

All partners should have ac¢c ommitment to working in a multi  -agency way, demo  nstrating

a respectful and appreciative attitude towards other partners and agencies and

acknowledging their constraints. There is also a need for greater clarity of the vision for

the Every Child Matters agenda at strategic level . The Chplaydapgwvotdls Tr ust
role in shaping the integrated wor king model for Hartlepool. It  should operate on the

basis of sound evidence of the  needs of children and families; c| ari tgr ef bdsi nessd
for each service; avoidance of dup lication of effort and servi ces; appropriate protocols

for levels of confidentiality and sharing of information across services ; and a preventative

approach. All staff should have a greater understanding of and timely access to the

Integrated Working and Information Sharing (IWIS) programme.



1 Promote organisational and professional cultural change

As a starting point for communication and future development, t here is a need to
encourage wider recognition of the strengths of work that goes on within  and between
different agencies . Establishing expectations about high professional standards of
behaviour in relation to inter -professional interactions is vital. Encouraging the practice

of giving and seeking useful chall enge and feedbac
about endur ing changes in behaviour. Practical measures that can also contribute to
cultural change include consideration of the management of meetings to make them

more effective ; co-location of services, investigation of how funding structures may
support or hinde r holistic working and wider sharing; and review of management
practice and style at both strategic and operational level of the Every Child Matters
agenda.



2 Introduction

This report summ arises the progress and findings from the Every Child Matters Acti on
Learning project which ran between  July 2006 and June 2007 .

The main aims of this project were  to:

1 Develop 14 operational managers/ senior practitioners from across the sectors in
Hartlepool as Common Assessm ent Framework (CAF) or Integrated Working
&champi onso.

1 Support the cultural change processes that need to take place to deliver the
Every Child Matters (ECM): Change for Children programme and the outcomes
framework.

1 Address wider organisational issues relating to partnership working and needs
analysis and planning

This report builds on the early findings and recommendations of the ALS (October 2006 to
January 2007 ) and the January whole system event (WSE) contained in the Interim
Report (March 2007).

3 Action Learning and Organisational Change

The project has operated primarily through an action learning set (ALS) 1 comprising
operational managers and senior practitioners from across local authority departments

and external agencies. It was considered essential to engage these tiers in order to
promote ownership of the ECM agenda on the ground and generate local solutions to
drive forward the integrated working agenda within Hartlepool. In order to widen
ownership of the project and ECM agenda beyond those in the ALS, two whole system
learning e vents (WSEs) were held to take the action inquiry out in all directions across the
sectors. This section summarises the progress and impact of the action learning set.

3.1 Membership

The following agencies/ sectors were represented within the ALS at the outs et:
Bar nar do 6and AdGlésceht dMental Health Services (CAMHS), Chi | d rServicéss
(Primary and Secondary Schools, Extended Schools and Social Care), Connexions,
Health Visiting, Police, West View Project, Youth Offending S ervices, and the Youth
Service. Over the life of the project four representatives (Police, Secondary Schools
Bar nar dods,)wighdréwArbhiitBe group due to changesin  job remit, position in
the organisation, promot ion and decisions about preferred learning style . The set,
com prising 14 members at the outset, was already large by most standards; over the
course of the project numbers reduced to a more manageable size.

1 Action learning is a continuous process of learning and reflection that occurs through members of

the group or set coming togeth  er on a regular basis to work on real issues and get things done. The
participants learn from each other and drive forward matters of concern with the support of other
members of the set.



3.2 Progress

From October 2006 to May 2007 the group met for a half day each month with the first
whole syste m event being held on 25 th January and the second on 14  th June 2007.

3.2.1 October 2006 -January 2007

During the first session of the ALS group members agreed ground rules; and through a
visioning and challenges exercise, identified an overarching question for the groupos
mo nthly action/reflection  cycles;

1 How are we discovering the common ground . . . and then building bridges?

In the next two sessions, members developed and worked on individual questions
relating to integrated working which contributed to t he overarching question. The
individual questions fell into three categories: communication within particular
communities; communication within structures ; and working p ractices.

During the January session ALS members oplrpared
facilitators at the January WSE. Progress was reviewed and it was agreed to revisit their
individual questions after the WSE .

3.2.2 February -June 2007

In February 2007 ALS memb ers provided feedback on the interim report. They also
worked intensively on their individual questions, and formed small learning groups around
issues of mutual concern , which were worked on  and refine d over the next four months .
These were :

1 How are we going to develop integrated working, with the initial focus on the
relationsh i p bet ween Cehvicds dDepanmeret an8 Rossmere School ,
acknowledging all the different teams ?

1 How do we take forward integrated working ?3

1 How can we facilitate understanding and participation, which empowers
individuals and groups?

During the following three sessionseach group tracked their learning in preparation for
the June 2007 WSE, using an inquiry framework to structure their progress to the group
and feedback for the WSE:

What l/we di d; w hat happened ?

What was different from what I/ we had anticipated ?

What surprised me/us ?

What I/we did not do and what I/we did instead ?

What I/we learnt from this  ?

What can others learn from this  ?

What is the issue now ?

What are the priorities and what specific actions can I/we take now ?4

=A =4 =4 -4 -8 -4_-4-1

2 Story circle is a method for sharing these narratives in a syste matic way around a particular
theme.

3 This question acquired a more practical focus during March and April: How do | develop multi -
agency working within my team?



The groups also agreed the title sand themes for their stalls, including an additional stall
to help identify a model for integrated working in Hartlepool, which the ALS considered
was timely 5. The four stalls were:

STALL A: Stepping from consultation to participa  tion: brokering good practice
1 Learning from good practice
1 Appreciating the building blocks which promote genuine participation
T Ilnvestigating a potential model for ©o&brokeraged

STALL B: Look Whds Talking:

1 Developing integrated working between Health, Edu cation and Social Care.
1 First steps towards the breaking down of barriers between the three service
providers.

1 Looking to the future across Hartlepool.
1 Come and celebrate with us!

STALL C: Nobody does it better
1 How to have an Aston Martin service
1 Adynami c approach to induction
1 Developing multi -agency links in your service.

STALL Dimagining the future in Hartlepool now:
help design the integrated working model
1 Exploring the nature of the integrated working model that Hartlepool should
adopt.
I What are the constraints and how do we bypass them?
T What are the opportunities and whatos possible?

3.3 Learning from the c ultural change process within the
Action Learning Set

Over the course of their meetings, t he ALS identified a number of challenges that
integra ted working pose s

9 appreciating the diversity of the setand each othersd roles and r
back in the workplace;

T getting workers to rskilsanélndwledga,ch ot her so

9 setting achievable and realistic goals ;

1 joint working whilst keep ing identity and strengths;

1 prioritising time to deal with changes; and

T notjust 6t al kbiuntg wahlek itnagl kt he wal kd.

Reviewing these challenges some nine months down the line, the group has been

successful in 6 bui | di n gand ffirdohg &e 6om mon ground & whilst respecting the

diversity within the ALS and the professional remits of individual set members . For

example, the establishment of trust and positive relationships across agencies has

enabled ALS members to work together to identify commo n concerns , act cooperatively

on these, disseminate the learning from their inquiries using innovative methods, and co -

facilitate twos WSEs Participants took changes in group membership and unforeseen

absences in their stride , briefing each other between set meetings t hr ough &6buddyi ng
arrangements and the monthly progress reports. In short, they constantly juggled their

commitment s and extended their briefs to keep @&he show on the road & This is a notable

4 Adapted from McGill, I. & Brockbank , A. 2004. The Action Learning Handbook  London: Routled geFalmer, p.79
with acknowledgements to Brendan Harpur.
5 It was agreed that the fourth stall would be facilitated by one of the Mindful Practice team.



professional achievement given the substantial op erational demands on this group of
staff.

3.3.1 A climate which promotes listening and dialogue

Consideration of the way that the ALS operated might prove instructive to other multi -
agency forums.  This attention to process was important in enabling learning . Clear
ground rules helped in the early stages, but setting a cli mate for listening and dialogue,
rather than debate and winning an argument , was important .

In December there w as an animated discussion about the different ways in which
agencies go abo ut obtaining consent from parents and children and young people to
share information. A member of the group felt under pressure and potentially under
attack when another member of the group voiced their frustration at the consent
process o f t hat m aagesnay enot8being rigorous enough. This potential for
miscommunication amongst professionals, where agencies have different procedures to
gain consent and these are not fully understood, was acknowledged in the frank
dialogue that followed: importantly the issue was essentially depersonalised but
members saw how easily miscommunication could  happen in a multi -agency group.

In January there was more straight talking when the ALS remit was revisited and links to
the bigger picture discussed. This frank excha nge of views essentially gave group
members permission, throughout the remaining months of the project, to voice any
concerns as they arose with a confidence that their opinions would be responded to.

3.3.2 Understanding agency remit as part of working practice S

Appreciating agency remits and priorities needs to form part of accepted and

widespread working practices rather than just relying on the quality of inter -personal

relationships. The i mportance of wunder st amdsiwalligunemarisdd ot her 6s
in the early stages by one  set member:

oWh a't wedve got to do i s actually start to un
agendas and then we can hopefully get working together. But until we

actually do t hat 6 gether. At wend6 is wenfight togetheo,

and arg ue together, and say nice things together, but when it actually

comesdowntothenittygritt y it becomes very difficult.é

Some felt that there was a  &ulture of personality &within the town, which overly relied on
such relationships and where some felte  xcluded:

o0tds al most as if the agencies themselves have
of the town, because the town is small and their own communities know

each other and separa te communities such as the Head land, which is

quite difficult to break into fo  r people who move into there, and at times

itds almost | i ke tdhat with professional s.

The set concluded that i ntegrated working need s to be embedded with in working
practices where understanding and participation are promoted both up and down the
line, starting with the least powerful members of the community.

Working out what the common ground or concerns of different agencies were and
building on those in small ways offered a practical way forward for the group looking at
improving integrated  working wi thin schools. For the group looking at induction, the
importance of managers modelling the behaviour they wanted to encourage in their

teams was considered important.



3.3.3 Links between the project and the bigger picture

In later set meetings, when trust had become more established , members were more
frank and open in sharing their true feelings when they reviewed the project and how it
linked to the bigger picture for Hartlepool

O0What this group gi ves you i s ti me. Thi s gro
opportunity an d al so [ f or ename] used to frighten me s
approached her/ him!é

[Laughs]

0. . . I think as a group some of the early th
breaking down barriers and knowing people from other agencies and

getting some respect for what they did and | found it really valuable for

t hat reason. I think those bits are good, but it

0l 6ve got a | ot out of the group personally anc
of my views about multi -agency working and has brought down som

e
barriers for me and has caused me to think very
t hi

actually promoting ,so on a personal l evel I hink itds t
can all have our Il ittle thing about inductions
together to do this, butitnee ds to go into childrends services
when people have induction we are going to give them time to visit other

agencies . 6 So we can do our |ittle bit and it can v
hi gher l evel theydve got to commvedrtehemsel ves
prepared to let our staff have time to do that, new staff and current

staff. o

ol think wedve got to keep it goingd beyond Jun
[ agency names]. . .0 [abendy hame] land ustafesevdre | p e d

goi ng to ag redigic to day thas [forename] and | are going to
sing from the same hymn sheet on every case
because we come from different perspectives. But | think what it has

given and certainly itds given me ie a greater |
come from. oK, I mi ght not always agree with yc
me an understanding of why | disagree with you now, and | think that in
itself hasbeen hel pf ul within this groupb6.

Reviewing the progress made in the set on the individual and gr oup inquiries and the

learning identified in this feedback , the ALS has been successful in responding to most of
the challenges identified at the first meeting in October  2006.

3.3.4 Evaluation

Participants contributed to the evaluation of the project in two ways: by completing

individual evaluation forms in June and through a discussion in the final ALS debrief
session on June 14th. There was strong enthusiasm for the project and the changes in
practice it had brought about both for them and their organisati ons. Some members
said they would value a  follow up session, perhaps in the autumn.

Key lessons

The experience of being a set member
For most being a member of the ALS has been an experience where they have gained

new insights i nto ces thd prooasshod intégsatedavgprking or about a
longstanding issue:



0The ALS has gi ven me t he opportunity t o e X
implications of integrated working in a frank and honest way with

colleagues from differing backgrounds . . . regular cont act generates trust
and understanding as well as a willingness to | ¢
0There was a moment for me . . one of those |

find out what the community want and then you fit it into one of the five
out comesag.

0 found some of the process quite uncomfortable . . . | came into it open
mi nded but al so quite defensive . . . but it
devel opedd.

0Being part of a group has been a bit of an eye
muchonmyown...i t 6s been] good not to feel itdés all
been |l ovelybd.

0The time to be lwag hbear hf wn h@&nd il 1l uminating!é

Many appreciated the time and a good venue to think with colleagues, away from the
demands of the workplace, and some said they found the ALS discussions stimulating.
Participants were also ple ased with how the two WSEs had gone:

0The gradual build up to the whole system even
space to understand the conce pt before the events themselvesod

0 Ther ed soingonlinderms @f training . . . often dry delivery, whole
day...thetwoeventshere, [t heyWeerd half a day, qguite snappy

0Both whole system.events went well 6
ol particularly Iiked when we got the feedback
got this really positive feedback . . . it was an instant return . . . if you

looked at how it went today [14  t June] you could see they were enjoy  ing
it and it was different 6.

Another member said that they particularly valuedthe wi der s eawsess hipdfof the
second WSE.

Purpose and selection

Set members felt that the purpose of the ALS and the project as a whole could have

been made clearer at the outset . There were some questions about  whether the mix in
the group of senior practitioners and op erational managers was right given the di fferent
remits of the two tiers, although this does not seem to have detracted from the overall
positive experience of the set.

In terms of any future similar projects, participants felt that allowing a slightly longer lead -
in period would allow people to positively éopt in dafter a first briefing. A second briefing
just prior to the start of the set itself, could be a further useful opportunity to check out
purpose again w ith the ALS members , particularly for those unfamiliar with the method.

Some anxiety about new approaches is perhaps inevitable and cannot be eliminated;
i ndeed, stepping outside of &6comfort zonesd is an
more transformative learning to take place.

Count ering prejudicial thinking as  a result of ALS membership

Most responde nts said they now appreciated the need to actively build working
relationship s with other agencies , so that prejudicial thinking is r educed; creating

10



opportunities to share good practice  across agencies was also mentioned. Set members
have valued the opportunity to work together in a much more frank and co -operative
way . This has had lots of positive benefits in relationto  developing a more d ialogical way
of working, including;

1 develo ping greater tolerance;

1 developing an appreciation of the strengths of their own agencies and
themselves , as well as of other individuals and agencies ;

1 greater understanding of roles;

1 enhanced awareness of organisational limitations ;

1 the development of greater trust; and

1 developing deeper  understanding of their own attitudes and other blocks to

more effective multi -agency working.

ol think we are al/l more tolerant of each ot her
understanding of roles . . . awareness of memb  ers as people who can be
trusted . . . [this] has reminded me to be curious about how things wor

ol am working more closely with colleagues [from other agencies]and |
have a much greater understanding of their remit, strengths and
limitations . . . W ithin [my agency] | will endeavour to generate a more
positive attitude towards other agencies and actively encourage staff to
visit and shadow other workers 6 .

ol have re -evaluated my approach to multi agency working and
identified my own prejudice. Some of the agencies represented are ones
I have complained about in the past. | am now not allowing myself to fall
into the way of being negative about others 0.

ol am now careful to consider reasons why others respond in particular
ways and question threshold s rather than apportion blame for not doing
what | expect. | feel [more able] to ask for explanations of actions 6.

Working practices/culture within and across organisations

As well as individual attitudinal change there was evidence that being part of the ALS
had helped members reflect more widely on working practices and organisational
culture . The view at the end of the project was that improving communication needed

to become part of working practices:

0[The ALS] has made me look more closely at the wa y communications
are conducted in my own section, examining how effective they are in
terms of our own working practiceséo6.

ol am more aware of the attitudes of my own staff and the
competitiveness of agencies in Hartlepool. | have challenged staff about

attitudes to other agency wor kers and actively promote getting to know

what other agencies do. | am encouraging staff to make more contact
andfindoutwhy ot hers work in particular wayso.

ol feel | am more aware of barriers to inte  grated working and the i mpact
of organisationalcult ur e upon outl ook and motivationo.

One me mber of t he group c a me saladpbowivd t me tt ap sorhefl @if 1
integrated working at its best:

0. . . Within that there are | ettuce, tomatoes,
radish . . . on their own they have great value, they taste different and
they taste nice & and they complement each other 0 if you put them in

11



the stew pot they all become the same - [asaladbowl] that s the way it
should be in integrated services. o

3.4 ldentifying the vision and structures

Alongside these positive benefits, s et members were keen to have a clear er steer on
future structures and the integrated working model that Hartlepool w ill adopt:

OWe can go through al/l this relvarypbdgnship stuff,
moving forward, developing the ethos and everybody understanding the

ethos, and | think most people do understand the ethos, and understand

its value . . . Therefs got to be structures i
that things can be maintained and sustained in terms of integrated

wor king. o

ONobodyds telling us in Hartlepool what the pl a
just going to continue to work as we are, but is the eventual plan for us to
go into these integrated woroki ndhitnegga nhsdd T h akted st o

know. O

oln reality, in fairness, Buildohg Scliodls farhi nk t hey k|
the Future i s centr al to where wedol | al |l end up
based on school sites. 6

oWhat model are we following? . . . And peo ple are saying this to us: Are
you keeping this building? Thatds the kind of t
but | don6ét think thatdés at all <cl ear.

oPeople think you do know as a manager what the structure will be but
youdre just not t edtaff mareguhsetiled.ié can make

It would seem se nsible to respond as soon as feasible to this mixture of uncertainty |,
momentum and anticipation: set members appearto be ready forthe next steps.

3.5 Building on the learning from the A ction Learning Set

The developme nt of the set discussions over time shows how set members were able to
move from an individual focus on problem -solving in relation to a specific issue or
guestion , to some reframing of those issues into broader collaborative, practical action
around a com mon issue or concern. In addition, there is evidence of the development

of self-insight into personal and organisational processes of learning and other aspects of
personal development and organisational culture.

Some set members expressed a wish to meet up periodically to review  and consolidate
progress and plan next steps, perhaps starting in the autumn 2007. The importance of
dissemination of the final report and roll out of specific learning from the market stalls was

also mentioned ; members are very committed to the learning from their particular
integrated working projects.

Oneaim of the projecti ntaesg rtaot ecdr enactrek ibng champi onsd an
that Hartlepool now has such a group of staff who can model good inter -agency

communic ation and working practices. As such they could make a valuable, grounded

contribution to the future process and practice of integrated working in Hartlepool.

It is a strong recommendation of the facilitation team that creative ways need to be

found of e ncouraging set members to build on the success of the project over the
coming year , for example, by freeing up some time to allow them to develop their roles
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ontheground as 6i ntegrated wor Kemegd tathink abput how te Keep 0
people energi sed and motivated 6 as one set member aptly put it after the June WSE

Despite set members & concerns about purpose during the early stages and selection for

this ALS, there is much evidence thatthe  participative method s, facilitation and design of
this project have been successful in meeting the aim s of the project as a whole. The
design might usefully be adapted to  other contexts or to work on specific issues, such as
other linked policy initiatives  designed to improve outcomes for children and families in
Hartlepool.

4 January 2007 Whole System E vent

The first WSEat the mid point of the project was intended to promote wider ownership of

the Every Child Matters action learning set inquiry by participating agencies and to forge

new links between members of  the set and those attending  the event . It was planned to

enable maximum participation and opportunities for dialogue between different

agencies . The event was wel | attended with representati
Services, Neighbourhood Services, R egeneration and Planning and a variety of partner

agencies, including the NHS, Connexions, Housing Hartlepool, the Probation Service,

Hartlepool PCT, and voluntary sector agencies.

The design of the event first established the common ground between the participants
as a basis for building trust and relationships. It then went on to identify shared issues and

more concretely what actions needed to be taken by individuals and agencies to build
bridges between agencies. The evaluation of the day indicated that it was a positive
and well received event. The interim report, published in March 2007, outlined in some
detail the progress to date , and then summarised the findings and recommendations
arising from the f irst five months of the project.

5 June 2007 Whole System E vent
5.1 Introduction

This section explores the issues discussed at the whole system event held in J une 2007,
which built on the earlier WSE held in January

This event attracted about 40 professionals and others concerned with the Every Child

Matters agenda in Hartlepool . Participants were drawn f rom a range of local authority

depart ment s including Educ at Conanexions,C Neighltburteoedd s Servi
Services, Regeneration and Planning and a variety of partner age ncies, including the

NHS, Housing Hartlepool, the Probation Service, Hartlepool PCT, and voluntary and

community based agencies. This was a similar range of participants to the January

event, although the second event was attended by more representatives from different

managemen ttiers, including more strategic level managers.

Both event s were designed to promote wider ownership of the Every Child Matters action

learning set inquiry by participating agencies , and forge new links between members of
the set and those attending. In addition , the second event was designed to disseminate
the | earning from the ALS fome oflnarkesdballsiamdcproposei es i n t

ways of moving the agenda on in Hartlepool over the next year . Details of the June WSE
programme are included in Annex 1.

5.2 Feedback from the market stalls

The June event was based around t he facilitation of a series of
identified by the ALS members as described in section 3.2.2 above . They took a lead role in
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identifying the most appropria  te themes for these stalls and in the facilitation of the stalls on
the day. Each stall ran twice during the morning. A summary of the discussions from each
stall is provided below.

STALL A: Stepping from consultation to participation: brokering good practice

-1

-

This stall looked at how to move from consultation to participation. Participants took part

inanexercise using O6Hartdsphatder patfi ocnodbnmuomi hgl p th
where their organisation fits a | tiomrf.g The kliscussion ont i nuu
explored issues about where responsibilit y for participation lies; how participation can

mean diffe rent things to different people; how disadvantaged groups are often

excluded from participation  ; and how to judge the quality of parti cipation. In terms of

nex-t steps in Hartlepool, participants wanted to s
servicesd with users at the centre, shaping | ocal S
6 This is a model of the participation of young people, taken from Hart, R (1992) Childrends

Participati on: from tokenism to citizenship , UNICEF
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STALL B: L 0 0 k Svhalkitg

4

This stall used the Iwhaadnsi ntgalfkriomg 6t heev ebnltootkkel d at
school in May to evaluate good practice, and explore challenges around integrated
wor king. These included available ti me, di fference

and difficulties in commissioning servic es, including financial constraints and school
targets. The stall began by asking small groups of participants to build a structure, which
represented good multi -agency working, using Lego bricks. Although on the surface this
seemed quite a straightforward task, it was actually very difficult: the more complex the
structure became the more likely it was to collapse. The ensuing discussions explored: the
need for a strong base; the importance of the child at the centre; having pathways in

and out; services t hat are moveable; and capacity building . The group also noted that
whilst collapses will occur we have to keep re -building. An example of this was to
develop an ethos and strategy to keep the core business of a multi -agency group going

despite staff turnov er and occasional absences. In terms of next steps, participants
wanted to see the model rolled out to all primary schools in Hartlepool.
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STALL C: Nobody does it better

This stall discussed the practical issues in relation to better inter  -agency work ing. This
included developing trust, exchanging information, sharing experiences and developing
knowledge of the constraints of others. The group explored the need to be realistic

about this & to involve a small number of agencies in induction and shadow ing
arrangements, and to keep visits short and focussed. It was noted that staff and
managers may have different ideas about the appropriate agencies for such reciprocal
arrangements and that staff should be able to identify their own priorities for these
activities, with guidance for new  staff. A key lesson is that this kind of sharing and
learning can be undertaken with very little disruption to core business and can provide

0a real opportunity to dispel myt hs, preconceptions
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