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Relevant Children and Young People’s Plan (CYPP) objectives(s):

Safeguarding and Early Intervention - Children, young people and families will benefit Y

from early and effective support and protection to empower them to overcome difficulties

Strong families - More families will be strong and healthy, providing an enjoyable and safe |Y

place for children to grow up

Healthy and positive children and young people - Children and young people will be Y

healthier, fitter, more emotionally resilient and better able to make mature decisions

Achievement - All children and young people will leave school with the best skills and Y

qualifications they can achieve and will be ready for work or further learning

Economic well-being - Child poverty will be significantly reduced Y

Summary of issues (including benefits to customers/service users):

Nottingham is seen as one of the leading lights in driving the shift towards effective early intervention.
After an innovative two-year grant-funded pilot programme, this discussion paper outlines the next
steps to create a mainstreamed approach. The report provides an update on the work undertaken so
far across the five strands of the Programme and a reflection on the projects and local challenges,
alongside an appendix on the progress of the Early Intervention Projects. The paper proposes a
number of work strands for a second phase, to move towards embedding a more unified philosophy
and set of principles across all services in the City for children and adults.

Recommendations:

1 That the Children’s Partnership Board note the progress of the Early Intervention Programme

and the decommissioning phase for the Early Intervention Projects.

2 That the Children’s Partnership Board discusses and agrees the next phase of work.

3 That the Children’s Partnership Board begins to consider routes to agree collaborative funding

models for early intervention programmes in the City.

4 That the Children’s Partnership Board continues to champion the high profile brand and

Nottingham.

promotes the links with other strategic pieces of work, including Total Place and Aspiring




1. RISKS
(Risk to the CYPP, risk involved in undertaking the activity and risk involved in not

undertaking the activity)
High demand for costly specialist services is already an issue in the City. Agreeing a next phase of

early intervention work across the partnership is a mitigating action for this.

2. FINANCIAL IMPLICATIONS
The Partnership needs to consider appropriate routes to agree collaborative models of funding for

early intervention work.

3. CLIENT GROUP
(Groups of children, young people or carers who are being discussed in the report)

All



October 2010

- Nottingham, Early Intervention City
thI:] Moving to Phase Two — Draft Discussion Paper

Nottingham is seen as one of the leading lights in driving the shift towards effective early intervention.
After an innovative two-year grant-funded pilot programme, this discussion paper outlines the next steps
to create a mainstreamed approach.

| What is Early Intervention?
Early intervention is high on the national agenda as a key principle to achieve better outcomes at less
cost. Early intervention is an approach to prevent a problem which is likely to escalate. It is often
targeted and intensive and may be a model of support or a prescriptive programme. There is a clear,
interlinked relationship with prevention, which is seen as a broader continuum of more universally
applied support systems to increase protective factors and decrease risk factors. There is an embryonic
and emerging evidence base for early intervention nationally. It is not a one-off fix, but a sophisticated
process and a way of thinking that could be applied and tested across most services and systems.
Establishing what works best at local level, providing effective return on investment, is critical and long-

term.

| It Costs More to Act Later, but it's a Long Game
It is estimated nationally that if the number of offences by children and young people was reduced by
1%, it would generate £45 million in savings to households and individuals per year. The cost of
educational underachievement has been projected at £18 billion per year by the London School of
Economics for the Prince's Trust. Statistics highlight intergenerational cycles; daughters of teenage
parents are three times more likely to become teenage mothers, and 65% of sons with a convicted
father go on to offend themselves. Inequality also impacts; a child living in poverty is more likely to have
poorer health, lower attainment and less earning potential.

It is widely accepted that significant savings can be made through effective early intervention, in the
long-term, but clear cost / benefit models in the UK are yet to emerge.
« Benefits are not necessarily accrued to the organisation that invests. Innovative and collaborative
funding models need to be developed.
« ltis hard to prove what hasn't happened, or to demonstrate causality. Comparator groups should
be used where possible in carefully structured evaluation.
+ The benefits from early intervention may take many years to be fully realised and costs may
increase initially. The key focus should therefore remain on outcomes.

| A Sophisticated Process, not a ‘Magic Wand’
A single intervention made early, however well designed and delivered, cannot be expected to ‘fix’
matters. Early intervention is therefore a process and there are critical windows where interventions can

be more effective.

Scientific research supports the importance of what happens in pregnancy and during the early years in
a child's life in laying the foundations for virtually every aspect of a child’s future development.
Supporting parental skills, behaviours and health is one of the most important social policy issues today.
Alongside a solid and nurturing whole family context and home environment, high quality early years
provision is key to supporting good outcomes at age five, which is a critical benchmark for future
achievement. It is much less expensive to invest in support during this early phase than a teenager who
has become entrenched in negative and destructive cycles of behaviour, social exclusion, crime or
drugs. Parents are often more receptive to support, for themselves or their children, during this stage.
The role of adult services also provides important opportunities to support strong parenting and
aspiration.

However, problems do not always arise in the early years of a child’s life. Children, families and adults of
all ages can benefit from effective early intervention support. A good example is the Department of
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Health funded Partnerships for Older People Projects (POPPs) in pilot areas nationally, which have
developed services such as telecare systems, rapid response services and home support, promoting
well-being, independent living for longer and less need for higher intensity or institutional care. Every £1
spent on POPP services, creates a £1.20 additional benefit in savings on emergency hospital beds. A
one year delay of one older person entering residential care saves £26,000.

Early intervention is a 0-100 age agenda.

| Evidence-base and Fidelity Matters

Internationally, there is a growing evidence-base for a number of specific early intervention
programmes. Some are being trialled in the UK, including the Family-Nurse Partnership from the USA,
‘Stronger Families’ from Canada and the ‘Triple P’ parenting programme from Australia. Nottingham is
currently implementing a number of these.

The University of Colorado have ‘blueprinted’ a number of ‘model’ and ‘promising’ programmes after
rigorous evaluation. Steve Aos, a leading cost-benefit analyst in Washington, has developed a model to
prove financial benefits. New learning from the work of the Dartington Centre for Prevention Action in
the UK has proved that if an evidence-based programme is delivered without fidelity to the prescribed
design, then the effect is often neutral or even negative. This sheds a stark light on many poorly
implemented pilots. This year, the Centre is launching a transferral pilot of the USA ‘blueprints’ in the
UK, to test whether similar outcomes and financial benefits can be achieved. This cost / benefit work in
the USA has led to more collaboratively funded approaches across organisations, where money is
pooled in the interests of a common outcome or social impact bonds are created through private sector
investors, to release public sector savings later. The financial climate in the UK and emerging place
based budget principles could drive similar approaches.

The Centre for Excellence in Outcomes (C4EQ) made a national call for best practice approaches this
year and is starting to collate local models and approaches with proven impact, alongside the key
themes to make early intervention work.

[ Going Forwards Nationally

Early Intervention is a key priority for the Coalition Government. Graham Allen, MP for Nottingham
North, was recently appointed to chair a national review of early intervention aiming to ensure that
children at greatest risk of multiple disadvantage get the best start in life. This will link to the work of the
Secretary of State for Work and Pensions, lain Duncan Smith and the Children’s Minister, Sarah Teather.
Potentially, Nottingham could become one of 12 Beacon Sites nationally, taking part in implementation and
evaluation pilots and sharing best practice.

Going forwards, it is indicated that early intervention should be a shared responsibility nationally and
locally, where evidence is gathered collectively. Sector-led improvement through stronger
commissioning and innovative approaches to funding and delivery are also important, including co-
producing services with the citizens who use them.



Wottingham’s Early Intervention Programme Approach

Early intervention is embedded within the Nottingham Plan and is a priority for all theme partnerships.
The Programme was launched by One Nottingham in April 2008, through £4m Area Based Grant
funding, and has achieved strong national profile. It is strategically driven by the Children’s Partnership,
due to the intrinsic links with the ‘Aspiring Nottingham’ and ‘Family Nottingham’ themes, and has
primarily focused on children and families. There are five strands:

A City definition was agreed in November 2007 by the One Nottingham Board:

‘Our aim is to break the intergenerational nature of underachievement and deprivation in
Nottingham by identifying at the earliest possible opportunity those children, young people,
adults and families who are likely to experience difficulty and to intervene and empower people
to transform their lives and their future children’s lives.’

Governance - aligning priorities, decision-making and workforce development

Strong ‘Nottingham Early Intervention City’ brand created with national and local profile.
Workforce Core Training Standard created, incorporating ei approaches and principles.
Currently developing the local authority commissioning process around ei as a key principle.
Ei definition and key principles being revisited to establish a unifying City philosophy.
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Projects — 16 pilot projects provided the opportunity to:

Pilot two evidence-based programmes from other countries.

Adapt or create nine new programmes to create evidence.

Re-engineer some existing work to catalyse impact.

Gain and share learning around specific models, research and integrated processes.

Enable some quick wins and positive support for over 15,000 children and families.

Clear indicators of strong / weak impact are monitored. Generic learning from the integrated processes
and workforce systems around these programmes has been collated.

Better links between some services and systems have been forged, adding value for families.
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3. Learning and Evaluation — strengthening local evidence and research into practice

= Methodologies created to structure and monitor collectable outcomes from projects.

= Partnership with the University of Nottingham — analysis of local barriers to adults and children’s
mental health joint working, establishing local factors for engaging fathers, focused PhD student
placements, starting work to research victimisation risk factors.

Nottingham established as a key partner within a national network of experts.

Work underway to identify a ‘Nottingham EIl Package of Programmes and Services'.

Finance — understanding costs and benefits

Conceptual cost / benefit model developed for two programmes.

Emerging cost / benefit approach being developed for family level (FIP families).
Menu of costs being created, providing a foundation for Total Place work to build on.

[ I B R -

Knowledge Management — better understanding our children and families

Household intelligence on children informing planning of local provision.

Insight work linking adult and child data to explore the best engagement strategies.

Ethnography work and case studies of FIP families undertaken to show how services and non-state
support connect around families, informing Total Place work.
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LLearning from the Early Intervention Projects

Characteristics of the projects that are working well:

= |ntensive and focused on behaviour change.

= Evidence-based and delivered with strict fidelity. This tends to be supported by an effective
supervision model with a clear trajectory of early indicators to monitor, for example, the Family-
Nurse Partnership.

= Targeted at specific groups, at critical times.

=  Where there is consideration of the whole context and causes, rather than symptoms.

= Caseloads allow time to build a good relationship between the worker and family / child, and a
strengths-based approach is used. This links to decreased direct demand on social care, or a
more effective relationship.

=  Where there is strong leadership and management by the project lead.

=  Where deliverers are clear on specific early signs of risky behaviour, engage the child / family in
an assessment and have access to a clear referral process. For example, referrals into drug
treatment have increased by 327% from DrugAware schools. Referrals have been at an earlier
stage, treatment time has been shortened and success rates have been higher.

=  Where there are good communications in place so that a service is visible.

Some projects are reporting positive early indicators and anecdotal evidence, but it is too early to see
the designed longer-term outcomes. One example is the 11-16 Life Skills Curriculum. However,
intensive consultation and co-design of the programme has ensured strong engagement at an early
stage. Some of the longer-term projects will be difficult to measure, as there are few credible or common
tools to assess softer outcomes like aspiration and positive decision-making. The Raising Aspiration
project aims to provide an evaluation tool for local use that may at least provide consistency for
comparison of the impact of different projects. Some projects, like Active Families are showing positive
engagement and impact, but the unique nature of the model and the targeted cohort means that a
comparator group is difficult to find.

Characteristics of the projects which are not working well:
= Evaluation is poor and does not reflect the positive impact reported by workers.
* The intervention is not for a consistent reason, for example mentoring, and is therefore difficult to
evaluate.
= When a project is implemented on top of an unstable system or where there has been turbulence
and high vacancy levels in the delivery team.
= Where referral numbers have not been high enough. This suggests that the service is either not

visible or not needed.

Decommissioning process and sustaining some work longer-term

Project funding ends in March 2011. During Autumn 2010, a process will be undertaken to:
= decommission projects safely
= use learning from projects to propose some specific changes to mainstream systems
= propose the route to mainstream some projects

Broader local challenges to consider:

= How to create a pervasive culture that respects both families and other professionals. Empower
professionals to push past the cultural stopping point with families and take responsibility as a
lead professional. There are few incentives currently.
Establishing a common language and processes across agencies.
Remove obstacles to joint working across appropriate services for children and adults.
Situating universal services at the hub of a continuum of early intervention support.
Outreach work for vulnerable groups requires home visits and support outside the '9-5'.
Relationships with the ‘state’ can be a negotiation. The image of services is important in gaining
trust. There are implications for the new Family Community Teams.



= Good quality assessment is important and the Common Assessment Framework should be the
key process for children. Alignment of assessment for adults and children, and the impact of
adults on children is not in place consistently.

= 'Forgotten’ members of the family are often the ones holding things together, and need support.
Needs are dynamic not static.

=  Consider how to support resourceful families to use non-state support.

= Ensure the right people are targeted by programmes and that fidelity is maintained

Phase Two — the next steps for Nottingham, Early Intervention City

Bold and dynamic senior Ieadership has supported the Programme through the first phase, and will
be increasingly required to drive Phase Two. There are a number of proposed work strands going
forwards:

Building the Early Intervention Strategy

= Continue to build the high profile ‘Nottingham, Early Intervention City’ brand, linking related
high profile work under this, including Total Place.

= Join elements of the Early Intervention and Aspiring Nottingham agendas more formally.
Raising aspirations is an important part of our early intervention approach.

= Develop the early intervention definition and principles as a unifying philosophy, across
services for adults and children.

= Further embed early intervention principles within the commissioning process for services for
children, families and adults.

= Establish a benefits realisation strategy through commissioning to project and actively manage
long-term financial benefits to organisations and outcomes for citizens.

= Review emerging international policy and evidence and continue active engagement in the
national conversation.

= |dentify Early Intervention champions locally to support the leadership of the strategy.

Programme approach

= Continue work to create a Nottingham Package of Early Intervention Programmes and
Services for Children and Families.

= Create a parallel package for adults and older people.

= |dentify key programmes and models to systematise.

= |dentify specific programmes and models for quality reviews or improvement. programmes,
ensuring standards of implementation and return on investment, as part of a benefits
realisation plan.

= |dentify areas to create greater links or pilot integrated models between services for children
and adults.

= Explore the feasibility of emerging innovative funding solutions and models to shift resource.

= Create quality standards for evaluation of programmes and services, including costs.

How will we know we have been successful?

The measures to demonstrate success will include:

Accelerated outcomes in the Children and Young People’s Plan.

Accelerated outcomes in priority areas for adults and older people.

Evidence of prevented costs.

Greater investment in early intervention and less in crisis end services, in the long-term,

through a commissioning model to shift resource.

Strong engagement and co-design of solutions with vulnerable groups of citizens.

= Evidence of greater use of non-state support and personalised support for resourceful families
and individuals.




Draft Early Intervention Model for Children and Families
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