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	Background: In relation to local and national policy changes, including the Munro and Allen reviews of social work and social care, the authority needs to review and consolidate its approach to early intervention across the wide range of provision.


	Purpose of report: To set out the aims, objectives and strategic direction for Ealing’s continued approach to improving outcomes for children and families through more effective early identification and intervention.
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Ealing Children’s Services -  Early Intervention Strategy

Vision: To make Ealing a great place for every child and young person to grow up

Aims of this Strategy:

1. To ensure that children and families with additional needs are identified at the earliest opportunity and their needs assessed and met through a range of timely, effective, multi-agency interventions.

2. To ensure that a range of effective and accessible multi-agency resources are in place that can effectively identify, engage and intervene with vulnerable children and families at an early stage to prevent escalation of difficulties at a later stage.

3. To ensure that early intervention services are delivered by a skilled and well trained workforce and provide a comprehensive continuum of provision to meet the wide range of needs. 

4. To ensure that the services commissioned and provided reflect the needs of the boroughs diverse population as indicated in the Joint Strategic Needs analysis (JSNA) and are accessible by all sections of the community.

5. To ensure that interventions are evidence based and effective, leading to clear improved outcomes.

6. To ensure that this strategy effectively links with the work of Ealing Safeguarding Children Board and the Domestic Violence strategy. 

7. To ensure that provision is seamless and flexible and focuses on the needs of the child and the family rather than artificial access barriers between different forms of provision. 

8. To ensure that resources are used efficiently in the current budget climate and target savings achieved.

9. To ensure that social work is targeted effectively at those families who meet intervention thresholds, reducing significantly the numbers of assessments that do not lead to further action.

10. To ensure that there is good links across the model with health, housing, the police, voluntary sector and that access and thresholds are clearly understood.

11. To ensure effective early intervention partnership with schools to reduce exclusions, out of borough SEN and increase an inclusive approach.

Context:

Ealing continues to provide a wide range of early intervention and prevention services to children and families. This Strategy addresses how Children’s Services will move forward in the context of a range of recent policy initiatives arising from the Allen Review (Jan 2011) Frank Fields Child Poverty Review (Dec 2010) and Clare Tickell Early Years Foundations for Life (March 2011) and the SEN Green Paper (Feb 2011). It also anticipates expected recommendations arising from the Munroe Review – The Child’s Journey, due in early summer 2011. The Strategy arises from ongoing review and consultation on current service configuration and commissioning arrangements and how provision should be re-aligned and limited resources prioritised as the authority moves forward. This is set within the overriding aim of improving safeguarding capacity and outcomes for children and families through intervention at an early stage to prevent escalation of difficulties.

The strategy builds on ongoing work undertaken by the senior management team and supported by Professor Keith Moultrie from the IPPC.

The strategy confirms that it is the responsibility of all who come into contact with families to identify children whose needs are not being adequately met. Some of these needs can be met through universal and early intervention services Tiers 1 and 2), while others will need to be referred to more specialist services (Tier 3 and 4), including children’s social care. The Common Assessment Framework (CAF) is the basic assessment tool, shared with families, that all agencies can contribute to and should continue to be used as the initial assessment tool for families who do not meet the higher level safeguarding thresholds set out in the authority’s Thresholds Document.

Research is clear that many of the most costly and damaging social problems in society are created because children and families are not given the right support at an early stage, leading to more costly interventions later. This strategy focuses on how this authority will move forward building on current arrangements to provide more effective and seamless early intervention through to statutory Tier 3 and Tier 4 interventions with the aim of reducing need for higher tier provision over time and delivering better outcomes for children and families.

This strategy acknowledges that there are 2 types of early intervention – early intervention for all children delivered through public health, schools and education programmes. The second type is early intervention as defined in the Children Act 1989 which focuses on children whose health and development is likely to be impaired without such intervention eg health and development issues, including emotional and mental health disorders. This strategy focuses on reconfiguring provision to improve outcomes for the second group – children in need. It is written in the context of priority needs across the borough arising from the recent Joint Strategic Needs Analysis (JSNA) and in the wider context of the borough’s markedly rising, young and diverse population. It should also be read in conjunction with the more detailed strategic approach contained in the Ealing Children and Young People Plan 2010/11.

This Strategy also reflects decisions made in terms of prioritisation of Ealing’s Early Intervention Grant agreed by Cabinet in March 2011. The total allocated grant was £15.2m which was an approx 11% reduction on the equivalent grant aid of £17.3m in 2010/11 (Cabinet Report 22 March 2011). Elected Members reaffirmed their strong commitment to delivering an effective early intervention strategy across the borough.

Current Early Intervention Provision:

1. Ealing’s Children’s Centres:

There are 23 Children’s Centres in the borough with a further 2 new buildings due to open in May 2011 and a further 2 under construction which will be completed by August 2011, bringing the total to 27.

· 21 are situated within the 30% most deprived areas and the majority falling within the 20% most disadvantaged areas in England.

· During 2010/2011 the total number of children and parents accessing the centres was 20,474.

22 of the centres offer full childcare and early learning. There is significant multi-agency involvement including midwives, health visitors, dieticians, speech and language therapists, psychology and child development specialists. There are early childhood health services in 18 Children’s Centres, including baby clinics, developmental checks and antenatal services and early intervention speech and language services delivered by NHS staff. 

In 2010/11 361 children in need (48 of whom were subject to a child protection plan)  were allocated placements through the early years placement panel. A further 430 disadvantaged 2 year olds were assisted to access places.

Children living in families affected by domestic violence are prioritised and there are 3 survivor groups. Through the Children’s Centre capital programme the playroom and childcare provision at the largest DV refuge has been extended.  

Since autumn 2009 -  934 families have been incentivised to access Children’s Centres through the Welcome Programme (a national Child Poverty pilot initiative).

Since January 2009, 1407 parents have accessed the Work Focussed Services (a Child Poverty pilot in partnership with JobCentre Plus) based in 3 Children’s Centres.

A borough wide outreach service is in place that targets the most vulnerable families and is delivered by Coram. The outreach service works closely with universal early childhood health services, SAFE and Social Care where higher threshold needs are identified. The Coram Outreach service reached 6,340 individuals between April 2010 and March 2011 with a total of 31,520 individual contacts with the hardest to reach families.

The authority has no plans to reduce the number of Children’ Centres, despite the financial climate and commitment to this type of early intervention provision is a high political priority. 

2. SAFE 0-12 Service

Safe 0-12 began as an early intervention pilot early intervention service in 2007 and was rolled out borough wide in 2009/10 through 3 geographically based teams in Acton, Northolt and Southall.  It is a multi-agency intervention service which works in partnership with families. Teams consist of social workers, family therapists, pupil and family workers, information officers, mental health workers, domestic violence specialists and clinical psychologists. 

SAFE targets children identified as having additional needs that are unlikely to be met through universal services. It provides early identification and intervention, preventing development of more severe problems at a later stage.

During 2010/11 the service dealt with 1,153 referrals relating to 2,272 children. 51% of referrals are from social care teams and 17% from Schools. There is an encouraging number of self referrals from families, often through word of mouth, at 18%.

Domestic violence is the most frequent presenting feature at 30% followed by child behavioural issues at 26%. The service aims to respond quickly and not to retain a waiting list. Referrals are allocated through multi-agency team meetings and significant work is undertaken jointly. CAF is the key assessment tool and the service adopts the team around the child model.

There is a link SAFE person to every primary school. A doubling in the number of primary schools using the CAF process over the past years reflects the positive impact of this arrangement.

There is a written protocol and positive working relationships with social care re transfer of work across the services. There is also strong links through to the borough wide SAFE Adolescent service.

3. Adolescent SAFE Service

The SAFE Adolescent Service has been operational since September 2008 and its aim is to improve the behaviour, emotional wellbeing, and educational outcomes and to increase life chances for vulnerable adolescents. The service offers targeted support to those identified as having additional needs unlikely to be met from universal services. It aims to identify need early, to provide accessible community based intervention and advice, thus reducing the development of more severe needs requiring specialist service input in the future.

The service offers consultation, intervention, advice and guidance in a number of specialist areas including mental health assessment and treatment, substance misuse, psychodynamic counseling and parenting programmes, pastoral support and behaviour support plans.  

The team consists of behaviour consultants, clinical and educational psychologists, area/cluster co-ordinators, social workers, family workers, family therapists, counsellors and substance misuse workers.

The service works closely with schools and has developed a ‘SAFE in Schools’ model offering additional school based programmes such as the ‘Clinical Psychology in Schools Project’ and the Ealing Youth Counselling and Advice Service, a unique young people’s counselling service. These projects are funded directly by individual schools and are bespoke to meet their needs.  

Since September 2008 and as at 31/3/11, the service has received 2,205 referrals. In the financial year to 31.3.11, the service received 824 referrals.  35% of which came from Social Care teams and 26% came from schools.  ‘Self referrals’ account for 15% of the total, an encouraging increase in large part due to wider marketing and to the addition of a separate ‘duty line’.  Self-referral is also assisted by the positive image of SAFE in the borough and for the most part, families are positive about receiving the service. 

Whilst domestic violence is not prevalent as the primary factor leading to the referral, evaluation data indicates that 32% of the families had experienced domestic violence.  For the financial year ended March 2011, the most prominent presenting factor was behaviour issues [31% 256 of 824] followed by family/ relationship difficulties [21% 176] and mental health [15% 120].

4. Family Nurse Project (FNP)

The Ealing FNP programme aims to improve outcomes for both mother and child by supporting the parent to learn and adapt their behaviour in the following areas that are fundamental to a child’s well-being: 

· Understanding the physical, social and emotional needs of an infant and toddler and how these change over time 

· Focussing on establishing a warm, emotionally available relationship between the client (and father if he is engaged with the programme) and their child 

· Bonding and attachment from early in pregnancy 

· Understanding the capacities of a newborn infant and how it communicates 

· Understanding how their own parenting history can influence their ability and approach to parenting and model new ways of responding to and caring for infants and toddlers 

Central to the success of FNP is the changes clients make in their behaviour so that they are able to better protect and nurture their child. The programme works with parents from pregnancy through to the child reaching age 2. It targets the most vulnerable young parents in the borough referred by social care and health professionals and referrals to date have included 8 looked after young people who are parents.

5. Family Intervention Project (FIP)

The FIP targets the top 2% of families with complex, multiple needs to improve outcomes and life chances for these young people and their families. Ealing’s programme encourages families to move away from dependency culture. It fits within the Early Intervention Strategy as it targets the potential next generation of service users and seeks to divert them towards independence. The FIP works with families to develop a Common Assessment that they can influence and build different relationships with the services for the future, building on their strengths.

Ealing’s FIP is an intensive intervention and support programme that tackles the root causes of offending and anti-social behaviour by helping families make positive change. It also addresses issues such as school absenteeism, drug and alcohol misuse, domestic violence, physical and mental health issues and inter-generational disadvantage and worklessness.

Each FIP worker has a caseload of 4-6 families whom they work intensively with, visiting up to 3 times per week for approx 1 year. As at March 31st 2011 the FIP was working intensively with 20 families with complex multiple problems and a total of 96 children. 34 of the children are subject to a child protection plan and 39 to a child in need plan. 54 of the children are of school age and 26 have received multiple fixed term exclusions and 11 are subject to permanent exclusions. Referrals originate primarily from the Youth Offending Service and Anti Social Behaviour Panel and from social care staff.

The FIP is already seeing significant positive outcomes including marked reductions in youth offending of young people receiving interventions and dramatic improvements in school attendance. In addition estimated cost savings from successful interventions with the first 11 families on the programme and an annual budget saving of just over £1m in terms of anticipated costs if the FIP were not available.

6. Parenting Programmes

Parenting interventions have been demonstrated to have lasting effects in improving behaviour, even in cases where parents are initially reluctant to engage. Therefore continuing to extend the range of programmes and targeting interventions effectively is a key feature of the authority’s early intervention strategy.

Ealing’s Parenting Service was established in 2009 in response to guidance and funding from DCSF.  Its aim is to offer support, advice and guidance to parents and carers in the borough, specifically on the skills involved in bringing up a child.

The service consists of 5 staff members employed by the local authority in partnership with CAMHs. Clinical supervision is provided through CAMHs.

The service provides training and consultation for the workforce. It delivers universal, targeted and specialist parenting groups. It also provides specialist clinical 1:1 interventions for the most at risk and complex families. This includes parents for whom group work is not an appropriate approach. A clear evaluation framework is in place.

To date 327 multi-agency practitioners in the borough (including teachers, learning mentors, early years practitioners, Clinical and Educational Psychologists, Social workers, voluntary sector workers etc) have been trained across 4 leading programmes:

· Triple – P

· Incredible Years (Webster-Stratton)

· Strengthening families, Strengthening Communities

· Family Links

To date 2 annual Parenting conferences have been held with parents, 93 parenting courses run which engaged with a total of 895 parents and carers. Whilst the majority of participants are female and are mothers, in order to increase participation a number of Dads Only and Young Fathers groups are held. Recognising the boroughs diversity, specific groups have been run in partnership with community leaders for Somali, Polish and Tamil groups and delivered in these languages.

In terms of feedback, almost 90% reported that the groups had been very helpful to them and that they would recommend them to others. 89% found that the programmes had helped with their children’s behaviour a lot or quite a lot and 100% felt confident at using the techniques and managing their children’s future behaviour.

7. Think Family Approach:

Ealing has a well established Think Family multi-agency partnership Board, jointly chaired by the Director of Adults and the Director of Children’s Services.  All key partners including the Police, Housing, Community Safety and the voluntary sector are represented. This aims to embed a holistic family approach for adults and children across all provision and is central to Ealing’s approach to its Early Intervention Strategy.

The basis of Ealing’s Think Family approach is to co-ordinate the response to families in order to:
· Identify families at risk of poor outcomes to provide support at the earliest opportunity
· Meet the full range of needs within each family they are supporting or working with
· Develop services which can respond effectively to the most challenging families
· Strengthen the ability of family members to provide care and support to each other.

· Develop a corporate responsibility for families incorporating a culture shift at all levels.
8. Youth Offending Early Intervention (YISP, Triage and Summer College)

The Youth Offending Service also has a key role in the wider early intervention strategy. It has run a successful Youth Inclusion Support programme for the past 4 years. Young people at risk of offending or who are siblings of known offenders and gang members, are referred to a multi-agency YISP Panel. The Panel consider their needs and how they can best be supported through a package of support and intervention to improve their life chances and achieve better outcomes. Introduction of this effective YISP programme has contributed to a steady and marked downward trend in first time offenders in Ealing over the past 3 years.

During 2010/11 the YOS has sharpened its focus further on diverting young people away at an early stage from offending, through introduction of a triage system. This is based at Acton Police Station and intervenes with young people at point of first arrest. It offers a package of intervention from skilled YOS workers, instead of formal progression through the Youth Justice System. Young people can commit to this as an alternative to the formal youth crime progression route. Results so far locally are very positive and in line with national crime reduction trends for first time offenders where triage is available.

In addition the YOS has offered a highly successful Summer College intensive intervention programme that targets potential future high risk offenders and diverts them away from re-offending. Success of the programme is evident in both marked crime re-offending reduction by those who participate and their engagement in Education, Training and Employment with one young offender recently progressing to University.

Summary 

Having highlighted the range of current provision and the context the borough is facing with a markedly rising young and diverse population, increasing demand for health, education and social care provision and the economic and budget context, this strategy now focuses on how Ealing’s early intervention approach should move forward. The key focus will be on prioritisation and consolidation of effective provision and developing a more seamless transition across and between provision to identify and target those at risk earlier and offer effective interventions that will ensure that children are safeguarded and life chances improved.

Recommendations:

1. That CSMT continue to explore development of more effective commissioning and configuration of services to better meet the needs of Ealing’s children and families at an earlier stage and reduce the need for more costly interventions at a later stage.

2. That Children’s Services develops a multi-agency “triage” and initial assessment service dealing with all referrals and signposting, providing information and advice and leading initial assessment and planning meetings.

3. That an integrated model for SAFE 0-19 is developed, combining the existing 0-12 and SAFE Adolescent Service to make the most of specialist skills and build consistent management arrangements.

4. Ensure co-terminosity of SAFE and social work services based on a 3 or 4 locality model across the borough, taking into account the planned changes in social care and the anticipated Munro recommendations.

5. Ensure that families with the highest need have timely access to appropriate early intervention support and that early intervention services are sufficiently intensive to be effective.

6. Ensure that the diverse needs of the borough’s population are addressed and that services are accessible and appropriate to all sections of the community, including children and families with a disability.

7. Improve assessment, CAF and “team around the child” arrangements to ensure they meet Munro recommendations and the SEN Green Paper proposals as these develop.

8. Review management arrangements to ensure SAFE and Social work are able to deliver on their core responsibilities and work effectively and seamlessly together.

9. Ensure that the new arrangements developed are clearly understood and accessible by partners and service users eg Schools and families.

10. Ensure that efficiency savings are achieved through more effective streamlining of provision to reduce the impact on front line services.  
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