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Executive Summary

The Creating Strong Communities model has been designed to fundamentally change
the way local practitioners and partners in North East Lincolnshire work together to
safeguard vulnerable children. The approach is expected to support a culture change
and system shift necessary to dramatically reduce the numbers of individuals and
families requiring intensive support. The package of support has been designed as a
classic invest-to-save model. It is anticipated that there will be a reduction in the current
high level of demand for statutory provision, which will lead to a redistribution of
resources, and thus enable sustainability of the approach.

The support model combines the following 4 established tools within community practice
intervention in an innovative way, for what is believed to be the first time; this is now
referred to as North East Lincolnshire’s Framework for Practice.

e Outcome Based Accountability (OBA): Outcome Based Accountability is a powerful
thinking process, which focuses a whole organisation on outcomes, rather than the
process

¢ Restorative Practice (RP): Restorative Practice is an approach which aims to
resolve conflicts at the earliest stage, by encouraging both high challenge and high
support for all parties. Restorative Practice encourages critical reflection and
consideration of language

e Signs of Safety (SoS): Signs of Safety enables practitioners across different
disciplines to work collaboratively and in partnership with families and children,
using the same language and methods

e Family Group Conferencing (FGC): Family Group Conferencing provides mediated
support for the whole family, resulting in an agreed family support plan, which sets
out the best route forward for the family to take care of their child

Within the design of the Creating Strong Communities model there is a strong belief that
the whole programme is greater than the sum of the component parts. Outcome Based
Accountability is placed at the heart of the model and provides the outcomes focus.

Evaluation Overview

The evaluation framework has been designed to capture the collective impact of the four
components of integrated support on practitioner practice, partnership working and
outcomes for young people and families. The design has followed a mixed method
specification, which has included practitioner e-surveys for SoS (baseline = 37.7%
response rate; follow up = 38.9% response rate); RP (baseline = 70% response rate;
follow up = 58% response rate) and OBA (baseline = 79% response rate; follow up =
66% response rate); practitioner focus groups, trainer consultation and training
observation, across three strands; work around the Restorative Schools programme,



including e-surveys and case studies; ten family case studies related to the FGC service;
surveys for families and social workers related to the FGC service; workshops with the
FGC team (baseline and follow up); a number of good practice case studies and
secondary data analysis; and an FGC cost benefit analysis based on 20 historical and 20
current families.

The adopted methodology has been able to assess the process of implementation; set
baselines in relation to all aspects of performance; assess initial perceptions of impact;
conduct a cost benefit analysis of Family Group Conferencing; and design tools and
methods for ongoing evaluation.

Important Findings

Achievement of Programme Objectives and Outcomes

Objectives of the Creating Strong Communities programme included:
e a40% reduction in the number of children being identified as in need (CIN) over a
three-year period

e a40% reduction in the number of children subject to a Child Protection (CP) Plan
over a three-year period

e a 23% reduction in the number of Looked After Children (LAC) over a three-year
period

e areduction in the rate of referrals to social care

e improvement in behaviour of vulnerable pupils

e improvement in school attendance of vulnerable pupils

¢ significantly fewer children on intervention plans over a three-year period

¢ reduction in the number of families requiring intensive crisis support

e reduction in incidents of bullying or serious incidents involving vulnerable children
e reduction in social work turnover

reduction in the rate of re-referrals to social care

North East Lincolnshire Council were particularly interested in reducing their CIN, CP,
LAC and referral figures. Data for these areas was readily available on the central
government website and has allowed the evaluation team to evidence movement
towards target outcomes.

Although programme activities have not been running long enough to expect a significant
impact on programme outcomes, there is evidence of positive progress, including a
reduction in the number of children subject to a CP Plan and a reduction in the referral



rate to social care. Areas for further improvement are the number of LAC and the number
of CIN.

Outcome Based Accountability

Outcome Based Accountability has been established within the authority as a planning
tool. Staff have been trained in the principles, and an OBA Champions Network is
supporting and cascading good practice.

The leadership team has implemented a whole population outcome framework and
Outcome Based Accountability scorecards are being developed across most operational
areas.

The OBA staff follow-up survey shows that 60% of staff trained are confident in
implementing the model: a 20-percentage point increase from the baseline.

A priority for the future is to share practice across service areas and to fine tune and
sharpen the focus of scorecards.

Restorative Practice

Restorative Practice has made a significant mark on operational practice areas across
the authority with three-quarters (74%) of staff responding to the survey (total responses,
59) trained indicating that it has changed the way they manage staff and 88% indicating
that they are actively using it to implement change. The Restorative Schools Programme
involved the introduction of Restorative Practice to primary and secondary staff and
pupils in North East Lincolnshire at six schools. During the initial period of evaluation, five
schools completed surveys. During the extended evaluation period, two school were
selected as case study sites, and one of these schools completed further surveys. The
case studies show positive outcomes, with both schools reporting improved pupil
behaviour and communication as a result of the implementation of Restorative Practice
among teaching staff.

Priorities for the future include getting more head teachers to champion the approach in
school and to trial Restorative Conferences as a tool to minimise exclusion.

Signs of Safety

Signs of Safety has been enthusiastically embraced by practitioners across the authority.
Action learning sets have encouraged good practice and a new single assessment tool
has been fully embedded.

Over 90% of staff trained indicated that the application of the Signs of Safety model has
generated clear benefits in the way they work with families, and there is evidence of
outside agencies responding to Signs of Safety by adapting their referral procedures.



Priorities for the future are to reduce the reliance on external training through internal
support networks and to encourage schools to use Signs of Safety as a way of increasing
discussion with families.

Family Group Conferencing

The Family Group Conferencing team has worked with 154 families and delivered 65
conferences since the service was expanded in November 2015. A total of 28
conferences have been held in the past six months, reflecting increased efficiency of
operation.

It is estimated that the FGC service as currently structured avoids 15 children per year
from going into care.

Family response to FGC support has been very positive, with overall satisfaction rating of
88% and a making-a-difference-to-the-family rating of 90%.

A cost benefit analysis of FGC was conducted using a Fiscal Return on Investment
(FROI) methodology. This involved calculating the cost of FGC and setting it against the
observed benefits (the adverse outcomes which have been avoided).

A cost benefit assessment based on 20 FGC cases revealed a return on investment of
18.2. This represents a saving of £18.20 for every £1 spent on support.

To demonstrate value-added a historical comparator group of 20 families was
established. The directly comparable return on investment for this group, which did not
receive FGC support, was 0.4. This represents a loss of 60 pence for every £1 spent on
support.

The FGC cost benefit analysis shows the approach to be cost effective relative to
historical practice for this particular family client group.

FGC priorities for the future relate to aspects of practice, particularly relating to social
worker and family attendance and the point at which support is withdrawn post
conference.

Lessons Learnt

A number of lessons have emerged from the implementation of programme activity.
These include:

e the positive impact that an integrated programme of activity has on sustaining
momentum

e securing buy-in by clearly demonstrating the effectiveness of interventions



o the effectiveness of the audit framework in identifying both achievements and
areas for improvement

Appropriateness of the Evaluation

The evaluation has successfully captured the implementation and early impact of the
programme. Important features of the approach have included a strong formative focus
on practice development and the use of cost benefit analysis to show the cost
effectiveness of Family Group Conferencing.

Evidence of Sustainability

Factors supporting the long-term sustainability of the approaches include:

e strong senior management commitment
e the ongoing cascading of practice through Champions Networks
e being part of a wider change programme across the authority

e all four components of the programme will continue post-Innovation Funding
support

Future Development in Wider Application

Areas where there is scope for future development locally, and wider application, include:

e extending FGC into early intervention through Family Hubs, establishing a
Regional Centre of Excellence for social worker recruitment

e promoting the Fiscal Return on Investment tool more widely as an invest-to-save
model



Project Overview

What outcomes was the project seeking to achieve?

The Creating Strong Communities (CSC) Model has been designed to fundamentally
change the way local practitioners and partners work together to safeguard vulnerable
children. Historically, North East Lincolnshire has experienced a significant rise in the
number of looked after children and children on Child Protection Plans; a 34% and 32%
increase respectively since 2012. In addition, a significant proportion of families have
been known to Support Services for some time, implying that previous interventions have
not been working. The model was, therefore, introduced to establish a transformation in
the way family support was organised and to provide better results for families and
communities. An important aim was to equip families with the tools to deal with emerging
problems, encouraging staff and practitioners to work together to reduce the number of
children at risk and on the edge of care.

The expectation is that the model, embedded consistently across all partner
organisations, will dramatically reduce the number of children and young people in need
of higher levels of statutory intervention. As a result of implementing these approaches,
the authority will have introduced a dramatically different model based upon need and
evidence, which will overcome recognised failings in the support system.

“Currently the lives of many families are chaotic and fragmented. They
bounce in and out of the system and are known to a range of public
services as a result of poor health, poor life choices and a lack of
awareness and understanding of the things that can be done to improve

their own quality of life and that of their family”.

“There is a culture of dependency among families for agencies to resolve
” 2

issues”.
“Significant issues are evident in the borough relating to dis-functioning
parenting”.>

“There are a number of process and systems that are not aligned.
Commissioning and funding strategies that are not joined up and not
outcome-focused. Social Workers expressing concerns that they would like

to do things differently but are constrained by caseloads”.”

' North East Lincolnshire Council. (2015
2 North East Lincolnshire Council. (2015
* North East Lincolnshire Council. (2015
* North East Lincolnshire Council. (2015

. Creating Strong Communities Bid Document.
. Creating Strong Communities Bid Document.
. Creating Strong Communities Bid Document.
. Creating Strong Communities Bid Document.

~— — — ~—
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In this way, the approach is expected to support a culture change and systems shift,
necessary to dramatically reduce the numbers of individuals and families requiring
intensive support.

Anticipated features of improvement include:

e setting of ambitious shared outcomes for vulnerable children

e allowing families to address their own problems

e developing clear assessments of risk

e creating a shared language across the children’s workforce

e speeding up the identification and response to the risk of harm
e improving the quality of social work training

e improving communication with children, parents and partners
e getting it consistently right with families the first time

Anticipated outcomes are specified as follows:

a 40% reduction in the number of children being identified as at risk or in need

e a40% reduction in the number of children subject to a Child Protection Plan

e areduction in the number of looked after children

e improvement in behaviour of vulnerable pupils

e improvement in school attendance of vulnerable pupils

¢ significantly fewer children on intervention plans over a three-year period

e reduction in the number of families requiring intensive crisis support

e reduction in incidents of bullying, or serious incidents involving vulnerable children
e reduction in social work turnover

The package of support has been designed as a classic invest-to-save model. Itis
expected that there will be a reduction in current high levels of demand for statutory
provision, which will lead to a re-distribution of resources, and thus enable sustainability
of the model approach.

How did the project set out to achieve the intended
outcomes?

A summary of the Creating Strong Communities Model is set out in Figure 1.
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Figure 1: Creating Strong Communities Model

Family Group
Conferencing
(FGC)

Outcome Based
Accountability

Restorative (OBA) Signs of
Practice (RP) Safety (SoS)

The model combines the following four established tools within community practice
intervention in an innovative way, for what is believed to be the first time. This is now
referred to as the North-East Lincolnshire Framework for Practice and will form the
foundation for 0-19 commissioning.

Outcome Based Accountability (OBA):

OBA is a powerful thinking process, which focuses the whole organisation on outcomes
rather than the process. It has a track record® in helping to facilitate improvements for
children, families and communities. It focuses planning on whole population outcomes
as a starting point and works backwards to actions and interventions. Research in
England® identifies a range of positive outcomes following OBA intervention.

Restorative Practice (RP):

Restorative Practice is an approach which encourages respectful and effective
communication. An important area of use for RP is in conflict resolution. RP encourages
challenge at the earliest stage with an equal level of support. When implemented

® Friedman, M. (2005). Trying hard is not good enough. Trafford on Demand Pub.
6 Chamberlain, T., Golden, S. and Walker, F. (2010). Implementing Outcomes-Based Accountability in
Children’s Services: An Overview of the Process and Impact (LG Group Research Report). Slough: NFER.
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effectively, the evidence base and cost benefit analysis is clear’. An additional study in
Hull demonstrates the benefits from implementation in schools®.

Signs of Safety (SoS):

Signs of Safety enables practitioners across different disciplines to work collaboratively
and in partnership with families and children, using the same language and methods.
Signs of Safety usage has been researched across several countries,® including
emerging work in England,'® and communities.

Family Group Conferencing (FGC):

Family Group Conferencing is a mediated form of meeting between family members, with
regards to the care and protection of a child or adolescent. It provides an opportunity for
the whole family/extended family to help make a family plan about the best way to
support the family and take care of their child. In Leeds, use of this approach has
already demonstrated significant impact in reducing Child Protection cases, with reported
figures contributing to a 40% reduction in Child Protection Plans".

Holistic approach

Using the four methodologies, the aim is to focus on outcomes and encourage people to
change their own lives. In designing the model, there is a strong belief that the whole
programme is greater than the sum of the component parts. To achieve the necessary
culture change, there is a need to embed the strengths of all four elements. Each one is
an important ingredient, but only by combining them will there be the necessary impetus
to make the dramatic shift to improve outcomes for vulnerable children.

Outcomes-based accountability is placed at the heart of the model and provides the
outcomes focus. It does so by posing the critical questions how much? How well? What
difference?

! Wachtel, T. (2013). Dreaming of a New Reality: How restorative practices reduce crime and violence,
improve relationships and strengthen civil society. Bethlehem, PA: The Piper’s Press.
® Macdonald, J. (2012) ‘World’s First “ Restorative City”: Hull, UK, Improves Qutcomes of All Interventions

with Young People, Saves Resources.’ (viewed on 27 March 2017)

o Skrypek, M., Idzelis, M. & Pecora, P.J. (2012). Signs of Safety in Minnesota: Parent perceptions of a
Signs of Safety child protection experience. St. Paul, MN: Wilder Research.

' Bunn, A. (2013). Signs of Safety in England, an NSPCC commissioned report on the Signs of Safety
model in child protection, London: NSPCC. (viewed on 27 March 2017)

MStothart, C. (2014). Council cuts child protection plans by 40%. (viewed on 27 March 2017)
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Operational context

North East Lincolnshire is a small unitary authority with a population of 159,827. One
quarter of the population is under 19. There are 9,174 children who are deemed to be in
poverty and 4,112 Children in Need.

The Creating Strong Communities approach has political support from North East
Lincolnshire Council leadership. Against a backdrop of significant budget reductions
across the council, they have agreed to invest in social care, to enable this innovation to
have every chance of success.

North East Lincolnshire is on the verge of major economic and social change. Recent
announcements in relation to renewable energy, flood prevention schemes, hotel, retail
and other investments will result in new opportunities for the community.

As part of the Creating Strong Communities programme, and to support the ethos and
workforce development impacts required, the Children’s Workforce Strategy has been
refreshed, and the Children’s Professionals Capability Framework (PCF) has been
developed and implemented. The PCF is now being used as the basis for workforce
planning in relation to the 0-19 programme.

There is a strong belief that the model can be used and replicated by organisations and
authorities of any size throughout the country. Implicit within the approach is a strong
desire to develop practice and build an evidence base, with a view to sharing
experiences with other areas in the region and more widely. There is also a plan to
maintain and develop a programme with local higher education institutions to ensure that
newly qualified social workers have an awareness and understanding of the model and
have experienced the tools, particularly Restorative Practice and Signs of Safety.

Evaluation Overview

An evaluation framework was designed to capture the collective impact of the four
components of integrated support on practitioner practice, partnership working and
outcomes for young people and families. The period of evaluation ran from July 2015 to
November 2016.

Evaluation questions

The evaluation questions address the extent to which the new model of support is
consistent with the specified areas of change. In particular, the degree to which it has
been:

e implemented as planned and consistent with the logic model

e impacting on partner and practitioner working

14



impacting on outcomes for young people and families
cost effective and provides service savings and efficiencies

successful in meeting specified outcome targets

Evaluation method

At the foundation of the evaluation approach is a detailed performance matrix, which sets
out all the criteria against which the Creating Strong Communities programme will be
judged. It includes performance indicators, performance measures, baselines and
targets. It consists of three types of performance indicator:

programme performance which is related to programme set up and provision;

FGC family performance reflecting the individual experiences of families and young
people supported (a micro focus);

area wide performance reflecting the impact on standard local authority socio-
economic measures (a macro focus). Each strand is assessed both individually
and collectively. Strands one and two are short to medium term and strand three
long-term (impact should be quantifiable after three years).

The evaluation programme followed a mixed method specification and involved the
following activities:

consultations with 15 steering group members, and attendance at quarterly
steering group meetings

two Senior Management Team focus groups for the interim and final report

Signs of Safety practitioner e-survey (baseline [300 targeted, 113 received — 37.7%
response rate] and follow up [113 targeted, 44 received — 38.9% response rate])

Signs of Safety focus groups at baseline and follow up

Restorative Practice practitioner e-survey (baseline [84 targeted, 59 received —
70% response rate] and follow up [59 targeted, 34 received — 58% response rate])

Restorative Practice focus groups at baseline and follow up

Restorative Schools school e-survey (baseline [131 primary pupils, 206 secondary
pupils, 113 staff] and follow up [from one school only — 34 pupils, 47 staff])

two Restorative Schools case studies
Hull University Restorative Practice case study

Outcome Based Accountability practitioner e-survey (baseline [126 targeted, 99
received — 79% response rate] and follow up [99 targeted, 65 received — 66%
response rate])
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Outcome Based Accountability focus groups at baseline and follow up
trainer consultation and training observation for all strands
Family Group Conference Development workshops at baseline and follow up

Family Group Conferencing family case studies at baseline and follow up, with five
families during the initial evaluation period; baseline with five families during the
extended evaluation period

Family Group Conferencing social worker e-survey (baseline — post-FGC [28
completed] and follow up — three-month review [16 completed])

Family Group Conferencing family survey (baseline — post-FGC [47 families —
multiple family members] and follow up — three-month review [19 families — multiple
family members])

Family Group Conferencing cost benefit analysis based on 20 historical and 20
current families

secondary analysis of macro indicators and shape of family provision (for example,
figures for LAC, CIN, CPP, social worker recruitment and retention)

good practice case studies, including a care home care study, Family Hubs case
study, Young People’s Support Service (YPSS)/Not in Employment Education or
Training (NEET) case study, audit framework case

Variations to Evaluation Methodology

The evaluation method was implemented largely as planned; however, at the request of
the client, more attention was focused on good practice case studies. This addressed
aspects of project activity in the context of:

NEET young people

Family Hubs (see Appendix 2)
a care home (see Appendix 3)
audits (see Appendix 4)

creative arts

The range of FGC assessment was also expanded to include:

a formative assessment of process, involving an external expert practitioner

increased family follow up to demonstrate impact and potential cost savings

Essentially, the evaluation approach has been able to:

assess the process of implementation

16



set the baselines in relation to all aspects of performance
assess the impact of FGC on family outcomes
conduct a conclusive cost benefit analysis of Family Group Conferencing

design tools and methods for ongoing evaluation

It was not possible to conduct a planned control group analysis based on Family Hubs,
as the model was rolled out authority wide. However, a good-practice case study was
produced on Family Hubs, and a historical comparator group was established as part of
the Family Group Conferencing cost benefit analysis.
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Important Findings

In this section, we review the findings in relation to the four operational strands of the
Creating Strong Communities Model; achievement of programme outcomes, and lessons
learnt from implementation. This is addressed under the following headings.

e Outcome Based Accountability (OBA)

e Restorative Practice

e Signs of Safety

e Family Group Conferencing

e Achievement of Programme Objectives and Outcomes

e Lessons Learnt

Outcome Based Accountability (OBA)

The Approach

An overview of the OBA Model Approach is set out in Figure 2.

Figure 2: Outcome Based Accountability Model Approach

OBA - Making a Real Difference

Organisation Wide

Leadership Training Whole Population _l

Outcome Framework

Manager Training Team Cascade | — | Scorecards
Champions Training Champions I Manager &
Network Team Support
LThinking Process [ Better Indicators i ( Shifting the Curve
[ How Much? r How Well? r Anybody better off?

OBA is a conceptual approach to planning services and assessing performance that
focuses attention on the results — or outcomes — that the services are intended to
achieve. It can become a way of securing strategic and cultural change; moving
organisations away from a focus on efficiency and process as the arbiters of value in



their services, and towards making better outcomes the primary purpose of their
organisation and its employees. Distinguishing features of the approach are:

e the use of simple and clear language

¢ the collection and use of relevant data

¢ the involvement of stakeholders, including service users and the wider community,
in achieving better outcomes

Process outcomes included:

e 187 managers trained in the principles and practical application of OBA

e establishment of an OBA Champions’ Network, which actively supports and
cascades good practice

e a Whole Population Outcomes Framework has been established by the Leadership
Team, which sets the template for authority wide practice

e development of OBA Scorecards for operational areas, which link directly to the
Whole Population Outcomes Framework

The Outcomes Framework has five high level outcomes (The Big Five) that the council
and its partners aspire to achieve to ensure prosperity and wellbeing for the residents of
North East Lincolnshire. These five outcomes are for all people in North East
Lincolnshire to:

¢ enjoy and benefit from a strong economy
o feel safe and be safe

e enjoy good health and well being

e benefit from sustainable communities

o fulfil their potential through skills and learning

Overall progress on the outcomes within the OBA framework present a mixed picture;
however, it is clear that the vast majority of outcomes are moving in the right direction for
the area as a whole. Ward analysis, however, shows that the wards that have historically
performed poorly, are still performing poorly. This emphasises the need for a whole-
system approach to improving health and wellbeing and confirming the council
proposition that dealing with issues in isolation will yield limited benefits.

Although there is evidence of positive movement in outcomes, they are very broad, and
there are some concerns from staff regarding the number of indicators sitting underneath
each of them. There is a need to ensure that indicators are measurable and that
outcomes are specific.
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Initial staff response to OBA training has been very positive:

e almost 90% of staff thought that training would help them in their management
role'?

e over 70% of managers thought that the training was comprehensive enough to
embed OBA thinking within their service areas’

‘I now have a deeper understanding of how OBA contributes to the overall
performance and outcomes.”™

“The setup of the scorecards and the use of the simple language, how
much? how well? so what? story behind baseline...has been useful in terms
of getting the team and partners on board and meeting outcomes for the
service.”"

Follow up survey results (October 2016) show a dip in staff understanding and
perceptions regarding OBA applications. This was also reflected in the focus groups, with
staff noting that there were varying levels of understanding and engagement, and debate
around whether the technique was one that the authority can pick the best bits of, or
whether it needs to be followed more strictly.

“At the time of the training, | found it very informative and believed | had a
good understanding. However, since the session of training it has not been
put into practice, therefore, | would need to refresh myself.”

“| feel | understand the principles but feel that the concept of OBA is not well
understood and a lot of people who engage in the work do not necessarily
understand the framework as well as they might.”

There is a need to reflect on scorecards, with some staff noting that there are varying
levels of understanding and an overdevelopment of scorecards in Children’s Services.
Scorecards need to be used as a tool for learning and to support the development of
services.

Achievements Since the March 2016 Assessment

Achievements include:

e twenty percentage point increase to 60% of staff who feel they can implement the
OBA model

2 York Consulting. (2015). OBA Practitioner Survey. Unpublished Report.
3 York Consulting. (2015). OBA Practitioner Survey. Unpublished Report.
" York Consulting. (2016). OBA Practitioner Survey. Unpublished Report.
'® York Consulting. (2016). OBA Practitioner Survey. Unpublished Report.
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e OBA Champions are more confident and pro-active

e a strong feeling that OBA is well embedded in Children’s’ Services

Priorities for the Future

Priorities include:
e develop an action plan with smart objectives for the continued progression of the
OBA model, including the clarification of outcomes and refinement of indicators

e share practice across service areas through workshops, particularly around
scorecards and using the model end-to-end

¢ fine tune, and annually revise, scorecards to sharpen focus and introduce greater
brevity

¢ highlight achievements, as evidenced by ‘turning-the-curve’ exercises, and
examples of how OBA data has been used to commission services

Restorative Practice (RP):

The Approach
An overview of the Restorative Practice model of approach is set out in Figure 3.

Figure 3: Restorative Practice Model Approach

RP - High Challenge and High Support

Authority Wide Commitment

Leadership Developing .
Customised RP Champions

Manager Training Support Manuals and Network

Schools & Community Training

v
Six Pilot Projects Front-Line Social Worker
Staff Sessions Degree Module
[ Cascade through Organisation and Community
v v v v v v
Relationships Challenge Decision Service Effectiveness Satisfac_t ion
Wellbeing

The Restorative Practice model creates a universal communication rationale, rooted in
restorative principles and values, applicable in all aspects of service provision, from front
line practice, within education and youth justice, and across authority leadership teams.
In essence, Restorative Practice consistently builds and maintains respectful social
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relationships and builds social responsibility within individuals. A core element of this
approach is effective challenge, which should be coupled with effective support: high
challenge, high support.

Achievements Since the March 2016 Assessment

According to the staff survey, the proportion of staff believing that RP training has
changed the way they managed staff increased from 68% to 74%.

“I believe that the training has enabled me to see the person first before the
task or issue at hand. As a result, | believe that | am a more effective
leader.”

The survey of staff showed that staff displayed increased confidence in applying
Restorative Practice principles.

e 98% had a clear understanding of principles
o 88% of staff indicated they were actively using it to implement change

“| use it every day to ensure the relationship/communication | have with
others is appropriate and comes from the “with” position.”

“The training set out clearly the principles of a restorative way of working
and how this could be practically incorporated into your day to day work.”

“It has helped that senior management have fully bought into the approach
and champion it across the organisation.”

Following from the above, the proportion of staff feeling that they need further training
has fallen from one half, to one third.

However, there is evidence of pocketed resistance to Restorative Practice
implementation within the authority, which needs to be addressed. Consideration is
currently being given to how best to deal with those who are resistant to the approach, as
the authority aims to become a fully restorative organisation.

Early indications of impact of the Restorative Schools Programme at this point are too
early to evidence. Restorative Practice takes time and commitment to embed fully and
effectively — it is not a quick fix. As part of the evaluation programme, clear baseline
indicators of impact have been set for each of the participating schools. The programme
consisted of four phases of development: introductory training and principles, language
and practice; securing and embedding the lead practitioner programme; sustainability;
establishing a centre of excellence.

The implementation plans for these schools are now in progress. However, there have
been a series of challenges as a number of academies have faced particularly
challenging times, and have withdrawn from the restorative programme.
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There is evidence of positive movement over the last nine months at the school which
completed follow up surveys; a secondary school — more pupils are feeling that bullying
and exclusions are on the decline, and more staff are feeling that communication is
respectful, and pupils understand the impact of their behaviour. However, there is a long
journey ahead, with numerous areas to challenge through the use of Restorative
Practice; positively, there is recognition and support of this within the management team
at the Academy. The open comments from teachers on the follow up survey highlight the
challenges teachers have faced when using the approach with certain pupils, and this
could lead to teachers becoming disengaged with the approach, feeling that it isn’t
working with the pupils with social, emotional and behavioural difficulties. It is important
that this is addressed, in terms of support and ongoing training, as consistency is
essential.

Case studies were completed at two schools and these offer a more positive picture on
the implementation of Restorative Practice, but do echo some of the challenges in terms
of consistency across the whole school. The case studies are included at Appendix 7.

At the primary school, in classrooms where staff embrace Restorative Practice, pupils
have an improved understanding of their own feelings and the feelings of others, and
pupils believe that there has been an improvement in communication.

“People talk more calmly — instead of shouting, people give their opinion, no
one takes charge, everyone joins in as group.”’®

At the secondary school, pastoral staff have fully bought into the approach, and teaching
staff are being encouraged to talk to pupils about why they have given them detention.
According to pupils, they have an improved understanding of why things have gone
wrong, and awareness of the impact of their behaviour on others, which encourages
them not to continue with this behaviour in the future.

“I was bottle flipping in maths. [Name of teacher] came to talk to me about
why I'd been sent out. He explained it in a different way to the other
teachers. | understood why he said. | didn’t continue my behaviour in class
because | understood that it was distracting others.”"”

A theme from the case studies is the need to adopt a consistent approach across the
whole school. Some staff are finding it challenging to let go of the traditional authoritarian
approach, and this is having an impact on pupils.

'® York Consulting. (2016). Primary School Case Study. Unpublished Report.
' York Consulting. (2016) Secondary School Case Study. Unpublished Report.
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Priorities for the Future

e Consideration needs to be given to how best to develop Restorative Practice in
academies across North East Lincolnshire

e Promoting and supporting the recently re-structured Champions Network and thus
reducing reliance on external training

¢ |dentifying and dealing with pockets of staff still resistant to adopting the approach

e Supporting the use of restorative meetings as part of the FGC process

Signs of Safety (SoS)

The Approach

An overview of the SoS model is set out in Figure 4.

Figure 4: Signs of Safety Model Approach
SoS - Strength Based and Safety Focused

Authority Wide Commitm