CHILDREN AND YOUNG PEOPLE’S SERVICE EXECUTIVE
4 September 2009
PHASE 2 AND PHASE 3 CHILDREN’S CENTRE PROGRAMME PROGRESS REPORT
Purpose of Report
1. The purpose of this report is to update the Executive on the implementation of the Phase 2 and Phase 3 Children’s Centre Programme (the Programme) across Leicestershire

Background
2. The Children’s Centres were established through the Children Act 2004 as the route for developing more effective, accessible and  integrated services for 0- 5s and their families. They complement the Extended Services in Schools programme which is the route for doing the same for school age children and young people. The overriding objective of both programmes is to achieve improved outcomes within the Every Child Matters (ECM) framework for all children and families and particularly for “vulnerable/ disadvantaged” children and families.

3. The Children’s Centre programme is funded through ring fenced capital and revenue grant funding, provided through the SureStart, Early Years and ChildCare Grant (SSEYCCG).  Leicestershire’s capital grant allocation was £8.622m for the Phase 2 programme and £5.025m for the Phase 3 programme. The Phase 2 Capital Programme required that 24 Centres be built. The Phase 3 capital Programme is expected to be completed by 2011 and a further 15 Centres to be developed. The Capital programme must be fully completed by 31 March 2011, when Leicestershire will then have 42 Centres serving every community in the County. Curtailing the original capital programme in 2007, has meant we have been “playing catch up” on the Government’s expected completion dates for the capital programme and had to shoe horn the Phase 2 programme into one year not three

4. The Revenue budget to support the Children’s Centre programme was £4.16m in 2008/09; £6.704m in 2009/10 and £7.970m in 2010/11. The revenue budget to support the Programme beyond 31 March 2011 has not been confirmed. There is no capital funding beyond 31 March 2011.

Children’s Centres are currently not a statutory duty and responsibility of Local Authorities. The Apprenticeship, Skills, Children’s and Learning Bill intends to make them a statutory requirement and to give Ofsted a statutory duty to inspect Children’s Centres. The Bill is expected to be enacted in early 2010. It incorporates a wide range of reforms to children and young people’s services but there is some doubt whether the Children’s Centre element will be enacted in the current economic climate. The original DCSF guidance was explicit in requiring Local Authorities to repay capital funding to the Government if Children’s Centres were closed within 25 years of being built. This position seemed less definite at a recent meeting with DCSF officials. Formal confirmation of the current policy is awaited.

5. The locations and catchment areas of the Phase 2 and Phase 3 Centres are provided in Appendix 1. All Phase 2 Centres, apart from The Pavillion Centre, Huncote, are now built. The Phase 3 programme will be completed by 30 September 2010, with most schemes completed between March and June 2010.

6. Following wide consultation in localities, Leicestershire’s Phase 2 and Phase 3 Centres have been strategically sited in the most appropriate communities and settings and to link with wider partnership strategies such as the Priority Neighbourhood programme.

7. The County Council’s Cabinet agreed the Phase 2 and 3 Capital 

Programmes in April 2007 and October 2008 – agreeing the location of Centres and how Leicestershire was going to implement the Programme and use the Revenue Grant. At both meetings Cabinet stated its position that without ongoing revenue grant funding, the Children’s Centre programme could not be continued by LCC funding. LCC is committed to underwriting £1million of revenue infrastructure costs but no more. 

Leicestershire’s interpretation of the DCSF guidance (which sees Children’s Centres as a building - centred programme with revenue funding being used to support a staffing structure for each Centre, see Appendix 2) is to use capital and revenue funding to promote the Programme as the way of delivering integrated and locality focused services for under 5s - not developing a separate Children’s Centre service. We have used the Children’s Centre programme to develop and promote localised and multi-agency/partnership working. This means the catchments of locality programmes are co-terminous with District/ Borough Councils and where possible with Community Health Service catchments and School Development Group/Extended Schools clusters. Localities have had devolved revenue and commissioning budgets since 2008 which are to be spent on locally determined priorities, agreed by multi-agency locality partnerships of senior officers (ESLPGs), reporting to District LSPs.  LCC staff supporting the locality programme(s) are based in localities, with Locality Partnership Co-ordinators (LPCs) working from District/Borough Council offices. The governance for the Programme (see Appendix 3) took some time to agree but is now working successfully, under the overall direction and reporting structure of Leicestershire Together and the Leicestershire Sustainable Community Strategy.

8. In 2008/09, 75% of the Revenue Grant funding (£3million) was devolved to 

localities. In 2009 /10, this funding continued to be devolved and with the agreement  of localities, the additional revenue funding was mostly used to centrally commission a number of services to meet mandatory National Performance Indicators. Staff/services established through central commissioning systems are however deployed to localities. In 2010/11, the increase in revenue funding will mostly be devolved to locality commissioning budgets. The National Performance Indicators (NPIs), for the Children’s Centre programme (Appendix 4), were introduced in 2008. We are treating these as a partnership / multi agency responsibility with lead services / officer(s) ascribed to each outcome or indicator, supported by other partners from the multi-agency professional network. This approach is being successfully trialed with the “Be Healthy” indicators and will be developed in 2009/10 for the “Enjoy and Achieve” and “Achieving Economic Wellbeing” indicators 

Current Position 

9. Leicestershire’s approach to the Children’s Centre programme has been 

recognised by Government agencies to be innovative, forward thinking and challenging. Nevertheless, there are challenges ahead because of our approach. These are:

(a) Dispelling presumptions that our Programme will be building – centred. This has been a particular issue with some central Government services and with some staff familiar with the original SureStart programme who expect our Centres to be “one stop shops” with buildings large enough to accommodate a wide range of professionals each with their own office etc.

(b) The building costs of Centres. We have moved to erecting demountable buildings constructed off site rather than adapting current buildings (eg, vacant premises officer accommodation) which proved very limiting in the facilities they provided and much more expensive to construct. 

(c) The presumption of the Government that the Phase 2 and Phase 3 Capital programmes would be very different and that Phase 3 buildings would therefore be cheaper, is not the case with our Programme.

(d) The timescale in which the Government expected our capital programme to be completed was unrealistic. We have successfully challenged this and ensured we have Centres in the most suitable locations, rather than placing buildings where they could be completed most quickly.

(e) Data sharing issues and having a standard method of data collection - not using different and separate systems as happens currently. 

(f) Some of the National Performance Indicators lacking baseline data on which improved outcomes can be evidenced.

(g) Having compatible ICT systems between partners so enabling mobile and interagency working to operate across the County. 

(h) Commissioning policies and processes needing to be more flexible and less bureaucratic so that new services can be established more quickly.

(i) The uncertainty of continued revenue funding beyond March 2011 has made some partners are reluctant to host, second or recruit staff to the Programme

(j) The proposed Ofsted inspection programme and self evaluation system for Children’s Centres. These are extremely detailed and concentrate on services and activities taking place in Centres, not through outreach and partnership working.  Although it is expected that inspections will focus on outcomes, the proposed inspection programme seems more focused on outputs with a heavy bias to replicating school based inspections.

(k) The balance between the universal and targeted focus of the Programme.

10. The official guidance gives mixed messages to the public about this issue. The “core offer” for Children’s Centres, reflects the Phase 1 model of Centres being buildings where a wide range of universal and targeted services/activities co-exist.

11. Our Programme does not lend itself to this approach and is much more targeted in its philosophy and delivery, focusing on “narrowing the ECM outcome gap” between advantaged and disadvantaged 0-5s and families either individually or as members of particularly vulnerable/excluded groups.  Nationally the balance between targeted and universal service involvement is an issue of concern as many Phase 1 Centres and services were used more by advantaged than disadvantaged families. By coming comparatively late into the Programme, we have taken a more strategic approach than many Local Authorities in being explicit about services we expect to deliver universally (Systematic Points of Contact programmes) and services which will be targeted, using devolved locality commissioning budgets to fund them.

12. The ambition to drive our Programme through a partnership and   

devolved/locality based approach has been challenging but has reaped considerable benefits in bringing together governance, policy and practice on a multi- agency and integrated working basis. If ongoing Revenue Grant support is continued by the Government beyond March 2011, we believe our Programme will be more sustainable and mainstreamed than other Local Authority programmes which have been set up to be separate from mainstream services.  Our Programme has brought together County and District / Borough Council services and systems, developed close working between the Councils, Community Health services and Schools, and engaged Community and PVI sector services at locality and County wide levels.  We believe the devolvement of commissioning budgets to localities for them to invest in services represents much better value for money than the revenue budget being invested in Centre - based staffing structures. By adopting a holistic and joined up approach to service delivery, we believe our Programme will improve outcomes for disadvantaged/vulnerable babies and pre school children and families and we expect to evidence such as commissioned programmes are more advanced in 2009/10 and beyond.

Conclusions
13. Leicestershire’s Children’s Centre programme has been very successful its locality - focused and partnership working approach. It is an approach that other services are considering.

14. The Programme has challenged many of the presumptions from central 

government about the way that Children’s Centre programmes are expected to be delivered nationally. 
15. Leicestershires is also a comparatively new service - a year ago the  

Programme largely consisted of Locality Partnership Coordinators, Children’s Centre Coordinators and some Family Outreach Workers. The detail of how governance, commissioning, finance, administrative and performance management systems would work in practice was still being worked out. In 2008/09, the number and variety of locality commissioned services and the analysis of how these were decided as priorities has been impressive, as has the partnership approach to performance management of the national indicators for the Programme and ensuring we have measures and data on which to evidence improvement in outcomes through the intervention of services and staff. 

16. In many ways we have benefited from coming comparatively late into the national programme and learning from the experience of other Authorities that had lots of Phase One Centres and established them outside of mainstream services already being provided. We have also been very aware that ongoing revenue funding was never guaranteed and that we needed to build in sustainability and risk sharing by making Leicestershire’s Programme much more strategic and integrated into wider governance systems and partnership working at  county and  locality levels.

17. Much of the focus up to 2011 will be to continue and to embed strategies, policies and practices that have developed since 2007.  We need to complete the Phase 3 capital building programme; maintain a focus on locality commissioning and ownership of locality programmes; ensure that commissioning is targeted, shaped by National Performance measures and is outcome focused. The lessons of our Phase One programme which is having to be scaled down because the costs of child care are unsustainable is a lesson for the broader Programme to learn from, ie programmes can only be as expansive as their budgets allow them to be. 

18. There is wide agreement among partner services that ours is the right 

programme for Leicestershire. We will continue to promote it and to constructively challenge national policies or proposals which take a different approach. To this end we have applied to be a pilot Ofsted Children’s Centre inspection in the autumn of 2009 to try to influence current proposals about the way that inspections are expected to be prepared for and completed. We will also be responding to the recently announced national enquiry into the SureStart programme.

19. One element of the Programme we do need to develop in the next year is hearing and acting on the views of children and parents, particularly disadvantaged and vulnerable individuals and groups, both about the  Programme as a whole and in individual localities. The methods of “user” engagement suggested by the government do not seem workable or effective in our view (eg, having a user committee for each Centre) but it is acknowledged that for the most part our Programme has been more concerned to date with getting partnership engagement at senior/middle manager and practitioner levels than in effective engagement with service users.

20. In September 2009, we will be filming an updated DVD of the Children’s Centre programme, one year on from a previous DVD that set out the ambitions and expectations of the overall Programme. The new DVD will showcase practical examples of the range of services that have been commissioned over the past year, are now being delivered in different locality programmes and capturing the views of parents and practitioners about the impact that services are making and improved outcomes for children and young people. 
Equal Opportunities Implications

21. 
The Children’s Centre programme has been set up to deliver targeted services to disadvantaged/vulnerable 0-5 year olds and their families via a universal service/programme.  The National Performance Indicators for the Children’s Centre programme identify “the most excluded groups” that programmes are expected to work with; report on the numbers of contacts they are making with them and improvements being delivered in terms of ECM outcomes.  Leicestershire’s programme pays particular regard to this by locating Children’s Centre buildings in the areas of greatest deprivation and linking with the Priority Neighbourhood programme.
Recommendation

The Executive is asked to 

· note the content of the overall report and in particular the current issues for the building and service programmes

· note the Next Steps for the Programme.
Officers to Contact

Rob Wade    


Senior Strategy Manager, Extended Services 





0116 3056767




rob.wade@leics.gov.uk
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