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Introduction 
 

This appendix to Implementing Head, Heart, Hands, Main Report contains seven case studies, 

one for each of the geographic sites that took part in the Head, Heart, Hands programme.  

In these implementation case studies, we identify local or context-specific features that 

provided a particular backdrop for understanding implementation within a particular site along 

with some Ψƛƴ ŎƻƳƳƻƴΩ experiences that occurred in two or more of the sites. The case studies 

are intended to be read alongside the main report on the programme, where common issues 

mentioned briefly in these case studies are elaborated and explained in more detail.   

Each case study covers the period 2012-2013 όΨ¸ŜŀǊ мΩύΤ нлмп όΨ¸ŜŀǊ нΩύ ŀƴŘ нлмр όΨ¸ŜŀǊ оΩύΣ ŀƴŘ 

describes the story that unfolded for each site during the life of the programme.  Developments 

that occurred after the end of the programme (and after the evaluation period), from early 

2016 onwards, are not considered, and circumstances may have changed since.   

The case studies have been anonymised in order to protect sites and individual evaluation 

participants.  

Pink Site page 3 
Purple Site page 13 
Green Site page 23 
Blue Site page 33 
Yellow Site page 45 
Orange Site page 56 
Red Site  page 67 

 

  To download further copies of the implementation main report, 

case studies or summary  

¶ The Main Report is available to download at  the Colebrooke Centre website 

at 

http://www.cevi.org.uk/docs2/Implementing_Head_Heart_Hands_Main_Report.pdf 

¶ A Summary of Key Findings  is available to download at 

http://www.cevi.org.uk/docs2/Implementing_Head_Heart_Hands_Summary.pdf 

¶ The individual journeys of sites that participated in the programme are 

published as Implementation Case Studies in a separate Appendix to the 

main report: 

http://www.cevi.org.uk/docs2/Implementing_Head_Heart_Hands_Case_Studies.pdf 
¶ All documents Ŏŀƴ ŀƭǎƻ ōŜ ǊŜǘǊƛŜǾŜŘ ŦǊƻƳ  //CwΩǎ tǊƻƧŜŎǘ ǿŜōǎƛǘŜ ŀǘΥ 

http://www.lboro.ac.uk/research/ccfr/research/exploring/project---head-heart-

hands.html 

 

http://www.cevi.org.uk/docs2/Implementing_Head_Heart_Hands_Main_Report.pdf
http://www.cevi.org.uk/docs2/Implementing_Head_Heart_Hands_Summary.pdf
http://www.cevi.org.uk/docs2/Implementing_Head_Heart_Hands_Case_Studies.pdf
http://www.lboro.ac.uk/research/ccfr/research/exploring/project---head-heart-hands.html
http://www.lboro.ac.uk/research/ccfr/research/exploring/project---head-heart-hands.html
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The implementation of Head, Heart, Hands - site case study:  Pink Site       

 

 

  

Implementation at a glance 

This site was one of the implementation successes of the programme.  The Head, 

Heart, Hands team, located within the specialist fostering team, remained stable 

throughout, and as did strong support from the senior corporate leadership, who 

had some prior familiarity with social pedagogy as an approach.  Although 

ǇŜŘŀƎƻƎǳŜǎΩ Ǉƻǎǘǎ ǿŜǊŜ ƴƻǘ ƛƴƛǘƛŀƭƭȅ ǇŜǊƳŀƴŜƴǘΣ Head, Heart, Hands was framed 

as part of a wider and ongoing strategy to introduce social pedagogic practice 

across the service, which enabled case study participants to feel confident in 

investing into the approach. There was a clear implementation plan, 

underpinned by strong leadership consisting of senior managers, the Site Project 

Lead and an effective strategy group. These factors combined to instil confidence 

and the intention to make the programme successful. The project team also 

recognised the limitations of the timeframe and the resources provided through 

the programme in a site of its size. As a result, motivation to continue the work 

started by Head, Heart, Hands beyond the programme timeframe was still strong 

at the end of the funded period. The plan for continued scale up remained 

faithful to some key elements of the core element of the Head, Heart, Hands 

design, and the focus was still firmly on scaling up within the fostering service.    

The social pedagogues in this site ǿŜǊŜ ŎƭŜŀǊƭȅ ǇƛǾƻǘŀƭ ǘƻ ǘƘŜ ǎƛǘŜΩǎ ǎǳŎŎŜǎǎΦ ¢ƘŜy 

were well integrated into the team, assisted through holding a case load that was 

50% equivalent of a full time worker. The respect and credibility they established 

with their social work colleagues rapidly alleviated some early scepticism 

amongst colleagues. The pedagogues also had an effective combination of skills 

and experience, and quickly established a supportive and effective working 

relationship with each other.  

By the end of the programme the site had secured resources to make the two 

ǎƻŎƛŀƭ ǇŜŘŀƎƻƎǳŜǎΩ Ǉƻǎǘs permanent. They had begun a major initiative to roll out 

social pedagogic training to more carers and social work staff. The site also 

planned to continue to convene the steering group that had been pivotal during 

the project itself.  

There were however a number of key challenges on the horizon for the site, 

including a council wide re-structuring with likely reductions in staffing. However, 

the prognosis for sustained implementation, though not assured, was looking 

positive: there was continued commitment to the approach and structures were 

in place to support this.  
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1. Brief description of the site  

This site is a large local authority in Scotland in a city with a population of under 500,000 residents. It 

contains a mix of affluent and less affluent areas. The fostering service, which is part of the Looked After 

and Accommodated Children Service, consists of around 50 social workers and approximately 350 

approved foster carers. The Family Based Care service was divided into five teams: Foster Care, 

Permanence, Disability Fostering, Specialist fostering (where the Head, Heart, Hands project was 

located) and a Recruitment team. This service structure remained relatively stable throughout the 

course of the Head, Heart, Hands programme.  

At the beginning of the programme the fostering service had been rated ŀǎ Ψ±ŜǊȅ GoodΩ by the Care 

Inspectorate όWǳƭȅ нлмнύΦ ! ǎǳōǎŜǉǳŜƴǘ ƛƴǎǇŜŎǘƛƻƴ ǊŜǇƻǊǘ ƛƴ bƻǾŜƳōŜǊ нлмп ǊŀǘŜŘ ǘƘŜ ǎŜǊǾƛŎŜ ŀǎ ΨDƻƻŘΩ 

overall, and particularly commended for the support and training opportunities offered to its foster 

carers. Head, Heart, Hands was mentioned in the report, reflecting positive feedback provided by foster 

carers to the inspectors.  

2. Structural features of the Head, Heart, Hands project within the site  

Head, Heart, Hands was located within the Specialist Fostering Team, within the larger subdivision of 

Family-Based Care. Foster carers within this team typically care for children and young people with more 

complex needs, and at least one foster carer within the household is asked to undertake the role on a 

full time basis. However, only about a third of the carers who attended the original Head, Heart, Hands 

cohort were themselves specialist foster carers (the others were general foster carers).  

The project enjoyed relative stability of the team, in spite of the Site Project Lead changing job roles 

half way through the period from Team Leader in the Specialist Fostering Team until the second year of 

the project, to Recruitment Team Leader. It was felt that this change had not adversely affected the 

project. Indeed, it was considered to be of great benefit to the site by ensuring that social pedagogic 

influence and thinking was reaching different parts of the service. In addition, the Family Based Care 

Team Manager changed following the retirement of the one involved at the start of the project.   

The two social pedagogues were co-located within this team and remained in post throughout the 

project. Both social pedagogues were experienced and registered to practice social work in the UK. 

One of the social pedagogues had previously worked within UK childǊŜƴΩǎ ǎƻŎƛŀƭ ŎŀǊŜ ŀƴŘ ƘŀŘ ŀ ƎƻƻŘ 

knowledge and understanding of the environment within which Head, Heart, Hands was being 

implemented. The other, while having had some limited experience of the UK social care sector, had 

previously worked in other countries and had therefore learnt to be adaptable to different contexts. 

Both of the social pedagogues had ŀ ΨŘǳŀƭ ǊƻƭŜΩ ŀƴŘ ǘheir time was divided equally between social 

pedagogic development and case holding as supervising social workers. They had a comparatively heavy 

case load by the standards of other sites in the programme that amounted to 50% of a full time 

equivalent worker. They were supported by one representative from the Social Pedagogy Consortium 

(SPC).  

The social pedagogues were jointly supervised from Year 2: the site project lead managed their work on 

Head, Heart, Hands and the Team Leader of the Specialist Fostering Team supervised them on their case 

load. This arrangement was reported to have worked well. Strategic leadership remained strongly 

supportive, with the same individual in post since the beginning of the project.  
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3. The form of Head, Heart, Hands within the site 

This site operated the core Head, Heart, Hands model of training for a defined cohort of foster carers 

and some staff through the second half of 2013, followed in Years 2 and 3 by follow-up activities aimed 

at deepening learning for the trained cohort. They also delivered their own in-house additional training 

courses of varying lengths aimed at reaching a wider constituency within the looked after children 

service. These were based on the Head, Heart, Hands materials delivered by the social pedagogues 

themselves, a departure from the core Head, Heart, Hands model.  They did not do direct work with 

cases other than in the cases they themselves held.  

CŜŀǘǳǊŜǎ ƻŦ ǘƘƛǎ ǎƛǘŜΩǎ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ƻŦ Head, Heart, Hands included: 

Learning and Development 

¶ The original Head, Heart, Hands cohort of Learning and Development courses were offered 

between May and October 2013.  

¶ Follow up Learning and Development courses and a foster carer development group organised 

and facilitated by the social pedagogues.  

¶ The site developed their own in house Taster, Orientation and Core Courses, delivered by the 

social pedagogues supported by the SPC. At the time of the data collection they had delivered 

three additional Orientation courses and one completed cohort of the core training, and were 

half way through a second. Two further cohorts were planned for 2016, and, at the time of 

writing already had a substantial number of attendees signed up to these.   

¶ Additional funds were made available by the site in Year 3 to fund SPC time to support the social 

pedagogues to further develop their facilitation skills to deliver ongoing courses. 

 

Activities and social pedagogic interventions  

¶ The site provided a number of different activities days which contain a social pedagogic element. 

For example they delivered ŀ Ψ/ŀǊŜǊǎ ŀƴŘ ¸ƻǳƴƎ tŜƻǇƭŜΩǎ {ǇǊƛƴƎ EventΩ to promote social 

pedagogic activities. 

¶ The site initiated ŀ ΨŎƘŀƳǇƛƻƴΩǎ ŎƻǳǊǎŜΩ όƪƴƻǿƴ ŀǎ ǘƘŜ ΨŀŘǾƻŎŀǘŜǎΩ ǇǊƻƎǊŀƳƳŜύΣ ǿƘƛŎƘ ǿŀǎ 

reported to have been less successful than hoped.  

¶ The social pedagogues were involved in post-approval training with new foster carers.  

Reach and systems outreach 

¶ The core Learning and Development courses were attended by 40 foster carers. This amounts to 

an in-depth reach of approximately 11% of their total pool.  The Orientation days were attended 

by 62 foster carers. Many more carers, children and families did not attend the courses but 

attended other activities where they were exposed to social pedagogic thinking and practices. 

¶ The core courses were attended by seven members of staff, the majority of whom (n=5) were 

supervising social workers. The course was also attended by a teacher with a specific role to 

overview education for looked after children in the site. The Orientation days obtained a higher 

staff attendance, including 12 Supervising Social Workers, one ΨƻǘƘŜǊ ƛƴǘŜǊƴŀƭΩ ƳŜƳōŜǊ of staff.  

¶ The site considered that they achieved good levels of reach across the fostering service, given 

their size, but reported that there are still in-ǊƻŀŘǎ ǘƻ ōŜ ƳŀŘŜ ŜƭǎŜǿƘŜǊŜ ŀŎǊƻǎǎ ŎƘƛƭŘǊŜƴΩǎ ǎƻŎƛŀƭ 

care.  
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¶ Key staff who were involved with the children and young people placed with foster carers who 

attended the core Head, Heart, Hands Learning and Development courses were identified by the 

social pedagogues and were invited to attend a half day information session on social pedagogy.  

¶ A range of awareness-raising activities were undertaken by the social pedagogues across the site 

with varying degrees of success; beyond the fostering team, engagement with the project was 

primarily located with interested individuals rather than whole teams. 

Policies and Procedures 

¶  A new risk assessment procedure was developed. The site moved from having a blanket policy 

for all children, to completing risk assessments that are individualised for each child. The aim 

was to allow the benefits of particular activities, as well as the risk for each child, to be 

individually explored.  

Particular features of note, specific to this site 

¶ A large local authority fostering service  

¶ Two experienced social pedagogues, holding 50% FTE fostering cases. 

 

 

4. Summary of features of the site relevant to understanding the ease or difficulty of implementation 

of Head, Heart, Hands  

There was some prior familiarity with social pedagogy within the Looked After and Accommodated 

/ƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜ, but this had not permeated into the fostering service prior to Head, Heart, Hands. The 

Service Manager for Looked After and Accommodated Children had a long standing interest in social 

pedagogic approaches and joined the site shortly before the programme started. The Service Manager 

has since been a keen advocate for the approach both within the site and through external and national 

networks. The relative stability in the both the Head, Heart, Hands project team and the site as a 

whole ǿŀǎ ƛŘŜƴǘƛŦƛŜŘ ŀǎ ōŜƛƴƎ ŀƴ ƛƳǇƻǊǘŀƴǘ ŦŜŀǘǳǊŜ ƻŦ ǘƘŜ ǎƛǘŜΩǎ ǎǳŎŎŜǎǎ. Support for the project from 

the senior corporate structures remained consistent through the duration of the project. Likewise, 

despite moving job roles, the Site Project Lead remained consistent and persistent throughout the three 

years. The site had established an effective steering group which met regularly with consistent 

membership. This group provided strategic direction, advice and decision-making authority, enabling the 

project to develop and progress at the local level. These three factors combined to establish a strong 

and enthusiastic leadership structure for the project, which was a significant feature in the 

implementation success achieved at the site.  

In addition, over the course of the programme the site continued to engage with Scottish social 

pedagogic networks, such as the Social Pedagogic National Practice forum. This forum is attended by 

both Head, Heart, Hands and non-Head, Heart, Hands sites. These networks were identified as enabling 

factors in maintaining momentum and a source for shared learning.  
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5. Brief summary of implementation process and trajectory over time: key features and events 

Overview 

 

There was a general sense of achievement about the project and all of the interviewees were highly 

positive about both their past experiences of the project and the future development of social pedagogy. 

All of the interviewees agreed that the site was at the early stages of sustained implementation by the 

end of the programme. As in other demonstration sites, the size of the site [main report] was identified 

as being a substantive challenge to achieving full sustainment. The sheer number foster carers and staff 

across the Looked After and AccƻƳƳƻŘŀǘŜŘ /ƘƛƭŘǊŜƴΩǎ {ŜǊǾƛŎŜ ƳŀŘŜ it impossible for the site to have 

trained all staff and all foster carers within the timeframe of the project. Like other sites in the 

programme, while the Head, Heart, Hands project team achieved good levels of engagement within the 

Family Based Care service, ƻǘƘŜǊ ǎǘŀŦŦ ǘƘŀǘ ŦƻǊƳ ǘƘŜ Ψ¢ŜŀƳ !ǊƻǳƴŘ ǘƘŜ /ƘƛƭŘΩ had been less engaged. 

/ƘƛƭŘǊŜƴΩǎ {ƻŎƛŀƭ ²ƻǊƪŜǊǎ ǿŜǊŜ ƻŦ ǇŀǊǘƛŎǳƭŀǊ ƴƻǘŜ ƛƴ ǘƘƛǎ ǊŜƎŀǊŘΦ Lǘ ǿŀǎ ǊŜǇƻǊǘŜŘ ǘƘŀǘ ǘƘƛǎ ŀǘ ǘƛƳŜǎ 

resulted in inconsistencies in the approach and care provided to individual children. Nevertheless, the 

case study participants agreed that the additional training delivered in Year Three was an important 

factor in extending the reach of social pedagogy across the site by providing more opportunities for 

more staff and foster carers to be trained.  

The site had begun to explore how social pedagogic principles could be incorporated into everyday 

practice, and there was a sense that, at least for those staff and carers engaged in the programme, social 

pedagogy had moved from being a discrete ΨǇǊƻƧŜŎǘΩ with a set of specific features, to becoming a 

normalised approach to practice. Correspondingly, the site had developed clear continuation plans, 

which most significantly include the two social pedagogue posts being made permanent and the 

continued delivery of in-house social pedagogy training. It was evident by Year 3 that the site had 

begun to move into independence from the formal scaffolding of the programme.   

Year by year  

The evaluation suggested that the site had achieved a great deal over the course of the project, and that 

their implementation journey was generally considered to be a smooth one at the outset, followed by 

some hold-ups in Year 2. The first year of the project was described as stable and productive, with the 

social pedagogues establishing themselves and the delivery of three Learning and Development courses 

by the SPC. As in a number of other sites, there were reports of some resistance among a small group of 

supervising social workers in the early days. However, this diminished as the social pedagogues become 

more established. The key challenges occurred in Year 2 as the site experienced some wider structural 

changes within the service including the Team Manager retiring and site project lead changing roles 

(resulting in a new Team Leader for the Specialist Fostering Service). In the same year the team moved 

offices. This was considered to be highly disruptive, although the result was reported to be beneficial, 

bringing all family based care services together in one location. Additional funds were made available by 

the site to develop and deliver their own core training courses to be delivered by their own social 

pedagogues. Evaluation participants at the site reported, however, that the year was dominated by 

negotiations regarding this. Much time was taken first to give the site permission to deliver the courses 

in-house, and subsequently to agree the content of those courses. This was felt by site staff to have held 

back momentum across the site for a considerable period in the middle of the programme.  By Year 

three these issues had been resolved. It was reported that the SPC site support lead had played a 

significant role in assisting in the design of these courses and in supporting the social pedagogues to 

develop their facilitation skills. In establishing these new courses there was a renewed sense of 

achievement and excitement at the site.  
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6. Stages of the implementation process that raised challenges  
 

This site was less affected by gaps in the exploration stage (explored in the main report) at the local 

level than were some other sites. They had a clear strategy and strong leadership direction from 

outset, which to some extent mitigated the lack of clarity at national level and slowed down early 

delivery at site level for some other sites.  However, it was evident that programme level omissions 

at this stage did have some impact on the implementation journey of this particular site: in 

particular, the perceived ambiguity regarding the protocol for the use of training materials and tools 

outside of the core Head, Heart, Hands Learning and Development courses until well into the 

implementation of the programme clearly slowed momentum and the ability to diffuse the approach 

in Year 2. Aside from this, both the installation and initial implementation stages went relatively 

smoothly at the site and by the end of 2014 all core training was complete and the site reported 

they were beginning to see encouraging signs of change in practice among carers.  Full 

implementation also went well according to the site, using their non-standard model of continuing 

to provide training, led internally. Reaching this stage, however, was perhaps somewhat protracted 

(due to the length of time required to establish the permissions and content of in-house training). 

However, by Year 3 the site was beginning to move into sustained implementation and scaling up.  

7. How Head, Heart, Hands met initial expectations, and what was learned in this site  

There was a great deal of enthusiasm about the programme among case study participants and the 

site was positive about impact that it had. It was clear that the programme had been a more 

substantial piece of work than had initially been expected, with more programme level meetings and 

more progress reporting than initially anticipated. As in other sites, the site project lead had felt the 

impact of this, and reported that the workload associated with the programme had, at times, been 

excessive. However, this was offset by the overwhelming sense that the programme had been worth 

the effort, and had delivered on expectations.  

A great deal of emphasis was placed by the site on the fact that the social pedagogues had a dual 

role, which was both a challenge and an enabling factor. It was widely considered that balancing 

the two parts of their remit had been demanding, with their time frequently being over-stretched. 

This was most apparent when events and circumstances associated with their cases were such that 

they had to prioritise these over other work.  At times it was difficult for the social pedagogues to 

create enough time and space to develop and deliver the social pedagogic development (Head, 

Heart, Hands) side of their role. However, it was also universally agreed that the dual role had been 

vital in ensuring that the social pedagogues gained credibility and respect from their colleagues. 

This feature is explored further in the main report. There was a clear sense across the site that these 

social pedagogues could understand and empathise with social workers in particular because they 

faced the same challenges. In addition, social pedagogy itself gained credibility because the social 

pedagogues were demonstrably modelling that approach with their own case load.  

Moreover, the particularly experienced and adaptable styles of the two social pedagogues seemed 

to enable them to navigate initial challenges and to resist becoming disheartened or frustrated at an 

early stage. As explored further in the main report, the good fit between the two social pedagogues 

was also identified as particularly important faŎǘƻǊ ƛƴ ǘƘŜ ǎƛǘŜΩǎ ǇǊƻƎǊŜǎs. The site paid great 

attention to the fit between the two social pedagogues during the recruitment process. Indeed, the 
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recruitment of the second social pedagogue was undertaken separately from the others in the 

programme as none of the previously identified candidates presented a good fit. While this delayed 

a second social pedagogue coming into post, the strategy appears to have paid off. Over the course 

of the programme both pedagogues developed a notably supportive and productive working 

relationship, despite coming from different countries and different social pedagogic traditions. They 

made use of differences in their perspectives to explore core principles and issues to develop a sense 

of consensus. There may have been some element of fortuitousness in the goodness of fit between 

the two social pedagogues in this site; however it was clear that the careful recruitment process for 

these two particular social pedagogues for this particular site was also a positive enabling factor in 

the success of the Head, Heart, Hands project here. 

This favourable situation was underpinned by a general sense at the site that the senior 

management were fully and unequivocally  committed to the approach. This was borne out 

through the senior corporate management not only providing verbal support and profile for the 

project across the site, but the allocation of additional resources later in the project  to facilitate 

the development of the in-house training for sustainment. This confirmed to participants that social 

ǇŜŘŀƎƻƎƛŎ ŀǇǇǊƻŀŎƘŜǎ ǿŜǊŜ ƴƻǘ ǎƛƳǇƭȅ ŀ ΨŦƭŀǎƘ ƛƴ ǘƘŜ ǇŀƴΩ ōǳǘ would continue beyond the life of the 

programme.  

While the case study participants agreed that some form of ongoing support and learning for foster 

carers to develop their social pedagogic practice seemed vital, it was also noted that the ongoing 

learning groups delivered as part of Head, Heart, Hands had not been well attended. It was 

suggested that other methods of ongoing practice support to foster carers may have been more 

effective in this site - a common observation across a number of sites who also struggled to raise 

momentum through group-based support activities. This is explored further in the main report.  

8. The extent to which social pedagogy had penetrated operations within this site 

 

By the end of year three the site had a small but dedicated group of foster carers and staff for 

whom the programme has been extremely positive and who had started to embed the approach 

into their daily practice. It was reported that social pedagogy had enabled foster carers and staff to 

reflect and review their practice and the fostering task in general. Those foster carers who remained 

in the programme were reported to have increased in confidence, skills and resilience and were 

perceived to have engaged with the service. A small number of the supervising social workers 

reported bringing some of the tools, such as the Four Fs and the Three Ps into their supervision. 

More broadly the site had begun to reflect on notions of risk and reported moving towards a more 

Ψrisk sensibleΩ ǊŀǘƘŜǊ ǘƘŀƴ ΨǊƛǎƪ ŀǾŜǊǎŜΩ approach.  

As in a number of other sites, by Year 3 the site had begun to move away from talking about the 

Head, Heart Hands programme towards referring to social pedagogy more broadly. This shift in 

language suggested that the site had begun successfully to move towards independence from the 

formal programme structures and support.   
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9. Future prognosis 

Overall the site retained a strong commitment to social pedagogy throughout the duration of the 

project.  By the end of the project, funding had been secured for the two social pedagogue posts to 

be made permanent. The intention was to continue to implement the Head, Heart, Hands model in 

as far as these posts would continue to be divided equally between fostering case work and social 

pedagogic development. From 2016 the site planned to deliver two cohorts of core training in social 

pedagogy per year, and to configure a steering group that included senior management.  

Much of the internal infrastructure for supporting the continued development of social pedagogic 

ǇǊŀŎǘƛŎŜΣ ǎǳŎƘ ŀǎ ǘƘŜ ǎƻŎƛŀƭ ǇŜŘŀƎƻƎǳŜǎΩ ǇŜǊƳŀƴŜƴǘ Ǉƻǎƛǘƛƻƴ ƛƴ ǘƘŜ ǎƛǘŜΣ ŀƴŘ ƻƴƎƻƛƴƎ ƛƴ-house 

training programme and the steering group, was in place by the end of the Head, Heart, Hands 

programme. These were positive signs, suggesting a life for social pedagogy in this site beyond the 

formal timeframe of the programme. In addition the site had become involved in social pedagogy 

development activities and networks beyond the Head, Heart, Hands programme. For example in 

Spring 2015 the site hosted a Social Pedagogy Development Network meeting and took a lead role in 

the development of a national forum assisting future developments beyond the site.   

There were however a number of challenges for the site on the horizon which could affect continued 

momentum if not navigated successfully. A major re-structuring of the service announced at the end 

of Year 3 potentially included making substantial reductions to the workforce. This resulted in a 

general environment of uncertainty and anxiety at the site. Concerns were raised by some 

interviewees that this might undermine the extent to which staff were able to engage with new 

training or practices. Moreover, staff reductions through retirement in the Specialist Fostering Team 

were expected in the coming year and there were some uncertainties among evaluation participants 

whether these posts would be filled. There were concerns that this would increase pressure on 

capacity across the team, including the social pedagogues. It will be vital for sustainment for the 

site to ensure that time on social pedagogic development is protected, to maintain momentum and 

ensure that this element of their role does not become subsumed in the demands of case work and 

supervision. Nevertheless, if these external factors can be overcome, the overall prognosis for the 

continuation of social pedagogic practice is considered to be very positive due to the high levels of 

commitment to the approach, the significant efforts of the project team over the last three years, 

and the continuing and clear sustainability plans beyond the life of the Head, Heart, Hands project. 

The findings in the final year of evaluation strongly suggest that the work started under Head, Heart, 

Hands would continue to develop and would ǊŜƳŀƛƴ ǇŀǊǘ ƻŦ ǘƘŜ ŀǳǘƘƻǊƛǘȅΩǎ ǎǘǊŀǘŜƎȅ ŦƻǊ [ƻƻƪŜŘ !ŦǘŜǊ 

and Accommodated Children. 

hǾŜǊŀƭƭΣ ǘƘŜ ŦŀŎǘƻǊǎ ƛƳǇƭƛŎŀǘŜŘ ƛƴ ǘƘƛǎ ǎƛǘŜΩǎ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ǎǳŎŎŜǎǎ ŀǇǇŜŀǊ ǘƻ ƛƴŎƭǳŘŜΥ 

¶ The decision to employ two experienced social pedagogues in dual roles (case holding and 

working on Head, Heart, Hands in parallel), and the resulting easier integration of the social 

pedagogues into the wider fostering service.   

¶ Particularly careful recruitment strategy for the social pedagogues 

¶ The successful establishment by the two social pedagogues of an effective and mutually 

supportive relationship in which different strengths and aptitudes were utilised.   
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¶ A relatively stable context, no structural upheavals of note, and no significant increase in 

normal staff turnover 

¶ A clear implementation plan for the project, established at the outset 

¶ Persistence in pursuing a plan for sustainment and scale-up using in-house skills but building 

on Head, Heart, Hands materials  

¶ Strong and continued support at the corporate leadership level, including allocation of 

additional resources for sustainment. 

¶ Strong programme leadership including that of the site project lead and Strategy Group, 

building on a clear implementation plan.  
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The implementation of Head, Heart, Hands - site case study: Purple site      
 

 

 

 

Implementation at a glance 

This site was one of the implementation successes of the programme. Head, 

Heart, Hands was viewed from the start as part of a wider and ongoing strategy 

to introduce social pedagogic practice across the service, which enabled case 

study participants to feel confident in investing into the approach. The site had 

prior familiarity both with social pedagogy, including the employment of 

pedagogues, and with innovation projects more generally.  The project team also 

recognised the limitations of the timeframe and the resources provided through 

the Head, Heart, Hands programme for a site of its large size. The site did not 

expect overnight transformation or systems change. It was pleased with what 

had been achieved at the end of the project. Motivation to continue the work 

started by Head, Heart, Hands beyond the programme timeframe was strong at 

the end of the evaluation period.  

The site did face some challenges during the project, including a partial 

restructuring of the fostering service during the second year. This, combined, 

with central programme demands on the Head, Heart, Hands project team, 

resulted in pressures on capacity and workload. One of their two pedagogues left 

in 2014 to take up a promotion elsewhere and a new social pedagogue joined the 

team around 14 months before the end of the project, which presented some 

challenges. There were also challenges associated with the fit of social 

ǇŜŘŀƎƻƎǳŜǎ ǘƻ ǘƘŜ ǇǊƻƧŜŎǘΩǎ ǊŜǉǳƛǊŜƳŜƴǘǎΦ ¢ƘŜ ǇǊƻƧŜŎǘ ǿŀǎ ŦƛǊƳƭȅ ŦƻŎǳǎŜŘ ƻƴ 

developing the approach for fostering, rather than wider systems change, which 

made sense given their size, but may have reduced outreach to other parts of the 

team around the child and beyond.  

By the end of the programme the site had secured resources to make one social 

pedagogue post permanent, and had begun an initiative to roll out social 

pedagogic training to more carers and social work staff. The prognosis for 

sustained implementation, though not completely assured, was looking positive 

by the end of the project. The Head, Heart, Hands programme had helped the 

site to continue to make significant moves towards further embedding social 

pedagogic practice in fosteriƴƎ ΨōǳǎƛƴŜǎǎ ŀǎ ǳǎǳŀƭΩ. There was a continued 

commitment to the approach and structures were already in place to support 

this by the end of the programme.  
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1. Brief description of the site  

This site is a local authority of a large county in England, consisting of a mixture of rural and urban 

environments spread across a large geographical area, and population of somewhat less than a 

million, mostly clustered around a few core towns. It has ŀ ƭŀǊƎŜ ŎƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜǎ ŘŜǇŀǊǘƳŜƴǘ and 

Head, Heart, Hands was situated within the fostering service, which is divided into six teams: two 

area fostering teams; a Friends and Family Team; and Intensive Intervention Team; a Recruitment 

and Training team and a Short Breaks for fostering team. At the start of the programme the short 

breaks team was not part of the fostering service, but was incorporated into it by the end of the 

ǇǊƻƎǊŀƳƳŜΦ ¢ƘŜ ŎƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜǎ ŘŜǇŀǊǘƳŜƴǘ ƛǎ ǘǊŀŘƛǘƛƻƴŀƭƭȅ ǎǘǊǳŎǘǳǊŜŘ ǿƛǘƘ ǎŜǇŀǊŀǘŜ ŦƻǎǘŜǊƛƴƎΣ 

ǊŜǎƛŘŜƴǘƛŀƭΣ ŀƴŘ ŎƘƛƭŘǊŜƴΩǎ ǎƻŎƛŀƭ ǿƻǊƪ (which includes permanency) sub-services. At the start of the 

programme the site had a little over 300 fostering households. By the end of the programme this 

number had increased to 400 households consisting of around 700 individual foster carers.   

On 2013 the fostering service obtained an Ofsted rating of ΨoutstandingΩ. This same rating was given 

at a prior inspection in 2008. In 2013 the site was particularly commended for its progressive 

ǘƘƛƴƪƛƴƎΣ ǿƘƛŎƘ άconstantly seeks ways to improve furtherέ όǇŀƎŜ о) and the social pedagogues were 

given as an example of this innovative working practice. 

2. Structural features of the Head, Heart, Hands project within the site  

 

The project was situated within the general fostering service, led by the Site Project Lead, the Team 

Manager of the central fostering team. The site appointed two social pedagogues, each based in 

one of the two area fostering teams. One was managed by the site project lead. This social 

pedagogue remained with the site throughout the duration of the project. In the other team, one 

social pedagogue in post for the first year of the project subsequently left, and another joined in late 

2014. This social pedagogue was jointly supervised by the site project lead and the team manager. 

None of the social pedagogues employed by the Site as part of Head, Heart, Hands had a great deal 

of experience working in the UK or in fostering prior to Head, Heart, Hands. However all were 

qualified to practice social work in the UK and were case holding; albeit with a considerably reduced 

case load compared to what would normally be expected of a 50% FTE supervising social worker. 

One of the social pedagogues also completed some assessments, which were noted to be 

particularly valuable in assisting the social pedagogues in familiarising themselves with the English 

fostering system.  

 

The site was supported by one SPC site support lead who provided pedagogic supervision to the two 

social pedagogues and strategic consultation to the site. The SPC site support lead changed in Year 2, 

following a period of maternity leave. The site project lead reported finding the external support of 

the SPC lead extremely helpful, especially in regard to developing a social pedagogic lens upon how 

best to support the social pedagogues. Towards the end of the project the Training and Recruitment 

manager became more involved with the Head, Heart, Hands team, as they began develop their own 

in house training strategy; see below.    
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3. The form of Head, Heart, Hands within the site 

This site operated the core Head, Heart, Hands model of training for a defined cohort of foster carers 

ŀƴŘ ǎƻƳŜ ǎǘŀŦŦ ǘƻǿŀǊŘǎ ǘƘŜ ŜƴŘ ƻŦ ¸ŜŀǊ мΣ ŦƻƭƭƻǿŜŘ ƛƴ ¸ŜŀǊǎ н ŀƴŘ о ōȅ ΨƳƻƳŜƴǘǳƳΩ ŀŎtivities aimed 

both at deepening existing knowledge and at reaching a wider constituency within the large 

fostering service. In this very large site, the focus of the project over the three years was squarely on 

developing social pedagogy amongst foster carers, with much less emphasis on reaching staff or on 

wider systems outreach. Experiential activities were provided, and the social pedagogues also 

carried out some focused direct intervention work in fostering cases that were supervised by others.  

CŜŀǘǳǊŜǎ ƻŦ ǘƘƛǎ ǎƛǘŜΩǎ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ƻŦ Head, Heart, Hands included: 

Learning and Development 

¶ The original Head, Heart, Hands cohort of core Learning and Development courses were 

offered between March 2013 and January 2014 and were attended by 39 foster carers and 

nine members of staff, including two supervising social workers.  

¶ The site has developed an in-house one day and two day training course in partnership with 

the Recruitment and Training team.  

¶ The social pedagogues worked alongside the Recruitment and Training team to explore how 

social pedagogic elements can be incorporated into other training courses.  

Activities and social pedagogic interventions  

¶ The social pedagogues provided some direct interventions with a small number of families, 

co-worked with the supervising social worker. 

¶ One of the social pedagogues was involved in a small number of assessments and was a 

member of the Fostering Panel.  

¶ Some momentum and support groups were initiated for foster carers, but they were not 

well attended. 

¶ Reflective activities were run by the social pedagogues in fostering team meetings. 

¶ ! Ψ/ƘŀƳǇƛƻƴΩǎ ŎƻǳǊǎŜΩΣ ǊŜŦŜǊǊŜŘ ǘƻ ŀǎ ΨǇǊƻƳƻǘŜǊǎΩ ǿŀǎ Ǌǳƴ ƛƴ ǘƘƛǎ ǎƛǘŜΦ Lƴ total the site 

identified 17 promoters, consisting of both staff and foster carers. 

¶ Social pedagogy activity days were delivered in a range of different formats. 

Reach and systems outreach 

¶ Of the 300 fostering households in the local authority at the time of the training (early to 

mid 2013), approximately 13% participated in the core Learning and Development course 

(n= 39). 

¶ The Orientation days were attended by 91 foster carers, the highest attendance of any of 

the Head, Heart, Hands demonstration sites. Many more carers, children and families did 

not attend the courses but attended other activities where they were exposed to social 

pedagogic thinking and practices. 

¶ The core courses were attended by nine members of staff, two of whom were supervising 

social workers. The Orientation days obtained a higher staff attendance, including 21 

Supervising Social ²ƻǊƪŜǊǎΣ ŦƛǾŜ ƳŀƴŀƎŜǊǎ ŀƴŘ оо ΨƻǘƘŜǊ ǎǘŀŦŦΩΦ  



 

© Colebrooke Centre and Loughborough University, 2016        

Page | 16 

¶ The social pedagogues provided multiple presentations at different areas of the service. 

¶ Engagement with the project outside of the fostering service was described as variable, with 

staff other than those in the fostering teams described as aware of the project but not 

engaged.  

Policies and Procedures  

¶ Foster carer supervision sheets were reviewed in partnership with foster carers, to ensure 

they reflect a more social pedagogic approach. 

¶ The site reviewed the way that allegations are addressed with a social pedagogic lens. As 

part of this work they have reviewed practice and planned to initiate a peer support group 

for foster carers who have been subject to allegations (not yet started when the evaluation 

ended) 

Particular features of note, specific to this site 

¶ Procedures for responding to allegations were considered through a social pedagogic lens 

(the only site to have tackled this area). 

¶ The site produced a booklet about social pedagogy which was circulated to all foster carers 

at the service and a wide number of staff in all areas of the service. The number of recipients 

of this booklet was in the region of 500 individuals. 

¶ Some other social pedagogues were employed ŜƭǎŜǿƘŜǊŜ ƛƴ ǘƘŜ ŎƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜǎ 

department, who provide a peer group for the Head, Heart, Hands social pedagogues.  

 

4. Summary of features of the site relevant to understanding the ease or difficulty of 

implementation of Head, Heart, Hands  

 

The site had a longstanding interest in social pedagogy outside of the fostering service. Prior to 

Head, Heart, Hands ǘƘŜȅ ƘŀŘ ǇŀǊǘƛŎƛǇŀǘŜŘ ƛƴ ǘƘŜ 5ŜǇŀǊǘƳŜƴǘ ŦƻǊ 9ŘǳŎŀǘƛƻƴΩǎ Ǉƛƭƻǘ ǘƻ ƛƴǘǊƻŘǳŎŜ ǎƻŎƛŀƭ 

pedagogy into residential homes and had continued to employ social pedagogues in their residential 

service. Social pedagogues were also employed in the adoption teams. All of these social 

pedagogues met together on a regular basis and (uniquely within the demonstration programme) 

the SPC site support lead was commissioned (funded independently of Head, Heart, Hands) to 

provide social pedagogic supervision to the social pedagogues employed in the adoption service. 

Head, Heart, Hands was described as part of a wider strategy to embed social pedagogic practice 

across the Children Services Department. This wider interest in social pedagogy, along with a 

relatively stable senior corporate leadership ensured consistent support for the project for the 

duration of the programme. The relatively traditional structure and the non-complex configuration 

of teams facilitated the project team in keeping a focus, which in this site took the form of 

embedding the approach into fostering. However, the traditional structure with clear separation of 

teams (as in some other similar sites and explored further in the main report) also resulted in little 

ΨŎǊƻǎǎ-pollinationΩ ŀōƻǳǘ ƛƴƴƻǾŀǘƛƻƴǎ ŀŎǊƻǎǎ ǎŜǊǾƛŎŜǎ at an operational level (for example, the 

fostering social work staff were not as familiar with social pedagogy at the start of the Head, Heart, 

Hands project as might be expected following a major initiative, albeit within a different part of the 

service). Consequently, in the early phases of the project there was perhaps less understanding and 
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familiarity with the approach among the operational staff than might have been expected at a site 

with a long standing engagement with the approach.  

 

The site had a culture of embracing innovations and initiatives, and had already been involved in 

other projects (for example, the ƛƴǘǊƻŘǳŎǘƛƻƴ ƻŦ ǘƘŜ 5Ŧ9Ωǎ ΨKEEPΩ ƛƴǘŜǊǾŜƴǘƛƻƴύΦ ¢ƘŜȅ were therefore 

experienced and familiar with the process of introducing new approaches. Conversely, Head, Heart, 

Hands was described as one initiative among many and some participants expressed concerns that 

the project had to compete for resources and attention in a crowded environment. The Site Project 

Lead gave energetic leadership and was a longstanding and well respected employee at the site. She 

dedicated a great deal of time to the project, remained consistently enthusiastic and was described 

as an active and committed advocate for the approach. The particular expertise of the social 

pedagogues, their ability to demonstrate in practice the unique features of the approach, and their 

general enthusiasm and dedication to the work were also noted by case study participants.  

 

As for other large sites in the programme, the large scale and size of the site, both in relation to 

population and geography, was identified as a challenge. Ensuring wide reach within the service 

even to carers (let alone staff) with the resources provided for the programme was not possible,  

and in the end, they had trained only 13% of the carer population by Year 3. Nevertheless, case 

study participants noted that they had been realistic about this from the outset, reporting that they 

have never expected to reach the entire service in the duration of the programme.  

 

5. Brief summary of implementation process and trajectory over time: key features and 

events 

 
Overview 

 

In the final year of the project the site were well into full implementation. A good proportion of the 

staff and foster carers who had attended the Head, Heart, Hands core courses were reported to be 

using the tools and starting to incorporate social pedagogic principles into their practice. The Head, 

Heart, Hands project team had made substantial progress in ensuring that as many staff and foster 

carers as possible were aware of the programme and social pedagogy, even if they had not been 

trained in it. By the final year some early resistance from staff (see below) appeared to have 

lessened. There was a general sense of positivity about what had been achieved during the project 

as the formal programme was coming to an end.  

There were indications by the final year of the project the site was starting to move into sustained 

implementation. For example, social pedagogy had begun to form part of the ǎƛǘŜΩǎ ǎǘŀƴŘŀǊŘ 

training package. The site had developed its own in-house social pedagogy training programme with 

the aim of ensuring that social pedagogic practice would eventually become widespread across the 

service. The site was, however, realistic that reaching sustained implementation would take time 

given the size of the authority. There was also some evidence that social pedagogy was influencing 

the wider site functions, such as the process for dealing with allegations against carers.  Case study 

participants noted that while the Head, Heart, Hands programme had helped them to make 
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significant moves towards further embedding social pedagogic practice, the programme was too 

ǊƛƎƛŘ ŀǘ ǘƛƳŜǎΦ ¢ƘŜǊŜ ǿŀǎ ŀ ǎŜƴǎŜ ǘƘŀǘ ǘƘŜ ΨǊŜŀƭ ǿƻǊƪΩ ƻŦ scaling up and sustaining the approach 

across the site would begin through making adaptations that were more responsive to local need.  

If this direction of travel continued, it seemed likely that the approach would increasingly be 

incorporated into the mainstream functioning of the fostering service. 

Year by year 

While the overall picture was positive, the implementation of Head, Heart, Hands in this site was not 

without its challenges. The first year of the programme was largely promising, with a focus on 

establishing the social pedagogues and setting up the core Head, Heart, Hands Learning and 

Development courses. Case study participants reported some challenges at this point around the 

integrating the social pedagogues into the service. This was largely due to the inexperience of the 

social pedagogues in the UK system. The site also experienced some resistance from staff, who 

were unclear about the aims and objectives of the programme and the role that the social 

pedagogues played in it and the wider functioning of the site. The first year of the project was also 

reported to be extremely busy, with central programme demands (meeting, monitoring and 

reporting) having a substantial impact on the workload of the Site Project lead in particular. These 

challenges were however largely overcome by the second year. 

A re-structuring of the fostering service in Year two impacted on the workload across the service 

and resulted in general sense of instability. One of the social pedagogues left the site, and there 

were several months when the remaining social pedagogue was left to move the programme 

forward single handed. This was compounded by generally high workloads across the project team. 

The nŀǘƛƻƴŀƭ ǇǊƻƎǊŀƳƳŜΩǎ ŘŜƳŀƴŘǎ ƻƴ ōƻǘƘ ǘƘŜ ǎƻŎƛŀƭ ǇŜŘŀƎƻƎǳŜ ŀƴŘ ǘƘŜ site project leadΩǎ ǘƛƳŜ 

were raised as a significant concern, although these were reduced by Year 3. There were some 

challenges in effectively integrating the new social pedagogic into the project. These were, in part, 

to be expected when joining a complex programme half way through, especially one was constantly 

developing. The new social pedagogue had not been party to the early programme-wide discussions 

around implementation, and a lack of a clear implementation plan for the national programme 

resulted in a lack of clear written reference materials available for programme orientation purposes.  

Workload pressures among the remaining Head, Heart, Hands team, and perhaps most significantly, 

lack of fit between the new social pedagogue with the site (explored further below) further 

compounded the challenges of fully integrating the new social pedagogue into the post.  

Despite these challenges the site achieved a great deal in the timeframe of the programme and a 

great deal of positivity about social pedagogy as an approach remained at the end of Year three. The 

final year of the programme was characterised as very positive and a time of real consolidation and 

progress.  As explored in more detail in the main report, following a period of negotiations with the 

programme team to allow the site to provide in-house training courses using the Head, Heart, Hands 

materials, the site established their own training programme, which enabled the site to inform more 

staff and foster carers about the project and, in their view, moved them closer to sustained 

implementation.  



 

© Colebrooke Centre and Loughborough University, 2016        

Page | 19 

 

 

 

 

 

 

 

 

 

 

 



 

© Colebrooke Centre and Loughborough University, 2016        

Page | 20 

6. Stages of the implementation process that raised challenges  

 
As noted across the programme and explore in the main report, bȅ ǘƘŜ ŎŀǎŜ ǎǘǳŘȅ ǇŀǊǘƛŎƛǇŀƴǘǎΩ ƻǿƴ 

admission, more attention could have been paid to the exploration stage at this and in particular, 

more could have been done to prepare the service for the project. Some initial resistance from 

operational staff might have been alleviated by better and clearer communication to both frontline 

staff and their managers about the project itself, and by being clearer about the remit of the social 

pedagogues.  

 

As noted elsewhere in other sites (see the main report), this site found that engaging whole teams 

around the child was challenging, and there was no strategic plan developed to guide this work 

either nationally or locally . /ƘƛƭŘǊŜƴΩǎ ǎƻŎƛŀƭ ǿƻǊƪŜǊǎ ǿŜǊŜ ǇŀǊǘƛŎǳƭŀǊƭȅ hard to engage in the 

project. Consequently, there were some examples of inconsistencies in the messaging to foster 

carers, whereby supervising social workers (who were engaged in the programme) offered foster 

ŎŀǊŜǊǎ ŀ ŘƛŦŦŜǊŜƴǘ Ǉƻƛƴǘ ƻŦ ǾƛŜǿ ǘƻ ŎƘƛƭŘǊŜƴΩǎ ǎƻŎƛŀƭ ǿƻǊƪŜǊǎ όǿƘƻ ǿŜǊŜ ƴƻǘ). This had resulted in a 

small number of foster carers losing confidence in the project. It was felt by the site that if the 

national programme design had allowed for more professionals to attend the training, the potential 

for this happening might have been reduced.  

Installation and initial implementation stages went very well for the site and the Head, Heart, 

Hands Learning and Development courses were delivered with good levels of attendance. Full 

implementation was more challenging for the site, for some of the reasons noted above. However 

by the end of Year 3 many of these difficulties had been resolved and there was a general sense of 

positivity at the site. As the site moved towards sustainment and scale up, they began to focus on 

developing training in-house, and  increasing the number of foster carers and staff who had been 

trained in social pedagogy, with the aim of increasing  the spread of the approach across the service.  

 

7. How Head, Heart, Hands met initial expectations, and what was learned in this site  

Overall, the site was very pleased with the progress and reported that Head, Heart, Hands provided 

a good springboard for them to further embed social pedagogy within the local authority. The site 

had realistic expectations about what might be achievable in the timeframe of the programme, and 

considered that the project enabled them to achieve a great deal. In particular, they have gathered a 

group of around 20 foster carers who are were still using the approach and a small number who 

reported making substantial positive changes to their practice as a result. As such there was a great 

deal of positivity about what had been achieved.  

The fit between the particular social pedagogues and the specific needs of the site was highlighted 

in this site, as in the main report, as an area for further consideration. While it was universally 

agreed that the site could not have achieved such good traction for social pedagogy without 

professional social pedagogues, it was also noted that getting the match of person to job role was 

important. One social pedagogue had particularly struggled during the project, finding the 

developmental work unrewarding and preferring direct intervention work (note that in other sites, 

precisely the opposite was true in some cases. This issue is explored in more depth in the main 

report). There was also some lack of fit between the two social pedagogues, who came from 



 

© Colebrooke Centre and Loughborough University, 2016        

Page | 21 

different countries and traditions of social pedagogy, and had different perspectives on various 

social pedagogic principles.  

8. The extent to which social pedagogy had penetrated operations within this site 

 

Foster carers themselves were identified as being the main locus of change at the site. Around half 

(20) of original cohort of foster carers were described as being still ΨengagedΩ in social pedagogy to 

varying degrees at the end of the programme. As in some other sites, this site also had a smaller 

group who were very positive about the impact that the approach had on their practice and were 

consistently vocal supporters ŀƴŘ ΨŜƴƎŀƎŜŘ ŀŘƻǇǘŜǊǎΩΤ ǎŜŜ ǘƘŜ Ƴŀƛƴ ǊŜǇƻǊǘύ.  

Despite the large size of the site, the project also made significant progress with engaging staff. 

While there was variability in the engagement of staff, early resistance lessened and by the end of 

the project very few were still outright sceptics.  However, because the focus of this site was mainly 

on supporting foster carers to become familiar with social pedagogic approaches, rather than social 

workers, ǘƘŜ ΨǊŜŀŎƘΩ ǘƻ ǎǘŀŦŦ ǿŀǎ ōȅ ǘƘŜ ŜƴŘ ƻŦ ǘƘŜ ǇǊƻƎǊŀƳƳŜ ǎǘƛƭƭ ǊŜŎƻƎƴƛǎŜŘ ŀǎ ŀƴ ŀǊŜŀ ŦƻǊ ŦǳǊǘƘŜǊ 

effort.  Some case study participants questioned the depth and quality of knowledge about social 

pedagogy across the site, noting that while a large number of staff at all levels of the organisation 

were familiar with the term, many, especially those who had not engaged with the Learning and 

Development programme, did not understand the approach in sufficient depth to apply it to their 

practice. Nevertheless, some examples of supervising social workers and family support workers 

adopting the tools and methods of Head, Heart, Hands into their practice were identified. The social 

pedagogic approach to risk was identified as an area that was particularly beneficial to practice.  

The evaluation did not identify a great deal of impact on the overall functioning of the site, although 

pockets of change were beginning to emerge. The work around allegation is one such example, 

along with the Fostering Panel, which had begun to recommend some foster carers attend the social 

pedagogy training, which suggests that the approach is starting to into wider practice at the site.  

9. Future prognosis 

The site had done some planning toward sustainment and scale up, still with a firm focus on 

spreading and embedding the approach in fostering. They planned to retain one social pedagogue in 

post after the official end of the Head, Heart, Hands programme, primarily working with the training 

team to deliver social pedagogy training courses and to further explore the incorporation of social 

pedagogic principles into other training courses. The social pedagogue would continue to carry out 

some case work, and attend the Fostering Panel.  The social pedagogue would also be undertaking 

some other social pedagogic development activities. However, at the time of the final evaluation 

interviews these activities were yet to be clearly defined, and as several stakeholders pointed out, 

one social pedagogue alone in such a large fostering service might find it hard to work effectively. 

However the presence of some internal social pedagogic networks offered some solutions here. 

The data gathered suggested that the work started under Head, Heart, Hands would remain part of 

ǘƘŜ ŀǳǘƘƻǊƛǘȅΩǎ ǎǘǊŀǘŜƎȅ ŦƻǊ ŎƘƛƭŘǊŜƴ ƛƴ ŎŀǊŜ ŀƴŘ ŎƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜǎΦ ¢ƘŜ ǎƛǘŜ was in principle highly 

committed to the approach, and Head, Heart, Hands was framed as part of a wider strategy across 

the site to adopt social pedagogic principles. The site planned to retain the strategy group, to steer 

the strategic direction of social pedagogic development. The site had moved away from referring to 
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άHead, Heart, Handsέ ōȅ ǘƘŜ ŜƴŘ ƻŦ ǘƘŜ ǇǊƻƧŜŎǘ ǘƻ ǇǊƛƳŀǊƛƭȅ ǘŀƭƪ ŀōƻǳǘ άǎƻŎƛŀƭ ǇŜŘŀƎƻƎȅέ, which 

implies that they had begun to move into independence from the formal programme structures.  

More work remained to consider strategies to support the continued engagement and 

development of those who had already completed the training, to maintain momentum and to 

enable staff and foster carers to fully embed the approach beyond the training room, into practice. 

In a busy and innovative site, it was also possible that social pedagogy might be subsumed as one of 

many initiatives at the site, competing with scarce resources and attention.  

hǾŜǊŀƭƭΣ ǘƘŜ ŦŀŎǘƻǊǎ ƛƳǇƭƛŎŀǘŜŘ ƛƴ ǘƘƛǎ ǎƛǘŜΩǎ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ǎǳŎŎŜǎǎ ŀǇǇŜŀǊ ǘƻ ƛƴŎƭǳde: 

¶ Dedicated and energetic leadership from the site project lead. 

¶ High levels of commitment to the approach, pre-existing and continuing beyond Head, 

Heart, Hands 

¶ Continued support for the approach at a senior level, and an overarching strategy to see the 

approach embedded across the site. 

¶ Familiarity with innovation projects 

¶ The ability of the social pedagogues to demonstrate social pedagogy in action and to engage 

and work with staff and carers alike. 

¶ A positive and supportive relationship between the SPC site lead and the senior staff in the 

site 

¶ Realistic expectations for what could be achieved with small resource in three years in a 

large service, and an prior understanding of the slow and uneven paces of innovation 

projects 

 



 

© Colebrooke Centre and Loughborough University, 2016        

Page | 23 

The implementation of Head, Heart, Hands - site case study:  Green Site 
 

 

Implementation at a glance 

This site had mixed success in implementation of Head, Heart, Hands, although it had a long-

standing interest in social pedagogy.  One of the smaller in the programme group, it was part of 

a larger (independent) voluntary non-profit fostering agency based in Scotland. The site was 

committed to social pedagogic approaches to fostering from the outset and considered Head, 

Heart, Hands to be a good fit with existing practice at the service, which they believed to 

already reflect the key features of a pedagogic framework.  They had also had social pedagogic 

training for some staff in the past. Although future developments might yet support further 

development of social pedagogy, at the end of the Head, Heart, Hands programme, although 

continuing to support the approach in principle, the site had decided not to retain a social 

pedagogue in post and had not formulated a clear plan for how to sustain the work after the 

Head, Heart, Hands social ǇŜŘŀƎƻƎǳŜΩǎ ŘŜǇŀǊǘǳǊŜΦ  

There was a general sense of disappointment at the overall lack of impact on the site from the 

Head, Heart, Hands project, and in particular, the site struggled to identify and articulate the 

added value that the specific inputs of Head, Heart, Hands had brought to existing practice.  

Although initial resistance decreased during the project, the Head, Heart, Hands team and the 

single social pedagogue based there found it difficult to secure meaningful engagement from 

fostering service staff, with a few exceptions.  There was recognition across the site that the 

social pedagogue role had not been effectively utilised, in part because the social pedagogue 

undertook minimal direct work with families during the project. Some colleagues reported that 

without seeing the social pedagogue engaged in direct work with foster carers and children, it 

was difficult to differentiate social pedagogic practice from their own existing practice. This was 

compounded by a number of changes in the corporate leadership at the site and a perception 

by project staff of fluctuating support at strategic levels, which were a feature throughout the 

project timeframeΦ  ¦ƭǘƛƳŀǘŜƭȅ ǘƘŜ ǇǊƻƧŜŎǘ ǿŀǎ ǳƴŀōƭŜ ǘƻ ŎǊŜŀǘŜ ǘƘŜ ǎŀƳŜ ǘǊŀŎǘƛƻƴ ŀƴŘ ΨōǳȊȊΩ 

around Head, Heart, Hands that was achieved in some other sites.  

Social pedagogy as a framework for practice had been brought ƳƻǊŜ Ψto the foreΩ during the 

project, and the site appears to have become more intentional and explicit about how social 

pedagogy could inform the way that foster carers and children and young people were cared 

for. Specific tools such as the Three Ps had provided a useful framework for practice, and had 

facilitated wider discussions around site operations. The Site Project Lead remained dedicated, 

enthusiastic and showed an unwavering commitment to Head, Heart, Hands throughout the 

project. A significant and positive impact of the project on a number of foster carers was 

reported, and for this reason, it was likely that social pedagogy would continue to be a focus at 

the site. The site expressed the intention to incorporate social pedagogy training into 

mandatory staff training and post-approval foster carer training in the future. However, there 

was an absence of clear support for this at the senior corporate leadership by the end of the 

programme, and no clear plan in the team for how to support continuing social pedagogic 

development without access to a professionally qualified social pedagogue.  
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1. Brief description of the site  

This site is a small independent not for profit fostering service in Scotland and part of a larger 

agency.  The fostering team is a relatively small component of the organisation as a whole, which 

provides a range of well-regarded services including residential care, drug and substance misuse 

support, and services for young people not in education or employment. The team consisted during 

the project period of three social workers, two family workers and a National Fostering Coordinator 

supporting around 16 foster carers caring for children and young people from a number of local 

authorities across Scotland. The children and young people placed with them tend to have high 

levels of need, including multiple placement breakdowns and emotional and behavioural difficulties.  

Lƴ 5ŜŎŜƳōŜǊ нлмн ǘƘŜ ŦƻǎǘŜǊƛƴƎ ǎŜǊǾƛŎŜ ǿŀǎ ŀǎǎŜǎǎŜŘ ŀǎ ōŜƛƴƎ ΨDƻƻŘΩ ŦƻǊ /ŀǊŜ ŀƴŘ {ǳǇǇƻǊǘ ŀƴŘ Ψ±ŜǊȅ 

DƻƻŘΩ ŦƻǊ ǎǘŀŦŦƛƴƎ ŀƴŘ ƳŀƴŀƎŜƳŜƴǘ ōȅ ǘƘŜ Care Inspectorate. In the most recent inspection report 

(January 2016) the service obtained ratings of ΨVery GoodΩ for the quality of care and support and 

staffing and ΨGoodΩ for the quality of management and leadership. In this report the service was 

commended for their reflective and holistic approach to practice.  

2. Structural features of the Head, Heart, Hands project within the site  

There was relative stability within the Head, Heart, Hands project team throughout the course of 

the project. The site had one social pedagogue throughout, who was based in the fostering team. 

The social pedagogue was not case holding, although they worked directly with a small number of 

foster families over the duration of the three years.  Prior to Head, Heart, Hands the social 

pedagogue had no experience of the UK Social Care system, or of fostering specifically. The social 

pedagogue was originally supervised by the senior social worker in the team. However following an 

overseas study visit attended by the social pedagogue and one of the supervising social workers, this 

social worker developed a keen interest in social pedagogy and took over the line supervision of the 

pedagogue.  This change was reported to be positive. The site was supported by one SPC Site 

Support Lead, based in England. The Site Project Lead role was filled by the National Fostering 

Coordinator.  The steering group όǊŜŦŜǊǊŜŘ ǘƻ ŀǎ ǘƘŜ ΨǎǘǊŀǘŜƎȅ ƎǊƻǳǇΩ in this site) ceased to meet half 

way through the project in April 2014.   

The siǘŜ ǿŀǎ ΨǇŀǊǘƴŜǊŜŘΩ with another Scottish site within the Head, Heart, Hands programme, 

although in reality the two sites (one a local authority) operated quite independently throughout the 

course of the programme, with the exception of an exchange between the two sites which occurred 

in the second year,  and some interaction between the social pedagogues at each site. The social 

pedagogue was thus relatively isolated within the site. The social pedagogue, did however, have 

regular contact with social pedagogues from one of the other Head, Heart, Hands sites which was 

geographically close. 

The site was traditionally structured and consisted of a small fostering team, which included a senior 

practitioner. The team was managed by the National Fostering Coordinator, who had strong and 

regular links with the corporate leadership of the organisation.  
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3. The form of Head, Heart, Hands within the site 

This site expressed a pre-existing commitment to social pedagogy as an underlying theoretical 

framework for their practice.  This site operated a variant on the core Head, Heart, Hands model, by 

providing by one-to-ƻƴŜ ΨŎŀǘŎƘ ǳǇΩ ǎŜǎǎƛƻƴǎ ŦƻǊ ǘƘƻǎŜ ǿƘƻ Ƙŀd missed core Head, Heart, Hands 

Learning and Development sessions.  Unlike other sites, this site provided few specific group 

ΨƳƻƳŜƴǘǳƳΩ ŀŎǘƛǾƛǘƛŜǎ ƻǊ ƻǇǇƻǊǘǳƴƛǘƛŜǎ designed specifically to deepen understanding and practice 

of social pedagogy through experiential learning. They did, however, mount three innovative (in the 

ŎƻƴǘŜȄǘ ƻŦ ǘƘŜ ǇǊƻƎǊŀƳƳŜύ ΨǇǊŀŎǘƛŎŜ ŜȄŎƘŀƴƎŜǎΩ ƛƴ ¸ŜŀǊ н in collaboration with their Head, Heart, 

Hands partner site, one involving a trip overseas to observe social pedagogic practice in another 

service. These were felt to have been very successful in raising the profile of the project for a while. 

They also mounted an Head, Heart, Hands-ŘŜǎƛƎƴŜŘ ΨŎƘŀƳǇƛƻƴǎΩ ŎƻǳǊǎŜΦ  bƻ ŎŀǎŜ ǿƻǊƪ ǿŀǎ 

undertaken by the social pedagogue in this site.  

The key features of implementation of Head, Heart, Hands in this site are summarised below:  

Learning and Development 

¶ The Head, Heart, Hands Core Learning and Development courses were offered between 

March and September 2013 to two groups of carers (20 in total).  

¶ The site also offered one to one follow up with those foster carers who were unable to 

attend the Head, Heart, Hands Learning and Development courses and the social pedagogue 

delivered a set of six evening sessions for foster carers in the winter of 2014 (October ς 

December). 

¶ The site delivered its own Taster and Orientation days to other parts of the organisation.  

¶ The social pedagogue developed training materials introducing social pedagogy.  

Activities and experiential learning  

¶ ¢ƘŜ ǎƛǘŜ Ƙŀǎ ŀƭǿŀȅǎ ǇǊƻǾƛŘŜŘ ΨŀŎǘƛǾƛǘȅ ŘŀȅǎΩ ŦƻǊ ǘƘŜƛǊ ŎŀǊŜǊǎ ŀƴŘ ŦƻǊ ŎƘƛƭŘǊŜƴ ŀƴŘ ȅƻǳƴƎ 

people. As part of Head, Heart, Hands, social pedagogic elements were further incorporated 

into these days, and foster carers were encouraged to participate in the activities with the 

children (formerly the foster carers would sit together while the children and young people 

took part in the activities)  

¶ The site participated in three Practice Exchanges: one to Denmark in May 2014, which was 

attended by a supervising social worker, the social pedagogue and the SPC site support lead, 

and exchanges with another Head, Heart, Hands site in September 2014. These exchanges, 

while funded externally to the Head, Heart, Hands programme, were described by staff as 

being pivotal to the project and a growing sense of enthusiasm for social pedagogic thinking 

amongst some key participants.  

¶ A Head, Heart, Hands ΨŎƘŀƳǇƛƻƴΩǎ ŎƻǳǊǎŜΩ, which included residential care staff, and about 

which there were mixed opinions.  
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Reach and systems outreach 

¶ The Core Learning and Development Courses were attended by 20 foster carers, which 

amounted to an in-depth reach of approximately 90% of their total pool at the time of the 

courses. However, the site reported that the timings of the courses was not always 

convenient, as it clashed with school pick up and drop off times, along with other 

commitments. As a result, while 20 foster carers were signed up to the courses, attendance 

at these courses was in fact variable.  

¶ 12 members of staff attended the Orientation Days.  

¶ Around half of the original cohort of foster carers were reported to be still engaged with the 

approach at the end of Year 3, with a core group of around three carers being extremely 

engaged and enthusiastic. Others remained ambivalent about the approach.  

¶ Engaging other service areas located outwith the site was problematic. The social pedagogue 

and the supervisor undertook a range of awareness-raising activities with placing and 

parǘƴŜǊ ŀƎŜƴŎƛŜǎΦ [ƛƪŜ ƻǘƘŜǊ ǎƛǘŜǎΣ /ƘƛƭŘǊŜƴΩǎ {ƻŎƛŀƭ ²ƻǊƪŜǊǎ ǿŜǊŜ ǊŜǇƻǊted to be aware that 

the site was part of the Head, Heart, Hands programme but were not engaged with social 

pedagogic practice, or with the project, to any measurable degree.   

Policies and Procedures 

¶ Social pedagogic principles were ƛƴŎƻǊǇƻǊŀǘŜŘ ƛƴǘƻ ǘƘŜ ǎŜǊǾƛŎŜΩǎ ǇǊŀŎǘƛŎŜ Ƴŀƴǳŀƭ (prior to 

Head, Heart, Hands) ŀƴŘ ŘŜŦƛƴŜŘ ŀǎ ǘƘŜ ΨǳƴŘŜǊǇƛƴƴƛƴƎ ǘƘŜƻǊŜǘƛŎŀƭ ŦǊŀƳŜǿƻǊƪΩ ŦƻǊ ǇǊŀŎǘƛŎŜ 

for this site. 

¶ The site had begun to reform their supervision with foster carers to incorporate elements of 

social pedagogic practice.  

Particular features of note, specific to this site 

¶ A small voluntary sector IFP, with a small project team  

¶ One social pedagogue 

¶ A relatively inexperienced social pedagogue, full time on the project, who did not hold 

fostering cases 

¶ A site that already claimed to be strongly familiar with and practicing social pedagogically, 

which may have reduced the interest in the Head, Heart, Hands project as duplicative  

¶ A flexible operating style and culture. 

 

4. Summary of features of the site relevant to understanding the ease or difficulty of 

implementation of Head, Heart, Hands  

Despite relative stability within the Head, Heart, Hands project team and the fostering service itself, 

changes within the senior corporate leadership of the organisation were an undermining and 

destabilising feature of this site during the project timeframe. The site had three changes in CEO in 

the three year duration of the project and carried out a restructure of the senior management tier. 

While the direct impact of these changes were largely external to the Head, Heart, Hands project 

team,  the site project lead was not only involved in the re-structuring discussions, but also took on 

additional responsibility in the final year of the project, and the heavy workload associated with 

combining  Head, Heart, Hands and routine responsibilities created ongoing pressure.  Despite these 
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ongoing workload pressures the site project lead remained dedicated, enthusiastic and showed 

strong commitment to Head, Heart, Hands throughout the project. The case study participants also 

agreed that the momentum and progress of the project was inhibited by the lack of an effective 

steering group, which ceased to meet half way through the project. This coincided with a number of 

key personnel changes and the implementation of an organisational review and restructure plan 

across the site.  

As in other sites, the size of the fostering service was influential to the implementation process. The 

service was small, and supported between 25 and 16 foster carers throughout the duration of the 

project. It was therefore able to offer the original Head, Heart, Hands Learning and Development 

courses to all carers, and a large proportion of the fostering service staff, including administrative 

staff, which (to our knowledge) was a unique feature of this site. However, uptake of the core Head, 

Heart, Hands Learning and Development courses among foster carers was reported to be varied. 

Consequently, the site offered one-to-one follow up training with those foster carers unable to 

attend the core sessions. Similarly, this offer was accepted to varying degrees.   

This site had only one social pedagogue, who was relatively inexperienced and undertook minimal 

direct work with children and young people and foster carers. The social pedagogue was relatively 

isolated at times.    

The site considered itself to be very familiar with social pedagogy: and one of the SPC organisations 

had been providing social pedagogy training for their residential staff since 2008. The approach was 

reported to align with existing practice across the fostering service, although some observers 

questioned the depth and quality of understanding in the site in general.  

5. Brief summary of implementation process and trajectory over time: key features and 

events 

Overview 

 

The site was felt to have reached full implementation by the end of the project, to the extent that 

almost all carers in the site had received the formal training. All of the staff and foster carers were 

aware of the social pedagogy, and some individuals had incorporated some elements of the 

approach into their practice to varying degrees. The site had by the end of project a small number of 

foster carers who were highly engaged in the project and had reported that Head, Heart, Hands had 

had a significant impact on their practice. Indeed, a recent Care Inspectorate Inspection report made 

a special mention of Head, Heart, HandsΣ ƴƻǘƛƴƎ ǘƘŀǘ άFoster carers were attuned to the needs of 

children and we saw some exceptional practice based on social pedagogy practiceέ όǇŀƎŜ мрύΦ   

However, some case study participants raised questions regarding the extent to which social 

pedagogy had been fully understood beyond a superficial level across the site. Excluding a small 

number of exceptions, Head, Heart, Hands was largely referred to, in interviews, in relation to the 

particular tools, suggesting that the site have not yet moved beyond a surface level understanding of 

the approach by the end of the project. Participants reported that there had been some 

miscommunications and misunderstandings about some of the core principles of social pedagogy,  

suggesting that the site was still trying to understand the basic tenets of some core concepts and 

ideas of the approach, evenin later stages of the project.   
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