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Introduction

This appendixo Implementing Head, Heart, Hands, M&eportcontainsseven case studies,

one for each of the geographic sites that took parthe Head, Heart, Hands programme Page |2

In theseimplementationcase studiesye identify local or cotext-specificfeatures that

provided a particular backdrop for understanding implementation within a particular site along
with someW y O 2 ¥xpgedighces that occued in two or more of the site§ he case studies
are intended to beread alongside the main report on the programmehere common issues
mentioned briefly in these case studies are elaborated and explained in more detail.

Each casstudy covers the period 20120130 W, S| NJOMQOST Nd MO YR HAaMp
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 si

Thecase studies have been anonymiseadrder to protect sites and individual/aluation
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 downbad further copies of the implementation main report,
case studies or summary

1 TheMain Reportis available to download at the Colebrooke Centre webs
at
http://www.cevi.org.uk/docs2/Implementing_Head Heart Hands Main_Report.
1 ASummary of Key Findings available to download at
http://www.cevi.org.uk/docs2/Implementig Head Heart Hands Summary.pdf

91 The individual journeys of sites that participated in the programme are
published asmplementation Case Studies a separate Appendix to the
main report:
http://www.cevi.org.uk/docs2/Implementing_Head Heart Hands Case Studies

T AlldocumentsOl y I f 482 06S NBINASOSR FTNRY
http://www.lboro.ac.uk/research/ccfr/research/exploring/projeetheadheart-
hands.html
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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

The implementation ofHead, Heart, Handssite case study:Pink Site

Implementation & a glance

This site was one of the implementation successes optbgramme. The éad, Page |3
Heart, Handsteam, located within the specialist fostering teanemained stable
throughout, and as didtrongsupport from the senior corporate leadershiwho
had some priordmiliarity with social pedagogy as an approagithough
LISRF323dzSaQ LlRalda ¢ SmeBdHgat iHandsyasfiamedd f
as part of a wider and ongoing strategy to introduce social pedagogic practic
across the service, which enabled caselgtparticipants to feel confident in
investing into the approach. There was a clear implementation plan,
underpinned by strong leadership consistingsefior managers, the Site Projec
Lead and an effective strategy group. These factors combined tbdaefidence
and the inteniion to make the programme successful. The project team also
recognised the limitations of the timeframe and the resources provided throu
the programme in a site of its size. As a result, motivation to continue the wo
startedby Head,Heart, Handsbeyond the programme timeframe was still stron
at the end of the funded periadrhe plan for continued scale up remained
faithful to some key elements of the core element of thead,Heart, Hands
design, and the focus was still firmly on scaling up within the fostering servic{

The social pedagogu@sthis siteg SNBE Of SI NI & LIA@20lyf
were well integrated into the team, assisted through holding a case load that
50% equivalent of a full time worker. The respect and credibility they establig
with their social work colleagueaapidly alleviated somearlyscepticism
amongst colleagued he pedagogues also had effective combination of skills
and experienceand quicklyestablished a supportive and effective working
relationship with each other.

By the end of the programme the site had secured resources to make the tw
a2 OA I £ LIS RidpetraaBattS Be adLdgania major initiative to roll ou
social pedgogic training to more careendsocial work staff. The site also
planned to continue to convene the steering group that had been pivotal duri
the project itself.

There were howevea number of key challenges on the horizon for the site,
including a cancil wide restructuringwith likelyreductiorsin staffing. However,
the prognosis for sustained implementation, though not asdumas looking
positive: there wagontinued commitment to the approach and structures wer
in place to support this.

© Colebrooke Centre and Loughborough University,6201



1. Brief description of the site

This sitds a large local authorityn Scotlandn a citywith apopulation ofunder 500,000esidents.It

contains a mixf affluent and less affluent areas. The fostering service, which is part of the Looked After
and Accomrodated Children Service, consists of around 50 social workers and approximately 350
approved foster carers. The Family Based Care service was divided into fiveReatasCare,
Permanence, Disability Fostering, Specialist fostdifgere theHead, Heart, Handsproject was
located)and a Recruitment team. This service structure remained relatively stable throughout the
course of theHead,Heart, Handsprogramme.

Page |4

At the beginning of the programme tHestering service had beerated & Y&bd&INyhe Care
Inspectorated Wdzf @ HAMHO® | &dzoaSljdsSyd AyalLlSOdAzy NBLZN
overall, andparticulaty commended for the support and training opportunities offered to its foster
carers.Head, Heart, Handsas mentioned irthe report, reflecting positive feedback provided by foster

carers to the inspectors.

2. Structural features of theHead, Heart, Handproject within the site

Head,Heart, Handswaslocated within the Specialist Fostering Teamvithin the larger subdivisioaf
FamilyBased 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 basisHowever, onlyabout a thirdof the carers who attended the originbllead, Heart, Hands

cohort werethemselvesspecialist foster careréhe others were general foster carers)

The project enjoyed relative stability of the teamin spite of theSite Project Leadhanging job roles

half way through the period fromieamLeader in the Specialist Fostering Team until the second year of
the project, to Recruitment Team Leader. It viiels that this change had not adversely affected the
project. Indeed, it was considered to be of greahb#t to the site by ensuring thatocial pedagogic
influence and thinking was reaching different parts of the serdic@ddition, the Family Based Care
Team Manager changed following the retirement of the one involved at the start of the project.

Thetwo social pedagoguewere co-located within this team and remained post throughout the

project Both socialpedagogues were experienced amegisteredto practice social work in the UK

One of thesocialpedagogues had previously worked within UK ¢hiBly Q& a2 OA L+t OF NB |y
knowledge and understanding of the environment within whitdad, Heart, Handsas being

implemented. The other, while having had some limited experience of the UK social care sector, had
previously worked in other countrgeand had therefore learnt to be adaptable to different corite

Both of thesocialpedagogues had  WR dzl f heiEnie 3/&xdividgtilRqually between social

pedagogic development and case holding as supervising social workerhathayomparativdy heavy

case loadvy the standards of other sigan the programme that amountetb 50% of a full time

equivalent workerThey weresupported byone representative from the &cial Pedagogy Consortium

(0.

Thesocialpedagogues were jointly superviseidom Year 2 the site project leadnanaged their work on
Head, Heart, Handsnd the Team Leader tie Sped@list Fostering Team supervisggtm on their case
load. This arrangement was reportedhiave workedvell. Strategic leadershigemained strongly
supportive, with the same individual in post since the beginning of the project

© Colebrooke Centre and Loughborough University,6201



3. The form ofHead, Heart, Handwithin the site

This site operated the cofdead, Heart, Handsodel of training for a defined cohort of foster carers
and some staff througthe second half 02013 followed in Years 2 and 3 by follay activities aimed
at deepening learning for the trained cohort. They also delivered their ovinouse additional training
courses of varying lengths aimed at reaching a wider constituencynvith looked after children
service. These were based on tHead, Heart, Handwaterials delivered by the social pedagogues
themselves, a departure from the cokead, Heart, Handmodel. They did not do direct work with
cases other than in the castgey themselves held.

Page |5

CSIFddz2NBa 2F (KAa HeadirHeatiHaddycuie® Y Sy Gl GA2Yy 2 F
Learning and Development

1 The originaHead, Heart, Handsohort of Learning and Development courses were offered
between May and October 2013.

9 Follow up Learningnd Development coursesd a foster carer development grompganised
and facilitated by the social pedagogues.

1 The site developed their own in house Taster, Orientation and Core Courses, delivered by the
socialpedagoguesupported by the SP@t the ime of the data collection they had delivered
three additional Orientation courses amte completedcohort 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 subattial number of attendees signed up to these.

1 Additional funds were made available by the site in Year 3 to 8@ time to suppothe social
pedagogueso further develop theirfacilitation skills to deliveongoingcourses

Activities and social pgagogic interventions

1 The site provided a number of different activities days which contain a social pedagogic element.
For example they deliverdd W/ I NB N& 2IL¥ B Q sefufididory@ social
pedagogic activities.

 The site initiated ORI YLIA2 YDy OFgNRE (KS WFHRG20F1SaQ LIN
reported to have been lessiccessful thahoped

1 The soal pedagogues wer@volved in postapproval training with new foster carers.

Reach and systems outreach

9 The core Learning and Belopment course were attended by 40 foster carers. This amounts to
an indepth reach of approximately1% of their total pool The Oriatation days were attended
by 62 foster carersMany more carers, children and families did not attend the courses but
attended other activities where they were exposed to social pedagogic thinking and practices.
1 The coe courses were attended by severembers of staffthe majorityof whom (n=5)were
supervising social worker§he course was also attended by a teachiéh & specific role to
overview education for looked after children in the sitdae Orientation days obtained a higher
staff attendance, including2 Supervising Social dkkers, one 2 (1 KYSINS NJ/ | fofstafir SY 6 S N
1 The siteconsidered that theyachievedgood levels of reach across the fostering servigeen
their size but reported that there are still MNR | Ra G2 06S YIRS St aSgKSNB
care.
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1 Key staff who were involved with the children and young people placed with foster cdners w
attended the coreHead, Heart, Handsearning and Development courses were identified by the
social pedagogues and were invited to attend a half day information session on social pedagogy.

1 Arange of awarenesgising activitiesvere undertaken by theocial pedagoguescross the site
with varying degrees of success; beyond the fostering team, engagement with the project was
primarily located with interested indiduals rather than whole teams. Page |6

Policies and Procedures

1 Anew risk assessment procedure was developed. Thergiteed from having a blanket policy
for all children, to completing risk assessments that are individualised for each child. The aim
wasto allow the benefits of particular activities, as well as tts& for each childo be
individuallyexplored.

Particular features of note, specific to this site

1 Alarge leal authority fostering service
1 Two experiencedocialpedagogues, holding 50% FTE fostering cases.

4. Summary of features of the site relevant tonderstanding the ease or difficulty of implementation
of Head, Heart, Hands

There wasomeprior familiarity with social pedagogyvithin the Looked After and Accommodated

/ KAt RNEB ymtdhishad mper@céited into the fosteringsvice prior toHead, Heart, Handg he
Service Manager for Looked éftand Accommodated Children hadong standing interest in social
pedagogic approachesmd joined the site shortly before the programme started. The Service Manager
has sincdeena keen advocate fahe approach both within the site and through external and national
networks.The relative stability in the both theHead, Heart, Handproject team and the site as a
wholeg & ARSYUGAFASR a 0SAy3 |y .Suppbiefoiing pyoject ol G dzNB
the senior corporate structures remained consistetfitrough the duration of the project. Likewise,
despite moving job roles, th8ite Project Leademained consistent and persistent throughout the three
years. The site haglstablished an effectivesteering groupwhich met regularly with consistent
membership. This group provided strategic direction, adaité decisiormaking authority enablingthe
project to develop and progress at the local level. These three factors codhturestablish a&trong

and enthusiastic leadership structure for the projeatvhich 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 soc
pedagogic networks, such as the Social Pedagd¢agional Practice forumThis forum is attended by
both Head, Heart, Hand=nd norrHead, Heart, Handstes. These networks were identified as enabling
factors in maintaining momentum and a source foargd learning.

© Colebrooke Centre and Loughborough University,6201



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

Overview

There was g@eneral sense of achievemeabout the project and all of the interviewees were highly

positive about both their past experieas of the project and the future development of social pedagwge 7
All of the interviewees agreed that the siteasat the early stages of sustained implementatidoy the

end of the programme As in other demonstration sited)e size of the sitdmain reportjwas identified

as being a substantive challenge to achieving full sustainment. The sheer number foster carers and staff
across the Looked Afterand &' Y2 R 1§ SR / KA f R NihgoSsible forSHéEitk 10 BaveY | R S
trained all staff andll foster carers within the timeframe of the project. Like other sites in the

programme while theHead, Heart, Handsroject teamachieved good levels of engagement within the
Family Based Care servige{l KSNJ adG I FF G KI G F2 NlYhadibéed lesderigagad | NP dzy
| KAt RNByQa {20AFf 22NJSNBA 6SNB 2F LI NUOAOdzZ I NJ y2i
resulted ininconsistencies in the approach and care provided to individual chiltfevertheless, the

case study participants agréd¢hat the additional training delivereith Year Thregvas 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 saigiedagogic principles could be incorporated into everyday

practice, and there was a sense that |eastfor those staff and carers engaged in the programme, social
pedagogy had moved from being a discrété INPvatisasét Ofspecific featuresto becoming a

normalised approach to practiceCorrespondinglythe site had developedlear continuation plans,

which most significantly include thevo social pedagogue posts being made permanemtd the
continueddelivery of inrhouse social pedagogy trainindt was evidenby Yea® that the site had

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

Year by year

The evaluation suggesd that the site had achieved a great deal over the course of the project that
their implementation journey was generally ceidered to be a smooth one at the outset, followed by
some holdups in Year 2. THest year of the projectwas described astableand productive with the
social pedagogues establishing themselvestaedielivery of thred_earning and Development courses
by the SP(As in a number of other sites, theveere reportsof someresistance among a small group of
supervising social workers in the early daydoweverthis diminishedas thesocialpedagogues é&come
more established. Thieey challenges occurred Year 2as the site experienced soméder structural
changeswithin the serviceincludingthe Team Manager retiring argite project leacchanging roles
(resulting in a new Tearteader for the Speciati Fostering Service). In the same year the team moved
offices.Thiswas considered to be highly disruptpiathoughthe result was reported to be beneficjal
bringing all family based care services together in one locafidditional funds werenadeavailable by
the site to develop and delivéneir own core training courseto be delivered by their owsocial
pedagoguesEvaluation participants at the site reporteldowever that the year was dominatetyy
negotiationsregardingthis. Much time was t&enfirst to give the site permission to deliver the courses
in-house andsubsequently to agree theontent of those coursed hiswas felt by site staff to have held
backmomentum across the sitior a considerable perioth the middle of the programmeBy Year

three these issues had been resolved. It was reported that3R€Site supportlead had played a
significant rolein assisting in the design of these courses imrglipporting thesocialpedagogues to
develop ther facilitation skillsin establishing these new courses there wasrsewed sense of
achievement and excitement at the site

© Colebrooke Centre and Loughborough University,6201



KEY

Implementation stages for Head, Heart, Hands, PINK Site

woil Dec 2013 wmmmp Dec 2014 === Dec 2015

‘ installation

Plan evaluation
Funding in place
People in place

exploration

Pre-decision

Prepare organisation(s)
Assess need

o 5 2 -Awareness Days & site visits
Examine 'fit' with existing services

-project leads and deputies in

-assess evidence (what works?)
place

assess strategic alignment
-assess practice alignment -Social Pedagogues appointed
-assess operationaf afignment Prepare system

Examine alternative options -Taster Days 100% complete

Examine feasibility Prepare staff
-assess costs & resource regs -SPs inducted

Post-decision -roles clarified

Define and operationalise chasen -Orientation Days complete

approach .

~clarify theory of change Prepare community

-develop logic model -HHH launched & widely
communicated

-specify outcomes

-specify differences from Fostering
as Usual

Fix parameters
-clarify personne, budget, timelines

Envision the long term

© 2014 Colebrooke Centre for Evidence and Implementation
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nitial
mplementation

Commence using innovation in
practice

-Core Training started

Encountering challenges and
finding solutions

Early implementation
outcomes

- some trained fostering staff
using social pedagogic thinking
and tools

- some trained foster carers

o

using social p ]

full implementation

Innovation established in
practice

-Core Training completed
-'Momentum' projects in place
Full implementation outcomes

-all trained staff using social
pedagogic thinking and tools
-40 trained foster carers using
social pedagogic thinking and
tools

Encountering challenges and
finding solutions

y

sustained
implementation

Later innovation outcomes
-most fostering staff using
social pedagogic thinking and
tools

-most foster carers using social
pedagogic thinking and tools
-most fostered CYP
experiencing improved
outcomes

-system partners adopting
social pedagogic approach
On-going resources confirmed

Sustainable implementation
supports

Early i

-beginning to see change for
staff practice

5

and tools

Making changes to business as
usual

to see change for
foster carers' practice
-beginning to see change for
foster children & young people

P

Setting up data & itoring
systems

Getting and using feedback
Outreach for systems change

standard practice

-Social Pedagogy widely
understood and accepted
within sites

-staff and systems across site
using social pedagogic
approaches

-per supply of trained
SPs established

-AND/OR social pedagogic
training incorporated ino basic
social work training

-quality assurance standards
and mechanisms in place
-standard training for foster
carers includes Social
Pedagogy

Continuous improvement
feedback

On-going adjustmentsin
replication

Mainstreaming & Scaling up

Prepared for the evaluation of Head, Heart Hands {Loughborough University, Colebrooke Centre and NCAS)
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6. Sages of the implementation process that raised challenges

This site was lesaffectedby gaps in theexploration stage(explored in the main repoyat the local
level thanwere someother sites.They had a clear strategy and strong leadershipctionfrom

outset, which to some extent mitigated the lack of clarity at national level and slowed down early
delivery at site level for somether sites. However, it was evident thgirogramme level omisions  page |9
at this stagedid have somémpact on the implerantation journeyof this particular site: in

particular, he perceivedambiguity regarding therotocol for the use of training materials and tools
outside of the cordHead, Heart, Handsearning and Development courses until well into the
implementation of the programme cleartfowed momentum and the ability to diffuse the approach
in Year2. Aside from this, bothhe installation andinitial implementation stages went relatively
smoothy 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 praatioag carers Full

implementation also went well according to the sjtasing their norstandardmodel of continuing

to provide trainingled internally Reachinghis stage, however, was perhaps somewhat protracted
(due to the length of time required to establish tpermissions and content @fi-house training.
However,by Year 3he sitewasbegiming to move into sustained implementatioand scaling up.

7. HowHead, Heart, Handmet 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 waspositive 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 progresseporting than initially anticipated. As in other sites, #ite poject leadhad felt the
impactof this,andreported that theworkload associated with the programmbad, at times, been
excessive. However, this was offset by the overwhelming sense that the progrhaadreeen worth

the effort, and had delivered oexpectations

A great deal oémphasis was placday the siteon the fact that thesocial pedagogues had a dual
role, which was both a challenge and an enabling factbriwvas widely considered thataancing
the two parts of their remit had beedemanding with their time frequently beingver-stretched.
This was most apparent when events and circumstaasssciatedvith their cases were such that
they had toprioritise theseover otherwork. At times it was difficult for theocialpedagogueso
create enough time and space to develop and deliver the social pedagogic develdptaadt
Heart, Handgside of their role. However, it wadsouniversally agreed thatie dualrole had been
vital in ensuring that thesocialpedagogues gaied credibility and respect from their colleagues
This feature is explored further in the main repdrhere was a clear sense across the site thase¢he
socialpedagogues could understandd@empathise with social workers in particulz@cause they
faced the samehallenges. In addition, social pedagogy itself gained credibditgause thesocial
pedagogues werdemonstrably modellinghat approach with their own case load.

Moreover, theparticulaty experiencel and adaptable stylesf the two socialpedagogueseemed

to enablethem to navigatdnitial challenges and toesist becominglisheartenedor frustrated at an

early stageAs explored further in the main reporte goodfit between the two social pedagogues

was also identified as particularly important¥ai 2 NJ A Yy { KS Tha itéi @i great. IN2 I NB &
attention to the fit between the two social pedagogues during the recruitment process. Indeed, the

© Colebrooke Centre and Loughborough University,6201



recruitment of the second social pedagogue was undertaken separately from the others in the
programme as nom of the previously identified candidates presented a good fit. While this delayed
asecondsocialpedagoguecoming into postthe strategy appears to have paid off. Otheg course

of the programmeboth pedagoguesleveloped anotablysupportive and produtve 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 £866sd.0
of consensusThere may have been someé&ment of fortuitousness in the goodness oftfétween

the two socialpedagogueén this site however it was clear thahe carefulrecruitmentprocess for

these two particulasocialpedagogues for this particular siteas dso apositive enabling factor in

the success of thelead, Heart, Handwroject here.

Thisfavourable situatiorwas underpinned by a general sense at the site thatsen@or

management werdully and unequivocallycommitted 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 thallocation ofadditional resourcedater in the project to facilitate

the development of the irhouse trainingfor sustainment This confirmed to participants that social

LISRIF 323A0 | LILINRI OKS&a ¢ SNB wgulddonttadebeyshcihe life oPthef || 4 K Ay
programme.

While the case study participants agreed that some form of ongoing support and learning for foster
carers to develop their social pedagogic pracseemed vitalit was also noted that thengoing

learning groups delivered as part ¢fead, Heart, Handsad not been well attendedIt was

suggested that other methodsf ongoing practice support to fostearers mayhave been rore

effective in this site a commonobservationacross a number of sites who also struggled to raise
momentum throughgroup-based support activities. This is explored further in the main report.

8. The &tent to which social pedagogkad penetrated operations within this site

Bythe end of year thre¢he site hal asmall but dedicated group of foster careend staff for

whom the programme has been extremely positive and Whdstarted to embed the approach

into their daily practicelt was eported that social pedagogy hatabled foster carers and staff to
reflect and review their practicand the fostering task in general. Those foster carers who remained
in the programme were reported to have increased in confidence, skillsesmilgence 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 #aur Fand theThree Pito their supervision.

More broadly the site hatlegun to reflect omotions of risk and reported moving towards a more
sk sensiblENJ G K SNJ G K| gppréiadtih &1 | OSNB S Q

As in a number of other siteby Year 3 the sitbad begun tanove away from talking about the
Head, Heart Hands programme towardgerring to socialpedagogy more broadlyThis shift in
languagesuggestedhat the sitehadbegunsuccessfullyo move towards independence from the
formal programme structures and support.

© Colebrooke Centre and Loughborough University,6201



9. Future prognosis

Overall the site retained strong ommitment to social pedagggthroughout the duration of the

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

be made permanentThe intention was to continue to implement théead, Heart, Handwsodel in

as far ashese postsvould continue to be divided equally betwedasteringcase work and social  page |11
pedagogic developmenErom 2016 le site plannedo deliver two cohorts of core trainingn social
pedagogy pewyear, andto configure a steering groufhat includedsenior management.

Much of theinternal infrastructurefor supporting the continued development of social pedagogic

LIN OGA OS> adzOK Fa GKS a20Alf LISRII2=hdeSeda Q LISNX I y &
training programme and thsteering group, was placeby theend of theHead, Heart, Hands

programme Thesewere positive signs, suggesting a life for social pedagogy in this site beyond the

formal timeframe of the programme. In addition the sitadbecome involved in social pedagogy

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

Spring 2015 the site hosted a Social Pedagogy Development Network meetitupkiadead role in

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

There werehowever a number of challenges for the site on the horizon which could affect continued
momentum if not navigated successfullym@jor re-structuring of the service announced at thene

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

general environment ofincertainty and anxietgt 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 rediions 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. Thesere concerns that thisvould increase pressure on

capacty across the team, including the social pedagogubswill be vital forsustainment foithe

site to ensure that time on social pedagogic development is protettehaintain momentum and
ensure that this element of their role does not becomésumedn the demands of case work and
supervision Nevertheless, if these external factors can be overcomegteeall prognosis for the
continuation of social pedagogic practide considered to bevery positive due to thehigh levels of
commitmentto the approah, the significant efforts of the project team over the ldgke years,

and the continuing and clear sustainability plans beyond the life oHened, Heart, Handzroject.

The findings in the final year of evaluatisinongly suggest thahe work stated underHead, Heart,
Handswould continue to develop andouldNB Y Ay LI NI 2F GKS | dziK2NAR (& Q
and Accommodated Children.

hgSNIXffs GKS FFOG2NARA AYLI AOFIUGSR Ay GKAa ardasqa A

1 The decision to employ twexperiencedsocialpedagogues dual roles (case holding and
working onHead, Heart, Hands parallel) and theresulting easiemtegration of thesocial
pedagogues into the wider fostering service.

9 Particularly careful recitment strategy for the social pedagogues

1 The successful establishment by the tsarialpedagogues of an effective and mutually
supportive relationship in which different strengths and aptitudes were utilised.
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1 Arelatively stable context, no structungbheavals of note, and no significantiease in
normal staff turnover
1 A clear implementation plan for the project, established at the outset
9 Persistence in pursuing a plan for sustainment and sgalesing irhouse skills but building
on Head, Heart, BIndsmaterials
9 Strong and continued support at the corporate leaderdhigel, including allocation of Page |12
additional resources for sustainment
9 Strong programme leadership including that of g project leachnd Strategy Group
building ona clear implerantation plan.
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The implementation ofHead, Heart, Handssite case studyPurple site

Implementation & a glance

This site wasne of the implementation successes of the programme. Head, Page |13
Heart, Handsvasviewed from the starts part of avider and ongoing strategy
to introduce social pedagogic practice across the service, which enabled cas
study participants to feel confident in investing into the approach. Siteehad
prior familiarity both with social pedagogy, including the employmant
pedagogues, and with innovation projects more generally. progct team also
recognised the limitations of the timeframe and the resources provided throu
the Head, Heart, Handwogrammefor a site of itdargesize. The site did not
expect overrght transformation or systems changéwaspleased with what
had been achieved at the end of the projelgtotivation to continue the work
started byHead, Heart, Handseyond the programme timeframe was stroag
the end of the evaluation period

The die did face some challenges during the project, includimgrtial
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 andrkload. One of their two pedagogues le
in 2014 to take up a promotion elsewhere andew social pedagogue joined th
team around 14 months before the end of the projeshich presented some
challengesThere were also challenges associated with theffsocial
LISRF323dzSa (2 GKS LINRP2SOGQa NXBIjdzA N
developing the approach for fostering, rather than wider systems change, wh
made sense given their size, but may have reduced outreach to other parts ¢
team aound the child and beyond.

By the end of the programme the site hagktsired resources to make one social
pedagoguepost permanentand had begunminitiative to roll out social
pedagogic training to more careamdsocial work staffThe prognosis for
sustained implementation, though n@ompletely assured, was looking positive
by the end of the project.fie Head, Heart, Handsrogramme had helped the
site to continue to make significant moves towards further embedding social
pedagogic practicen fostery’ 3 W o dza A y.Sheré wasazcontizéedzl f Q
commitment to the approach and structusavere 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 ofarge county in England@onsisting o mixture of rural and urban

environments spread across a large geographical,anedpopulationof somewhat less than a

million, mostlyclustered around a few core townishasl f | NHS OKAf RNByaddi & SNIIA
Head, Heart, Harglvassituated within the fostering sefce, which is dividethto six teams: two  page |14
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 offtigegmme the short

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

LINEANF YYSD ¢KS OKAf RNByQa aSNBAOSa RSLI NIYSYy(d A3
NEAARSYGAIFf X |y RwhdiKidcludeN®Bryiahancylissddvicest At the2stsr} 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 208 thefostering service obtained an Ofsted rating4ditstandind2This same rating was given
at a prior inspection in 2008. In 2013t sitewasparticularly commended for its progressive

0 KAY 1 Ay cbastamKskeRsvays to improve further ¢ LJlarid $he social pedagogues were
given as an example of this innovative working practice.

2. Structural features of theHead, Heart, Handproject within the site

The project was situated within thgeeneralfostering serviceled by theSite Project Leadhe Team
Managerof the central fostering team. The site appointd social pedagogues, each based in

one of the two area fostering teamsOne wasnanagedoy thesite project lead Thissocial

pedagogue remained with the site throughout the duration loé foroject.In the other team, one
socialpedagogue in post for the first year of the project subsequently left, and another joined in late
2014. Thisocialpedagogue wapintly supervised by theite project leachndthe teammanager.

None of thesocialpedagogues employed by the Site as pattied, Heart, Handsad agreat deal

of experienceworking in the UK or in fosteringrior to Head, Heart, Handslowever all were

gualified to practice social work in the UK and wease holdingalbeit with a onsiderably reduced
case load compared to what would normally be expected of a 50% FTE supervising social worker.
One of thesocialpedagogues also completed some assessments, which were noted to be
particularly valuable in assisting tBecialpedagoguedn familiarising themselves with the English
fostering system.

The site was supported mne SPC site suppoltad who provided pedagogic supervision to the two
socialpedagogues and strategic consultation to the site. The SPC site support lead chavegdin
following a period of maternity leave. Tisée project leadeported finding theexternal support of

the SPC lead extremely helpfutspecially in regard to @eloping a social pedagogic lens upon how
best to support thesocialpedagogues. Towards the entlthe project theTraining and Recruitment
manager became more involved with tiead, Heart, Handeam, as theybegandevelop their own

in house training sategy, see below.
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3. The brm of Head, Heart, Handwithin the site

This site operated the cofdead, Heart, Handsodel of training for a defined cohort of foster carers

FYR a2YS adalr¥F (261 NRa (KS SyR 2F | Stidklamed F2f f 2 ¢
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 squarplé@ﬂ 15
developing social pedagogy amongst fosterecs, with much less emphasis on reaching staff or on

wider systems outreach. Experiential activities were provided, andde&lpedagogues also

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

CSIFddz2NBa 2F (KAa HeadirHeatiHaddycuie® Y Sy Gl GA2Yy 2 F
Learning and Development

1 The originaHead, Heart, Handsohort of core Learning and Development courses were
offered between March 2013 and January 2014 and ve¢iended by 39 fostecarers and
nine members of staff, including two supervising social workers.

1 The site hasleveloped an ishouse one day and two day training course in partnership with
the Recruitment and Training team.

1 The social pedagoguesrkedalongside the Recruitnme and Training team to explore how
social pedagogic elements can be incorporated into other training courses.

Activities and social pedagogic interventions

1 The social pedagogues provided some direct interventions with a small number of families,
co-worked with the supervising social worker.

1 One of thesocialpedagoguesvasinvolved in a smédhumber of assessments and sva
member of the Fostering Panel.

1 Some momentum and support groups were initiafed foster carers, but thewere not
well attended.

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

9 '/ WRIEYLA2Y®RANDBDZFENNSR (2 Fa WLINBowRtheSidA Q ¢ & Nz
identified 17 promoters, consisting of both staff and foster carers.

1 Social pedaggy activity daysvere delivered in a range of different formats

Reach and systems outreach

1 Of the 300fosteringhouseholdsn the local authority at the time of the trainingarly to
mid 2013) approximately 13% participated in the core Learning and Dpweent course
(n=39)
1 The Orientation days were attended by 91 foster carers, the highest attendance of any of
the Head, Heart, Handdemonstration sites. Many more carers, children and families did
not attend the courses but attended other activities vk they were exposed to social
pedagogic thinking and practices.
9 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 Social2 N SNAZ FAQGS YIylFr3aSNA YR oo W20iKSNJ
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1 Thesocialpedagoguegprovided multiple presentations at different areas of the service.

1 Engagement with the project outside of the fostering service was described as variable, with
staff other than those inhe fostering teams described as aware of the project but not
engaged.

Policies and Procedures Page |16

9 Foster carergpervision sheetsvere reviewed in partnership with foster carers, to ensure
they reflect a more social pedagogic approach.

1 The sitereviewed theway that allegations are addressed with a social pedagogic lens. As
part of this work theyhavereviewed practice and planned to initiate a peer support group
for foster carers who &ive been subject to allegations (not yet started when the evaluation
ended

Particular features of note, specific to this site

9 Procedures for responding to allegationsre considered through a social pedagogic lens
(the only site to have tackled this area).
1 The site produced a booklet about social pedagogy which was circutagddfoster carers
at the serviceand 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 othesocialpedagogues were employedif 8 S6 KSNBE Ay (GKS OKAf RNBY
depatment, who provide a peer group for theéead, Heart, Handsocialpedagogues.

4. Summary of features of the site relevant to understanding the ease or difficulty of
implementation of Head, Heart, Hands

The site had longstandinginterest in socialpedagogyoutside of the fostering service. Prior to

Head, Heart, Hands K S& KI R LI NIGAOA LI GSR Ay (GKS 5SLI NIYSyY
pedagogy into residential homes anddh@ontinued to employ social pedagogues in their residential
senice. Social pedagoguegere also employed in thadoption teamsAll of thesesocial

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

the SPC site support leachscommissionedf(ndedindependently oHead, Hear Hand$ to

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

Head, Heart, Handsas described as part of a wider strategy to embed social pedagogic practice
across the Children Services Department. This widerest in social pedagogy, along with a

relatively stable senior corporate leadership ensucedsistentsupport for the project for the

duration of the programme The relativelyraditional structure and the noacomplex configuration

of teamsfacilitatedthe project teamin keeping a focus, which in this site took the form of

embedding the approach into fosteringowever, the traditional structure with clear separation of
teams(as in some other similar sites and explored further in the maport) alsoresultedin little

WO N®IBnationQ | 62dzi Ayy 2 I (athagd opératibna) MEIXfar exarSpheatie O S a
fostering social work staff were not as familiar with social pedagogy at the start éfe¢ad, Heart,
Handsproject as might bexpected 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 leegrected at a site
with a long standing engagement with the approach.

The site had culture of embracing innovations and initiativeand had already beeimvolved in

other projects (for example, the y (i N2 RdzO (i A 24FER2 TA yU(IKSINIESH@EIREReTO 1@ ¢pa(bé<|1§7é
experienced andamiliar with the process of introducingew approaches. Converselead, Heart,

Handswas described asne initiative among manyand some participants expressed concerns that

the project had to compete for resources andattion ina crowdedenvironment. TheSite Project

Leadgave energetic leadershipnd was a longstandirand well respected employest the site.She
dedicateda great deal of timéo the project, remained consistently enthusiastic and was described

as an active and committed advocate for the approdtte particularexpertise of the social

pedagoguestheir ability to demonstratén practicethe unigue features of the approachndtheir
generalenthusiasmand dedicatiorto the workwere also noted by case study participants.

As for otherargesites in the programmehe large scale andize of the site both in relation to
population and geography, was identified as a challeBgsuringvide reach within the service
even to carers (let alone staffjith the resources provided for the programme was possible,
and in the end, they &d trained only 1% of the carer population by YearNevertheless, case
study participants natd that they had beemnealistic about this from the outsetreporting 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 irftdl implementation. A good proportion of the
staff and foster carers who had attended thiead, Heart, Handsore courses were reported to be
using the tools and starting to incorporate social pedagogic principles into their practickle@kle
Heart, Handgroject team had made substantial progress in ensuring that as many staff and foster
carersas possiblevere aware of the programme and social pedagagpen if they had not been
trained in it By the final yeasome earlyresistance from staffsee below) ppeared to have

lessened. There wasgeneral sense of positivity about what had been achieved duriagthject

as the formal programme was coming to an end.

There were indicationby the final year of the projechk sitewasstarting tomove intosustained
implementation. For example, social pedagogy had begun to form part ofitheli SQa a il y Rl NR
training packageThe site had developed its owmhousesocial pedagogy training progmme with

the aim of ensuring that social pedagogic practice wawentually become widespread across the
service.The site was, however, realistic that reaching sustaing@émentationwould taketime

given the size of thauthority. There was also some evidence that social pedagogynfilasncing

the wider site functions, such #@ise process for dealing withllegationsagainst carers Case study

participants noted that while thélead, Heart, Handsogramme had helped them to make
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significant moves towards further embedding social pedagogic practice, the programme was too
NAIAR 4 GAYS&d ¢ KSNB gstag upand sbsfainiSg thie Kdprdachi KS  WNXB | €
across the site would begin through making adaptations that were mesponsive to local need

If this direction of travel continuedt seened likely that the approackvouldincreasingly be
incorporated into the mainseam functioning of the fostering service. Page |18

Year by year

While the overall picture wagositive, the implementation oflead, Heart, Hands this sitewas not
without its challenges. THirst yearof the programme was largely promising, with a focus on
establishing the social pedagogues and setting up the ideard, Heart, Handsearning and
Development courses. Case study participaaported some challengest this pointaround the
integratingthe socialpedagoguesnto the service This was largely due to tleexperience of the
socialpedagogues in the UK systefhe site also experienced somesistancefrom staff, who
were unclear about the aims and objectivekthe programme and the role that theocial
pedagogues played in it and the wider functioning of the site. The first year of the project was also
reported to be extremely busy, wittentralprogramme demands (meeting, monitoring and
reporting) having asubstantial impact on the workloaaf the Site Project lead in particular. These
challenges wer&oweverlargely overcome by the second year.

Are-structuring of the fostering servida Year twoimpacted on the workload across the service
and resulted irgeneral sense of instabilitdne ofthe socialpedagoguedeft the site, and there
were several months when themainingsocialpedagogue was left to move the programme
forward single handed. This was compounded by generally high workloads acrqeejihet team.
Thet GA2yFE LINPINFYYSQa RSYl YyRa 3itf projetied® & KBA B2 OA |
were raised a asignificant concern, although thesere reducedby Year 3There were some
challenges irffectively integrating the new social pdagogidnto the project These were, in part,
to be expected when joining a complex programme half way through, especiallyaseonstantly
developing The newsocialpedagogue had not been party the early programmewide discussions
aroundimplementation, and a lack of a clear implementation plan for the national programme
resulted ina lack otclear written reference materials availalfter programmeorientation purposes
Workload pressures among the remainidgad, Heart, Handeam, andperhaps most significantly,
lack offit between the new social pedagogue with the si{explored further below) futier
compounded the challenges fflly integrating the nevsocialpedagogue into the post.

Despite these challenges the sitehieved ayreat deal in the timeframef the programme and a

great deal of positivity about social pedagogy as an approamiained at the end oYear 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 repoujlbwing a period ohegotiations with the
programme teamto allow the site to providen-housetraining coursesising theHead, Heart, Hands
materials the siteestaldished their own training programme, whiemabled the site to inform more
staff and foster carers about the project and, in their view, ntbtlheem closer to sustained
implementaton.
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KEY

Implementation stages for Head, Heart, Hands, Purple Site

—) Dec 2013 —g’ Dec 2014 == Dec 2015

exploration

Pre-decision

Assess need

Examine 'fit' with existing services
-assess evidence (what works?)
assess strategic alignment
-assess proctice alignment
-assess operational afignment
Examine aklternative options
Examine feasibility

-gssess costs & resource reqgs
Post-decision

Define and operationalise chosen
approach

-clarify theory of change
-develop logic model

-specify outcomes

-specify differences from Fostering
as Usuaf

Fix parameters
-clarify personnel, budget, timelines

Envision the long term

© 2014 Colebrooke Centre for Evidence and Implementation

installation

Plan evaluation

Funding in place

People in place

Prepare organisation(s})
-Awareness Days & site visits

-project leads and deputies in
place

-Social Pedagogues appointed
Prepare system

-Taster Days 100% complete
Prepare staff

-S$Ps inducted

-roles clarified

-Orientation Days complete
Prepare community

-HHH launched & widely
communicated

© Colebrooke Centre and Loughborough University,6201

nitial
mplementation

Commence using innovation in
practice

-Core Training started

Encountering challenges and
finding solutions

Early implementation
outcomes

- some trained fostering stoff
using social pedagogic thinking
and tools

- some trained foster carers

full implementation

Innovation established in
practice

-Core Training completed
-'Momentum' projects in place
Full implementation outcomes

-all trained staff using social
pedagogic thinking and tools
-40 trained foster carers using
social pedagogic thinking and
tools

Encountering challenges and
finding solutions

y

sustained
implementation

Later innovation outcomes

-most fostering staff using
social pedagogic thinking and
tools
-most foster carers using social
pedagogic thinking and tools
-most fostered CYP
experiencing improved
outcomes

-system partners adopting
social pedagogic approach
On-going resources confirmed
Sustainable implementation

Early i
-beginning to see change for
staff practice

using social ped
and tools

Making changes to business as
usual

Setting up data & itoring

beginning to see change for
foster carers' practice
-beginning to see change for
foster children & young people

| P

systems
Getting and using feedback
Outreach for systems change

standard practice

-Social Pedagogy widely
understood and accepted
within sites

-staff and systems across site
using social pedagogic
approaches

supports
-per supply of trained
SPs established

-AND/OR social pedagogic
training incorporated ino basic
social work training

-quality assurance standards
and mechanisms in place

-standord training for foster
carers includes Social
Pedagogy

Continuous improvement
feedback

On-going adjustments in
replication

Mainstreaming & Scaling up

Prepared for the evaluation of Head, Heart Hands {Loughborough University, Colebrooke Centre and NCAS)
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6. Stages of the implementation process that raised challenges

As noted across the programme and explore in the main repért, i KS OF &S & i dzR& LI NI
admission, more attention could have been paid to &éxploration stageat this and in particular

more could have beewloneto prepare the service for the projecSome initial esistance from

operational staff might haw been alleviated by better and clearer communication to both frontlin®age |20
staff and their managers about the project itselfid by being clearer about thremit of thesocial

pedagogues.

As noted elsewher@ other sites (see the main reporthis site found that engagingvhole teams

around the childwaschallengingand there was no strategic plan developed to guide this work

either nationally or locally/ KA f RNBYy Q& a2 OAl f hnglle®aghnthe SNBE LI NI A
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

OF NBNB | RAFTFSNBYG LRAYyG 2F OA B Phis hadl reshited ih RNB y Qa
small number ofoster carers losing confidence in the projdttwasfelt by the sitethat if the
nationalprogramme desighadallowed for more professionals to attend the training, the potential

for this happening might haveslen reduced.

AO)¢

Installation andinitial implementation stages went very wefbr the siteand theHead, Heart,
HandsLearning and Development courses were delivered with good levels of attendauite.
implementation wasmore challenging for the site, foose of the reasons noted above. However
by the end of Year Bhany of these difficulties had been resolved ahdre wasa general sense of
positivity at the site.As the site moved towardsustainmentand scale up, they began to focus on
developing trainig inhouse and increasing the number of foster carers and staff who had been
trained in social pedagogwith the aimof increasingthe spread of the approach across the service

7. HowHead, Heart, Handmet initial expectations, and what was learned in this site

Overall, the site wasgery pleased with the progress and reported tibdad, Heart, Handzrovided

a good springboardor them to furtherembedsocial pedagogy within the local authorifyhe die
hadrealistic expectations about what might be achievable in the timeframe of the programnue
consideredhat the project enabled them to achieve a great ddalparticularthey 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 suchivieesgreat
deal of positivity about what hadeenachieved.

The fit between the particularsocialpedagoguesind the specific needs of the sit®as highlighted
in this site, as in the main repowds an area for further consideration. While it was universally
agreed that the siteould not have achievesuchgoodtraction for social pedagogyithout
professionakocial pedagogues, it was also noted thattingthe match of person to job role was
important. Onesocialpedagogue had particularigruggled duringhe project, finding the
developmental work unrewarding and preferridgect intervention work{note that in other sites,
precisely theopposite was true in some cases. This issue is explored in more depthnrain
report). There was also some lackfitfbetweenthe two socialpedagogueswho came from
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different countriesand traditions of social pedagognd had different perspectives on various
social pedagogic principles.

8. The &tent to which social pedagogkad penetrated operations within this site

Foster carers themselves were identified as being the main locus of change at the site. Around pafje |21
(20) of original cohort of foster carers were described as beindggsiglagedin social pedagogy to

varying degees at the end oftte programme. As in some other sites, this site alsoahachalker

group whowere very positive about the impact that the approach had on their practiceves

consistently vocal supportetsy R WSy 3 3SR I R2LIGSNBRQT aSS (GKS YI Ay
Despite the largasize of the sitethe projectalsomade significant progress witgngagingstaff.

While therewasvariability in the engagement of staff, early resistatessened and by the end of

the project very few were still outright scepticklowever,because the focus of this site was mainly

on supportingfoster carerd¢o become familiar with social pedagogic approaghather than social
workersi KS WNBI OKQ (G2 ailFF s+a oe (GKS SyR 2F GKS L
effort. Some case study participantgiestioned the depthand quality of knowledge about social

pedagogy across the sif@oting that while a large number of staff at all levels of the organisation

were familiar with the term, many, especially those who haat engaged with the Learning and

Development programme, did not understand the approachkufficient depth to apply it to their
practice.Neverthelesssomeexamples of supervising social workers and family support workers

adoptingthe toolsand methodsf Head, Heart, Handato their practicewere identified. The social

pedagogic approacto 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 functionitigedsite, although
pockets of change were beginning to emergehe work around allegation is one such example,
along withthe Fostering Panel, whichad begun to recommend some foster carers attend the social
pedagogy training, which suggests that the aygmh is starting to into wider practice at the site.

9. Future prognosis

The sitehad done some planning toward sustainment and scale up, still with a firm focus on
spreading and embedding the approach in fostering. THagned toretain one social pedagogtie
post after the official end of thelead, Heart, Handsrogramme primarily working withthe training
team to deliver social pedagogy training courses and to further explore the incorporation of social
pedagogic principles iatother training courses. Theocialpedagoguevould continue to carry out
some case work, and attend the Fostering Panel. sbe@lpedagoguevould also be undertaking
some other social pedagogic development activities. However, at the time dihtdevaluation
interviewstheseactivities were yet to belearly definedand as several stakeholders pointed out,
onesocialpedagogue alone in such a large fostering service might find it hard to work effectively.
However the presence of sonigternal socal pedagogic networksffered some solutions here

The data gathereduggestdthat the work started undeHead, Heart, Handsould remain part of

0KS FdziK2NAGE&Qa AGNI GS3e F2N OKvasirpliiildighly OF NB |
comnmitted to the approach, antHead, Heart, Handsas framed as part of avider strategy across

the site to adopt social pedagogic principles. The@a®ned to retairthe strategy group, tsteer

the strategic direction of social pedagogdievelopment The site had moved away from referring to
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implies that they had begun to move into independence from the formal programme structures.

More work remained ta@onsider strategies to support the continued engagement and

development of those whodd already completed the trainingo maintain momentum and to

enable staff and foster carers fally embed the approach beyond the training ropimto practice. Page |22
In a buy and innovative site, it was also possible thatial pedagoggight be subsumed ame of

many initiatives at the sitecompetingwith scarce resources and attention.

h@SNIft> GKS FLFOG2NAR AYLIX AOFGSR Aydeei KA&a araiasSQa

1
1

Dedicated and energetic leadership from thige project lead

High levels of commitmerib the approach, prexisting and continuing beyordead,

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 theCS§tte 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
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The implementation ofHead, 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 ge |23
standing interest irsocial pedagogy One of the smaller in the programme groupyés part of
a larger (independent) voluntary neprofit fostering agency based in Scotland. The site
committed to social pedagogic apprd@es to fostering from the outset and considered He
Heart, Hands to be good fit wih existing practice at theservice, which they believed t
already reflect the key features of a pedagogic framework. They had also had social peq
training for some staff in the past. Although future developments might yet support fur
development of social pedagogy, atettend of the Head, Heart, Hands programme, althoy
continuing to support the approach in principle, the site had decided not to retasocaal
pedagogue in post and had not formulated a clear plan for how to sustain the work afte
Head, Heart, HandsocialLJS Rl 32 3dzSQa& RS LJ NI dzNB ¢

There was a general sense of disappointment at the overall lack of impact on the site from
Head, Heart, Hands project, and in particular, the site struggled to identify and articulate th
added value that the specific ints of Head, Heart, Hands had brought to existing practice.
Although initial resistance decreased during the project, the Head, Heart, Hands team and
singlesocialpedagogue based there found it difficult to secaneaningful engagemeritom
fosteringservice staffwith a few exceptionsThere was recognition across the site that the
socialpedagogue role had not been effectively utilised, in part becaussdb&@lpedagogue
undertook minimal direct work with families during the project. Sarneagues reported that
without seeing the social pedagogue engaged in direct work with foster carers and childre
was difficult to differentiate social pedagogic practice from their own existing practice. Thig
compounded by a number of changes in tleporate leadership at the site and a perception
by project staff ofluctuating support at strategic levels, which were a feature throughout thg
project timeframep PfOAYEFOStEe GKS LINRB2SOG 61 a dzyl
aroundHead, Hedr Handsthat wasachieved in some other sites

Sociabedagogyas a framework for practice had been brough® Nt® theWoreQrluring the
project, and the site appears to have become more intentional and exghiotit how social
pedagogy could inforrthe way that foster carers and children and young people were cared
for. Specific tools such as thi@ree Péad provided aiseful framework for practice, and had
facilitated wider discussions arousite operationsThe Site Project Lead remained dedidt
enthusiastic and showed an unwavering commitmenHiad, Heart, Handbdroughout the
project. A significant and positive impacf the project on a number dbster carersvas
reported, and for this reason, it was likely that social pedagogy woultineento be a focus at
the site. he site expressed the intention to incorporate social pedagogy training into
mandatorystaff training and posapproval foster carer training in the futurelowever, there
was an absence of cleaupportfor this atthe senior corporate leadershipy the end of the
programme andno clear plann the teamfor how to supportcontinuingsocial pedagogic
development without access to a professionally qualified social pedagogue.
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1. Brief description of the site

This site im small independent naofor profit fostering servicén Scotlandand part of a larger

agency The fostering team is a relatively small component of the organisation as a whole, which
provides a range ofell-regardedservices including residential cadrug and substance misuse

support, and services for young people not in educatoemployment. The team consistelring Page |24
the project period of three social workers, two family workers and a National Fostering Coordinator
supporting around 16 foster carecaring for children and young people from a number of local
authorities across Scotlan@he children and young people placed with them tend to have high

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

LYy 5SOSYOSNI wunmuH (GKS F2aGSNAy3I aSNBAOS gl a FaasSs
D22RQ FT2NJ ail FTAY Iare Widpectorhatgnthig $105Geténtrispartion répSrt

(January 2016) the service obtained rating&&ry Goodior the quality of care and support and

staffing and®oodor 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 theHead, Heart, Handprojed within the site

Therewasrelative stability within the Head, Heart, Handproject teamthroughout the course of

the project.The site hadne sociapedagoguethroughout, who wasased irthe fostering team.
Thesocialpedagoguevasnot case holdingalthough theyworked directly with a small number of
foster families over the duration of ¢éhthree years. Prior tblead, Heart, Handbie social
pedagogueéhadno experience of the UK Social Care systanof fostering specifically. Tlsecial
pedagoguenas 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 ariddeer the line supervision of the
pedagogue. This change was reported to be positive. The site was suppyproeg SPC Site

Support Leadbased in England-he Site Project Leatble was filled by théational Fostering
Coordinator. Thesteering groug NB ¥ S NNB R MR (i § drthisEiRPcdisi@ to mesilf

way through the projecin April 2014.

Thesi S ¢ & Wiith axddthgrSbaRish Qite within thelead, Heart, Handsrogramme
although in reality the two site@ne a local autbrity) operated quite independently throughout the
course of the programme, with the exception of an exchange betweetvibesites which occurred
in the second yearand some interaction between the social pedagogues at eachiesocial
pedagogue wa thus relatively isolated within the sitéhe social pedagogue, did however, have
regular contact with social pedagogues frome of the otherHead, Heart, Handsteswhich was
geographically close.

The site was traditionally structured awcdnsisted of small fostering team, which included a senior
practitioner. The team was managed by the National Fostering Coordinatomhathstrong and
regular links with the corporate leadership of the organisation.

© Colebrooke Centre and Loughborough University,6201



3. The form ofHead, Heart, Handwithin the site

This site expressed a pexisting commitment to social pedagogy as an underlying the@iletic

framework for their practice This site operated a variant on the cdflead, Heart, Handsodel,by

providing by ongo-2 y S WO ( OK dzLJQ & Slanisde@ opraiead, Hobrt, H&EsE S 6 K2 K|
Learning and Development sessiotunlike other sites, thisite providedfew specific group Page |25
YY2YSyiddzyQ | Ol A @ kdsignBdispezificilig dgeganNiidergtanding Sné practice

of social pedagogy through exential learning.They did, however, mount thréanovative (in the

O2y GSEG 2F GKS LINE INI Y'Y Snicollgboitibninithiti@ifiea8, Eiéar, I vy 3S4 Q A
Handspartner site, one involving a trip overseas to observe social pedagogic praciicetiver

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

They also mounted aHead, Heart, HandR S & A 3y SR WOKI| YLIA 2y aQ O2dz2NES®
undertaken by thesocialpedagogue in this site.

Thekey features of implementation dfiead, Heart, Handa this site are summarised below:
Learning and Development

1 TheHead, Heart, HandSoreLearning and Development courses were offered between
March and September 2018 two groups of carers (20 in total).

9 The site also offered one to one follow up with those foster carers who were unable to
attend theHead, Heart, Handsearning and Development courses and the social pedagogue
delivered a set of six evening sessifmrsfoster carers in the winter of 2014 (October
December).

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

1 The social pedagogue developed training materials introducing social pedagogy.

Activities and experiential learning

T ¢KS aAiGS KFha Ffglkeda LINPOARSR W OGAGAGE RIFEBAQ
people. As part oflead, Heart, Handsocial pedagogic elements wetether incorporated
into these days, and foster carers weazncouraged 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)

1 The site participated in threBractice Exchanges: one to Denmark in May 2@ddch was
attended by a supervising social worker, the social pedagoguehen8RGite support lead
andexchangswith anotherHead, Heart, Handsitein September 2014. These exchanges,
while funded externally tdhe Head, Heart, Handsrogramme, weralescribed by staff as
being pivotal to theprojectand a growing sense of enthusiasm for social pedagogic thinking
amongst some key participants

Y AHead, Heart, Hand¢ OK I y O & 2 Q@hitzNiBichid2d residential care staff, and about
which there were rixed opinions.
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Reach and systems outreach

1 The Core Learning and Development Courses were attended by 20 foster carers, which
amounted to an irdepth reach of approximately 90% of their total padlthe time of the
courses. Howeverhe 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 Page |26
commitments. As a resuliyhile 20 foster carers were signhed up to the coursgendance
at these courses asin factvariable.

1 12 members of staff attended the Orientation Days.

1 Around half of the original cohort of foster carers were reported to be still engaged with the
approach at the end ofear 3, with a core group of around three carers being extremely
engaged and enthusiastic. Others remadmmbivalentabout the approach.

1 Engagig other service aredscated outwith the sitavasproblematic. The social pedagogue
andthe supervisomundertook a range of awarenesaising activities with placing and
pari Yy SNJ  ASyOASad [A1S 20GKSNJ i Ated$odb&awar&that RNBE y Q&
the site wagart of theHead, Heart, Handsrogramme butvere not engaged with social
pedagogic practice, avith the project,to any measurable degree.

Policies ad Procedures

Social pedagogic principlagereA Yy O2 N1LJ2 N} 6§ SR Ay G2 ( KBioroSNIBAOSQa
Head, Heart, Hand$ YR RSTAY SR |4 (KS WdzyRSNLIAYYyAy3d (K
for this site.

1 The site had begun to reform their supervisioith foster carers to incorporate elements of
social pedagogic practice.

Particular features of note, specific to this site

1 A small voluntary sector IFRith a small project team

One social pedagogue

1 Arrelatively inexperiencesocialpedagogue, full time on thproject, who did not hold
fostering cases

1 A site that already claimed to be strongly familiar with and practicing spedegogically,
which may have reduced the interest in thiead, Heart, Handsroject as duplicative

1 Aflexible 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 thelead, Heart, Handsroject team and the fostering service itself,
changes within the senior corporate leadershgd the organisation wereraundermining and
destabilisingieature of this site during the project timeframe. The site had three changes in CEO in
the three year duration of the project and carried outestructure of the senior management tier
While the direct impact of these changes were largely externaledisad, Heart, Handroject

team, thesite project leadvas not only involved in the fstructuring discussions, but also took on
additional responsibility in the final year of the project, and beavyworkload associated with
combining Head, Heart, Bindsand routine responsibilities created ongoing pressubespite these
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ongoing workload pressurdhe site project leademained dedicatedenthusiastic and showed
strongcommitment toHead, Heart, Handkroughout the project. The casgtudy participats also

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

steering group which ceased to meet half way through the projethis coincided with a number of

key personnel changes and the implementation of ageoiisational review and restructure plan

across the site. Page |27

As in other siteghe size of the fostering serviceas influential to the implementation process. The
servicewas smallandsupported between 25 and 16 foster carers throughthe duration of he
project It was therefore able to offer the origindlead, Heart, Handsearning and Development
courses to all carers, and a large proportion of the fostering service staff, including administrative
staff, which (to our knowledge) wasunique feature of this site. However, uptake of the chesad,
Heart, Hand4.earning and Development courses among foster carers wastegpiar be varied.
Consequently, the site offered orie-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 oneocialpedagogue, who wa®latively inexperienced and undertook minimal
direct work with children and young people and foster carers. Studalpedaggue was relatively
isolated at times.

The site consided itselfto be very familiar with social pedagognd one of the SPC organisations
hadbeen providing social pedagogy training for their residential staff since. Zb@&pproach was
reported toalign with existing practice across the fostering senatthough some observers
guestioned 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

Overvien

The sitewas feltto have reachedull implementation by the end of the project, to the extent that

almost all carers in the site had received the formal trainkibof the staff and foster carergere

aware of the social pedagogy, and someéividuals hadncorporatedsome elements athe

approach into their practice to varying degre&he site hadoy the end of projeca small number of

foster carers who were highly engaged in the project and had reportecHbat, Heart, Handsad

had asignificant impact on their practice. Indeearecent Care Inspectorate Inspection report made

a special mention dflead, Heart, Hands Y 2 (i AR6sler darérb wiere@ttuned to the needs of

children and we saw some exceptional practice based on sedafjpgy practice o6 LJ 3S mMp 0 @

However some case study participants raised questions regarding the extent to which social
pedagogyhad beerfully understood beyond a superficial levelcross the siteExcluding a small

number of exceptiondilead, Heart, Bindswas largely referred tdn interviews, inrelation to the
particular tools suggesting that the site have not yet moved beyond a surface level understanding of
the appioach by the end of the projedParticipants reported that there had been some
miscommunicatiors and misunderstandirgabout some of the core principles of social pedagogy
suggesing that the sitewasstill trying to understand the basic teneté somecore concepts and

ideas of the approachevenin later stages of the project
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