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Abstract

The professional standards for teachers in the UK (www.tda.gov.uk/standards) have embedded the UK Government policy for Every Child Matters (ECM). The 5 ECM outcomes are that every child should: be healthy; stay safe; enjoy and achieve; make a positive contribution and achieve economic well-being. The challenge to the teaching profession is to ensure that their career development embraces how schools will operate in the future, offering extended services to the child, young person and their families in their community and the management of services and staff outside of the teaching profession.  The University of Wolverhampton has been engaged with the development of the children’s workforce to support an integrated/multi agency approach to the delivery of children’s services in England. This is in line with the UK Governments commitment to ensuring the safety and well being of every child from the age of 0 – 19 to enable, amongst other things, the eradication of child poverty in the UK by 2020.  The challenge of an integrated common core set of competences for the children’s workforce (guidelines available through the Children’s Workforce development Council, CWDC), requires new ways of thinking for the development of a common core curriculum to support the children’s workforce. We need to develop teacher education to support ECM and extended services and create teaching staff within HEI’s who can deliver this agenda.  We need to ensure their understanding of integrated services and the implications for existing programs of study and ways of working.

This paper outlines the ECM policy, the remodelling of the children’s workforce and the implications for teacher training and teacher staff development in HEI’s. It then describes the work that has been carried out across the Black Country and West Midlands to support our knowledge in the development of an integrated offer to learners and the development of teaching staff in the University and supporting Colleges.  We looked at 4 areas: staff development (teaching and support staff); learning and teaching; systems and processes to support the learning and adding value. The approach was supported by a series of stakeholder events to ascertain the needs of teaching staff and employers. On line surveys were also conducted to find out the professional development needs of the regional workforce. Our findings highlighted the importance of leadership at all levels within the children’s workforce and more specifically, leading integrated services in schools.  The findings led to the University of Wolverhampton developing a cross University team of specialists focusing upon integrated services that support research, curriculum, CPD and staff development.  

Introduction – the policy context for Every Child Matters (ECM) and the education workforce
Every Child Matters DfES, (2003) was a direct response to the horrific death of Victoria Climbie in 2000 from the very people who were responsible for her welfare. The impact of this tragic case of child abuse was a full review of all services supporting children and young people. The outcome was to find that services were fragmented, they lacked accountability and there was a lack of coherent information sharing and leadership. Not one service took a holistic approach to the representation of services to a child, young person and their families and carers and often services were difficult to access across the country. This was not however the first time in the United Kingdom that such a case had come to light. Publicised cases go back to the 1970’s that showed there were serious misgivings about services being fragmented in the United Kingdom. A range of initiatives had been put in place to support better practices across children’s services but it took the death of Victoria Climbie in 2000 and the public outcry and the recommendations of the Lamings Report (2003) for the British Government to not only create new policy but by 2004 to embed new ways of working into the Children’s Act (2004). The ECM Policy (2003) impacted directly on education recommending that early years provision and childcare partnerships were integrated; that raising standards in schools were imperative; the development of extended school provision and that there was a full review of the children’s workforce which required remodelling.  ECM builds upon 5 outcomes:
· Be healthy 

· Stay safe 

· Enjoy and achieve 

· Make a positive contribution 

· Achieve economic well-being 
DfES (2003) describes the five outcomes as being universal ambitions for every child and young person, whatever their background or circumstances. The outcomes are mutually reinforcing. For example, children and young people learn and thrive when they are healthy, safe and engaged; and the evidence shows clearly that educational achievement is the most effective route out of poverty. 
To support the ECM policy for remodelling the children’s workforce, a National Remodelling Team was formed in 2003. Its core role was to work with all 150 Local Authorities to help schools remodel the school workforce. This included teachers and support staff.  The ECM policy also set out a requirement that all schools offer extended provision. By 2005 ‘Extended Schools: Access to opportunities and services for all’ (DfES, 2005) was published. Extended schools are seen as a way to ensure improved access to a range of services to support children and their families. The report recommended that by 2010 all schools will offer a range of core services that will include child care, health and social care, study support, lifelong learning, sports and arts facilities and access to technology. 

Not only did the Children’s Act (2004) recommend how services would work together, it also established the role of: a Children’s Commissioner; created the provision of a database to hold records on children and young people; approved the creation of Safeguarding Children’s Boards and required a co-ordinated Children and Young Peoples Plan from every Local Authority in England. It also required that a new position was created within Local Authorities: a Directorate of Children’s Services to be responsible for, as a minimum, education and children’s social service functions.
Ed Balls, Secretary of State for Children, Schools and Families in The DCSF Children’s 10 Year Plan (2008 p. 2) states that the plan is “the beginning of a new way of working, not a one off event”. The plan lays down 5 key principles by which all services working with children, young people and families across the public, private and voluntary sector will work towards. For schools, it states that:

· schools in the 21st century should strive for educational excellence but should work in partnership with other agencies to actively contribute to all aspects of children’s lives such as health and wellbeing, safety and care. This will mean opening facilities to the wider community and where possible will mean children’s services such as health, child & adolescent mental health services, social care, welfare services, being based on school sites.

· the development of  a world class workforce 

· teaching will become a Masters-level profession, with all new teachers able to study for a Masters-level qualification through a focus on continued professional development (CPD) 

The acceptance of integrated working practices is also reaffirmed by the Conservative Party in their research publication series: Breakthrough Britain, the Next Generation (2008). They emphasise the importance of the family and the child in the development of better service provision. In December 2008, the DCSF published “Building Brighter Futures: Next steps for the Children’s Workforce” (2008). It supports the above statements in the Children’s Plan for changes in the school workforce.  It states that there will be an increased investment in the quality and the diversity of the school workforce to ensure that all schools have the skills and capacity to deliver the vision set out in the children’s plan. 
Children’s workforce remodelling 

So what does this really mean for the children’s workforce? The Children’s Workforce Strategy sets out a qualifications framework relevant to practitioners working across the range of services engaging with children, young people and their families and covering the majority of occupational roles in the children’s workforce. The integrated qualifications framework (IQF) is led by the Children's Workforce Network (CWN). CWN is an alliance of twelve partners, which include the Children’s Workforce Development Council (CWDC) and the Teachers Development Agency (TDA). They are all committed to creating and supporting a world-class children's workforce in England.
CWN's vision is of a workforce that:
· supports integrated and coherent services for children, young people and families 

· remains stable and appropriately staffed, whilst exhibiting flexibility and responsiveness 

· is trusted and accountable, and thereby valued 

· demonstrates high skills, productivity and effectiveness, and 

· exhibits strong leadership, management and supervision

The Integrated Qualifications Framework (IQF) will be a set of approved qualifications that allows progression, continuing professional development and mobility across the children and young people's workforce. It will be a comprehensive set of qualifications that are agreed to be appropriate for people who work with children and young people, up to and including degrees and postgraduate qualifications. It will support shared values and learning approaches across the whole of the children and young people's workforce. CWN (2008). The IQF has implications for the remodeling of the school workforce to ensure that the principles of ECM and the common core skills embodied within IQF are transparent and embedded in all stages of the development of the teaching profession.
The skills and knowledge of the common core relate to: communication and engagement; child and young person development; safeguarding and promoting the wellbeing of the child; supporting transitions and sharing information. These common core skills have already been subsumed within the revised teaching standards for classroom teachers.  UCET’s position paper on ECM and teacher training (2007) cites that teachers in the future will “flourish in a very different professional world” (UCET p 8, 2007). Teachers will be expected to work closely with a range of professionals from other services and will engage with their local communities and parents in wider social aspects supporting children and young people. They will have leading roles wider than teaching and learning. 
A new role has also been created to ensure that services are no longer fragmented: the lead professional. The lead professional takes the lead to coordinate provision and act as a single point of contact for a child and their family when a range of services are involved and an integrated response is required. This is linked to the development of a common assessment framework (CAF). The Common Assessment Framework (CAF) is a key part of delivering frontline services that are integrated and focused around the needs of children and young people. The CAF is a standardised approach to conducting an assessment of a child's additional needs and deciding how those needs should be met. The CAF will promote more effective, earlier identification of additional needs, particularly in universal services. It is intended to provide a simple process for a holistic assessment of a child's needs and strengths, taking account of the role of parents, carers and environmental factors on their development (DCSF). Teachers will be part of the CAF team and may be asked to take the lead professional role as and when appropriate. 
UCET’s position paper (UCET 2007) raises questions and challenges for the changing roles of teachers to support ECM and multi agency working. Its raises the issue of teacher specialist contribution in the teaching and learning process and the extent to which teachers can be involved in inter professional working. It points to the ‘blurring’ of professional boundaries, the threat of the loss of professional identity, subject authority and the authority of a teacher (UCET 2007).  This is counterbalanced by the emphasis within ECM (DfES 2003) and the Children’s Plan (DCSF 2008) in the importance placed upon teaching staff and their subject knowledge.
Implications for teacher training and CPD
Teacher training will need to engage learners in all aspects of ECM from policy to practice. To do this effectively, the teaching profession will need to have a clear understanding of the wider children’s workforce supporting the child, young person and their families. The core common components of IQF will require both a theoretical context and practical knowledge. One aspect that has been supported by CWDC is that all students should have as part of their training, opportunities to spend time in integrated settings on placement. This has implications for the delivery of existing teaching programmes in Higher Education Institutions (HEI’s). They will be expected to work in inter professional teams which means they will need to develop a common language that is understood by all professions. Opportunities for joint professional working will be required to ensure a common understanding at a local level and to forge and enable greater collaboration between services. A clear understanding of Extended School Services will be required and their role as teaching professionals in supporting these services.
Trainee teachers will need a range of learning opportunities to enable them to be well prepared to contribute as newly qualified teachers (NQTs). They need a clear understanding of the changing context within which teachers are working and the teacher’s role and responsibility. They need to develop an understanding of the school and children’s workforce that the teacher may contribute to and how to contribute effectively to ensure children and young people’s achievement and well-being. They need to understand the role of others within the workforce and how each contributes to the whole. The TDA standards for qualified teacher status (QTS) from September 2007 onwards, are underpinned by the five outcomes in ECM, and the six areas of the common core of skills and knowledge for the Children’s Workforce. 

TDA have been given the remit by DCSF to develop the Masters (M) level programme in Teaching and Learning (MTL) for teaching staff by September 2009.  The new qualification will be targeted at teachers in the first 5 years of their careers. It will be delivered jointly by schools and HEI’s. It will be practice focused and delivered in a modular format in line with existing HEI provision. This is an important change in the teaching profession in raising their status. OFSTED (2004) found that M level programmes helped teachers achieve improvements in schools relating to the quality of teaching; pupil assessment; curriculum planning and increased teachers subject knowledge. The continuation to M level will also offer opportunities to develop critical thinking and reflective practice. It will also support their knowledge of educational policy and wider policies supporting ECM and multi agency working.
Leadership is crucial aspect of the development of teaching staff at all levels. The National College of School Leadership (NCSL), responsible for the development of school heads and middle managers in England has also taken on the wider remit for the development of Children’s Centre Managers in integrated centre leadership since 2004. Their remit has been extended again in the Children’s Workforce Strategy (2008) to also develop a leadership programme for Directors of Children’s Services. The programmes developed by NCSL are supported by accreditation at master level by HEI’s. This has implications for HEI’s to ensure that leadership programmes and qualifications reflect integrated service delivery and provision. 
University of Wolverhampton – responding to the challenges of ECM
Since 2006, the University of Wolverhampton has been engaged in ensuring that ECM is a core focus within its own strategic development. In 2006, the University set up an ECM Policy group to take responsibility for the development of a business plan to ensure that a University wide response to ECM was developed. This was a challenging prospect for a HEI where the majority of programmes are developed and delivered within separate schools and targets are set for each school within the University.  A position paper was created which proposed a series of priorities in the following areas:
· Business planning 
· Stakeholder consultation

· Marketing

· Programme development and delivery
· Staff development

· Dissemination of information

· Research

· Partnerships

· Student placements
The Executive Group of the University supported the development of a business plan to cover the above areas and supported financially the release of staff within the Schools of Education, Health and Social Care to help deliver a 3 year plan. The plan was framed around a balanced scorecard approach to bringing about change in a complex education environment. The Balanced Scorecard approach enables organisations to become more adaptive and responsive to the needs of both internal and external constituencies, resulting in greater opportunities for problem solving and innovation. The four key stands of the scorecard related to: the capability and capacity of the ECM workforce,( including our own internal staff development within the University); benefits and outcomes for learners: fit for purpose University systems and business processes to support ECM and efficiency, effectiveness and value for money.
Table one Balanced Scorecard



Our aim in supporting ECM is to:
· raise the profile of the University and develop a local, regional and national reputation for “Every Child Matters” that meets the needs of the changing workforce in the public, private and voluntary sectors
· strengthen partnerships with stakeholders across the public, private and voluntary sectors
· develop a “one stop shop” for external stakeholders for new ECM, inter-professional curriculum, CPD, consultancy, research and knowledge transfer

· to ensure the University and external stakeholders have the systems and structures and staff resource capable of meeting the ECM inter-professional agenda
· to build upon the knowledge and skills of our own staff and our key delivery partners to support ECM
· to plan for the long term sustainability of  inter-professional working practices across the University
Engaging stakeholders locally and regionally in the ECM agenda
A key priority to ensuring we are supporting the ECM agenda locally and regionally has been the engagement with stakeholders: employers and employees across the wide range of services supporting children, young people and their families. We have held focus groups, action learning sets, conferences and conducted an online survey across 750 stakeholders to engage and find out the requirements of the workforce for training and education to support integrated services and ECM. The results of our online survey and stakeholder events during 2007/8 showed that continual CPD was a top priority for employers. A key priority was leadership of integrated children’s services. The overall message from the survey and focus groups is set out in table 2.
Table two Key Message from Survey and Focus Groups
	Continual Professional Development
There is a need for a flexible CPD delivery model. It needs to be current and based upon both face to face delivery and use e-learning where appropriate. Top areas for development:
· Creation of social networks

· Creation of action learning sets

· Embed IQF common core competences into CPD programs

· Facilitation of CPD programs using the expertise of the regions best practice

· Leadership and management as a core theme

· Accreditation of existing  programs developed by children’s services

· The sharing of research locally through action learning sets

· An ongoing seminar program required to included:

· Common assessment framework

· Safeguarding

· Child poverty

· Data usage and management



	Curriculum Development
· Opportunities for reflective practice high priority

· Joint placements – work based learning opportunities to be integrated and meaningful

· Shared research – the evidence base for practice

· Use of a common language across all modules to support multi agency working
·  Leadership qualification

· Qualification for support staff working in integrated services

	Key Issues
· Value for money a key requisite

· Flexibility of delivery essential

· Based upon best practice

· Stakeholder engagement in the development of programs to support ECM


Staff development to support ECM 
UCET (2007) state that the ECM will not be delivered effectively without staff of HEI’s being prepared to address the agenda. UCET have found evidence of positive engagement between HEI’s and Children’s Centres and extended schools services about the developing roles of teachers.  This has led to HEI engagement in research, CPD and inter agency groups being established at local levels to support a greater understanding of local needs UCET (2007).
Many staff in the University of Wolverhampton are involved in preparing existing students to work with children and young people whether this is as a solicitor, youth worker, teacher, teaching support staff, sports coach, nurse or a whole variety of other career pathways, and therefore a working knowledge of ECM is absolutely essential. With the embedding of ECM and the common core within teacher training and CPD this is even more important for our workforce. Therefore it is important that all staff, whether senior management, middle management, teaching or support staff, have the opportunity for CPD.

What have we done so far in relation to ECM and University staff development?

In 2007, ECM champions were identified across the workforce in a range of schools and support services. Champions act as a point of contact, source of advice and information. The staff involved have through being involved in conferences, action learning sets, focus groups, surveys, curriculum develop and research have been immersed in staff development.

In July 2007 staff champions from various schools attended an ECM staff development day on multi professional learning. As part of the day a SWOT (strengths, weaknesses, opportunities and threats) analysis was carried out.  This formed a basis for planning our way forward strategically. 
Table three SWOT Analysis for ECM

	Strengths 

· Staff skills and knowledge

· Evidence of some positive existing collaborative working across schools

· Support cross school teams

· ICT and e-learning 

· Collaborative modules 

· Multi-professional placements

· Commitment of staff 

· Executive investment in ECM

· Staff exchange possibilities 

· Professional management accreditation by Institute Leadership and Management (ILM) & Chartered Institute Personal Development (CIP)
	Weaknesses 

· Rigidity of current structures

· Validation procedures 

· Problems with rooms and timetables 

· No strategic process to manage relationships 

· No corporate image for ECM

· Staff development programmes do not include inter-professional development

· No common language for inter professional working

 

	Opportunities 

· Opportunity to develop a world class ECM workforce within the University

· To promote research to improve practice 

· Opportunities to create new markets and new products

· Opportunity to strengthen stakeholder relationships 

· Opportunity to promote the University 

· Opportunity to evaluate new  initiatives 


	Threats 

· Reduction to existing provision

· Time consuming process 

· Competition from existing providers 

· Problems with embedding long term sustainability 

· Changes to policies and practices 

· Budget devolution model 

· Large size of institution and need to include all staff  


A number of strengths were identified such as commitment of staff to ECM, existing knowledge and skills, modules delivered across schools, ICT e-learning and projects such as the multi professional placement project which aims to place nurses, teachers and social workers together in one placement area. In addition a number of challenges have also been identified such as the need to provide a comprehensive programme for a large number of staff, resources and the lack of a common language between schools and the professions represented within them. 
In order to ensure that an ECM staff development programme met the CPD needs of all University staff, an audit / needs analysis was carried out via an online survey. This has helped to frame the programme that has now been created. We have held a series of awareness raising workshops and staff were invited to take part in a range of workshops and groups focusing upon: research, student placements, curriculum development and CPD. We have also held 2 successful conferences: Safeguarding Children and Young People (UoW, July 2008) and Eradicating Child Poverty (UoW, January 2009). An area we are very keen to explore are staff exchange schemes: Staff exchange schemes are beginning to develop between schools in order to share expertise and promote inter professional learning which is crucial in order for ECM to become embedded in practice. Multi agency working can make a unique contribution to prevention and early intervention services and reduce the risk factors that lead to poorer outcomes for children, young people and their families. Therefore this collaboration needs to occur early on in students training and educational experiences and we need to lead by example.
ECM and teacher training at the University
All teacher training programmes at the University fully incorporate the national standards (www.tda.gov.uk/standards). All levels of training incorporate ECM and the common core skills. We are fully committed to the development of the Masters in Teaching and Learning for teachers. As an example, the University now offers a 30 credit master’s level module to all newly qualified teachers (NQT’s) to support their reflective practice. Their key task in the module is to choose one objective for their induction year and submit a reflective learning journal to demonstrate how they have met that objective. Many of the students have chosen to focus upon inclusive practice and working with colleagues across services to support children.
Going Forward
Through our working together, we have now created a Foundation Degree in Integrated Services for Children and Young People(2008)  aimed at staff working in integrated environments and a MBA (Integrated Children’s Services) (2009) for leaders of ECM. We have embedded ECM within all appropriate programmes across the University and we are preparing teachers for the future. We have a wider group of school involvement which now includes education, health, social care, law, sport, performing arts and business. During 2009, we will be conducting a national online survey to find out how practitioners across integrated children’s services have found the last 5 years working within integrated environments. 
It has been a challenging journey to get to where we are today but one which has forged a greater understanding of integrated services and our role in supporting the development of the children’s workforce.
Christine Vincent

University of Wolverhampton

February 2009
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Capability and capacity of the ECM workforce, providers and leaders


Leaders will have the knowledge and skills to ensure that the ECM is adopted effectively


HEI (UoW) and providers  plan and manage services that enable capacity and capability building of the ECM workforce


Practitioners will have appropriate and relevant knowledge and skills to ensure the delivery and development of the ECM agenda








Outcomes and benefits to learners


There will be a greater choice of learning opportunities and modes of learning to support ECM


Learners will have increased motivation and engagement with learning











Fit for purpose systems and business processes


All learners and practitioners will have access to appropriate systems to support the learning process


Business processes and services will enable a flexible curriculum offer across Schools to support ECM








Efficiency, effectiveness and value for money


The management and administration of cross School curriculum offers are more efficient


There is a greater level of effective learner engagement


Practitioners lead, share and disseminate best and next practice, locally, regionally and nationally














