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#E#l 4 : The Kingston Early Excellence Centre

Introduction

The Kingston Early Excellence Centre was created in October 2001 when the
Alpha Road Children's Resource Centre and the Surbiton Hill Nursery Centre
came together to combine early year's education, childcare and family support
services.

Since its creation it has achieved many of its objectives as identified in the
Annual Evaluation 2003 but wants to continue the development of the service.
Thus, in 2004 the main priorities are to further mainstream and integrate
services, including the bringing together of the two existing staff teams into a
single Early Excellence Centre team.

Recognising that integrating professionals from different disciplines and
agencies can be difficult, the Strategic Management Group agreed to a project to
explore the integration of the Resource Centre team and the Nursery Centre
team.

Background to the study of inter-agency and inter-disciplinary
working

In recent years, in relation to people working together in the provision of public
services, there has been a recognition by national and local policy-makers and
by practitioners that many such services are best provided by different agencies
working together in partnership to provide an integrated and holistic service, for

example, community mental health teams (Loxley, 1997); multi-agency crime

prevention initiatives (Liddle and Gelsthorpe, 1994). In relation to the provision
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of health and welfare services to children and families the Children's National
Service Framework was established under the National Health Service plan
(2000) to try to break down professional boundaries and to encourage
partnerships between agencies so that an integrated service could be provided to
children and families. In relation to children and education, in 2000 the
Government introduced the Sure Start initiative as part of its Quality Protects
Programme. Under the initiative, partnerships of statutory agencies, voluntary
agencies, communities and parents in areas of disadvantage were encouraged to
seek Sure Start funding to enhance and improve existing service provision to
children aged 0-4 and to develop new services. For older children,

Connections was introduced by the Department for Education and Skills (D{ES)
in 2001 to provide an integrated, universal and holistic service to all young
people aged 13-18 through the provision of information advice and guidance on
education career pathways health social welfare and youth justice.

The Green Paper 'Every Child Matters' (2003) stresses the need for all

agencies to work together to ensure that children are protected and achieve their
full potential. Among a range of proposals, the government suggests that
Children's Trusts should be established to integrate key children's services within
a single organisational focus and that 'There is a strong case for basing
multi-disciplinary teams in and around the places where many children spend
much of their time, such as schools and Sure Start centres and also primary care
centres' (p.62).
However, as these inter-agency and inter-professional relationships have
developed, it has also been recognised that some are very successful, others
appear to have many flaws, as evidenced in the recent Climbie Inquiry
(www.victoria-climbie-inquiry.org .uk). Thus there is an interest in discovering
what factors enhance inter-agency working and what factors militate against
such working. Current information can be gleaned from findings relating to
groups and teams in general and from those that have focused on multi-agency
and multi-professional groups and teams.

The way that people work together in groups has been of interest to a number
of disciplines over many years, particularly social psychologists (see Forsyth,
1990) and management academics (Kraus, 1980). Their studies have identified
the significance of a number of factors in determining the way that people are
able to work together to achieve a task, such as:

* Group size (Hinton and Reitz, 1971, Carter and West 1998, Bell, 2000)
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- Group structure (Forsyth, i990: Bell, 2000)
* Characteristics of group members (Forsyth, 1990, Feilding and Hogg, 1997,

Bell, 2000)

* Differentials in power and influence (French and Raven, 1959 Turner, 1991)
* Stage of group development (Tuckman, 1965, Worchel, 1994)

- Leadership (Bass, 1990, Lucas and Lovanglia, 1998)

- Interaction patterns (Bales, 1950, 1970, 1980; Bell 2000, 2001)

In considering multi-agency and multi-professional groups, it is useful to
begin by exploring what is meant by working together and what degrees of
integration are required (see Liddle and Gelsthorpe, 1994; Owvretveit). For
example Gough et al (1 987) identify four levels of inter-agency co-operation:
working separately, keeping each other informed, co-ordinating work and being
part of a true team.

Hallett and Birchall (1992) provide a comprehensive review of the literature
which has examined the factors that enhance co-ordination among agencies and
those that militate against co-ordination. The enhancing factors include clear
policy recommendations and societal acknowledgement of the need for
cooperation; a high degree of consensus among the agencies about the issues,
the goals of working together and a commitment to working together, the
existence of particular individuals playing key roles as instigators or sustainers
of co-ordination; co-terminosity of agency boundaries and geographical
proximity of agencies, having group goals from which all agencies derive some
benefit.

Inhibiting factors include:

* Lack of understanding of other disciplines' objectives, standards, working
practices, conceptual bases and ethics;

* Lack of effective communication

* Professional chauvinism

* Confusion as to which personnel can take what management responsibilities at
what time,

* Institutional relationships which limit effective inter-professional contact

* To little time to develop inter-professional relationships

* Lack of confidence and trust between professionals

» Different professional and agency cultures,

» Different perspectives on the problem being addressed by the team

* Differentials in status and power among professionals and agencies
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Bell (2000) developed a model of multi-disciplinary team working which
identifies four types of teams:

* Type one, realistic, where there is an equality of participation and influence
Conflicts are seen as healthy and are negotiated.

= Type two, pessimistic, where there is equality of participation and influence.
Conflicts are seen as damaging and as evidence that the team is not working.

» Type three, repressed, where the team is dominated by one agency but the
domination is either not recognised or not acknowledged. There is little overt
conflict.

« Type four, depressed, where the team is dominated by one agency and this is
resented by other team members. There is considerable conflict which is not
resolved.

Much of the current research into inter-agency relationships has relied on
questionnaires to professionals (Hallett, 1995) or on unstructured observations
(Farmer and Owen, 1995) and has merely reported the findings. However while
this type of research provides one view of inter-agency partnerships it does not
provide an in-depth, detailed or holistic picture of inter-agency partnerships nor
does it provide a realistic way for those involved to improve inter-agency

partnerships.

Aims and objectives
The aim of this project is to facilitate the integration of the Alpha Road
Children's Resource Centre team and the Surbiton Hill Nursery Centre team.
The objectives are to encourage staftf to:
» Consider what the advantages and disadvantages are of integration;
» Explore to what extent the teams are already integrated;
» Identify where integration requires further development or improvement
= Outline ideas about ways of improving integration
= Apply ideas about integration to practice
» Reflect on the results of the application of integration ideas in practice
« At the end of the project to evaluate to what extent the integration of the
teams has been achieved
Methods
During this project staff will be encouraged to consider the extent of integration
of the two teams and to work on ways to improve integration. The most
appropriate method of achieving this is Action Research which is described by

Coffey (1995) as 'a process of collaborative inquiry which aims to enable
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participants in a system to develop the skills and knowledge to effect change in
their own environment' (p.1). Action research is a practical, problem-solving
approach ‘which is directed at greater understanding and improvement in practice
over a period of time. It involves a group of people working together and
involved in the cycle of planning, acting (or doing), observing and reflecting on
their work more deliberately and systematically than usual. The role of the
researcher is as a facilitator and collaborator. Thus the participants (the EEC
staff) would be involved throughout the project, including the selection and
design of the research methods, such as questionnaires, inten/iews etc., with the

aim of developing an integrated team,

Steps In the process of action research

1. Problem definition: the 'problem' is the integration of two teams into one
team.

2. The establishment of a critical reference group: a small group of 6 or 7 key
people and representatives of particular groups as an advisory group to the
project. This group should meet as soon as possible.

3. The involvement of those most affected (EEC staff) in the research design
process. There should be an initial meeting of all staff for half a day so that
a) the project can be outlined and b) staff can decide what research methods
should be used for the project, and ¢) determine how cthical issues should be
addressed. The methods should be capable of evaluating team integration. The
whole staff group might also meet two or three more times during the project,
which is likely to last for a year.

4. Research designed

5. Research conducted and data analysed: this will provide an evaluation of
integration in the EEC team

6. Conclusions drawn: this will provide information on the level of integration
and how integration might be developed

7. Conclusions fed into planning process: concrete plans for developing
integration will be outlined and implemented in practice

8. Steps 5,6 and 7 will be repeated a number of times during the project as part
of the spiral of planning, doing, reflecting and evaluating

The project is likely to last for a year. The researcher/facilitator will be Dr.
Lorna Bell (see attached CV) whose time will be funded through the Higher

Education Funding Council.
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Dr. Lorna Bell 5th January 2004

Brief Curriculum Vitae - Lorna Bell
Current post:
Reader. Joint appointment with St Georges Hospital Medical School and
Kingston University.
Responsible for development of research in the School of Social Work.
Duties include:
Programme Director for postgraduate research degrees programmes
Deputy Head of School of Social Work, Kingston University
Module Director for General Social Care Council Child Care Award programme
External assessor, Postqualifying Child Care Award, East Midlands Partnership.
External Examiner, MA Child Care, University of Nottingham
Previous posts held:
Local authority social work practitioner in England. Teaching, training and
lecturing posts in England and Scotland since 1 982
Qualifications:
1996 - 2000 PhD - University of Stirling
1988 - 1991 MSc Advanced Education and Social Research Methods

- The Open University
1978 - 1979 Post Graduate Diploma .~ CQSW - Leeds Polyiechnic
1975 - 1978 BA (Hons) Social Administration - Leeds Polyiechnic
Previous Relevant Experience:
1996 - Research project with the Department of Human Services, New Jersey, to
examine the working of multi-disciplinary child protection teams.
1997- 1999 - Invited member of ESRC Seminar Series "Mediating Institutions in
Child Welfare, European Models and Applications"”
Bell, L., and Skinner, K. (1994) "An Analysis of the Training Needs of the
RSSPCC". Research project funded by the RSSPCC ‘
Bell, L., and Skinner, K., (1995) "An Audit of Child Protection Training and
Practice" Research project funded by CCETSW
Bell, L.., (1995) "An Evaluation of Therapeutic Crisis Intervention Training in
Grampian Region". Research project funded by Grampian Regional Council.
Bell, L., and Stark. K., (1 996) "An Evaluation of Training Physical Restraint
Skills." Research award from the Scottish Office.
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