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	EXECUTIVE SUMMARY

	Chapter 1: Introduction

Positive Futures is the project developed by Glasgow Careers Service in response to the Beattie Committee recommendations. 

It is unique among the ‘Beattie Projects’ in terms of the number of partners involved and the delivery model.

The purpose of the evaluation is to provide evidence of the success of the model and to inform the future direction of the key worker process in Glasgow.  

Chapter 2: Background and Concept 

Following on from the Beattie Committee recommendations, the Scottish Executive invited Careers Service companies to submit bids to develop pilot ‘inclusiveness projects’ aimed at providing Key Worker Support for young people.

Glasgow Positive Futures is the project developed by Glasgow Careers Service in partnership with a range of statutory and voluntary sector agencies in the city.

On establishment in April 2002, Careers Scotland took over responsibility from individual Careers Service companies for the co-ordination and management of the Inclusiveness projects.

The strategy which underpinned the Glasgow project was based on addressing 3 key strands.

· Preventative Strand : Early intervention for Young People aged 14 to 18 within the educational system.

· Preventative/Remedial Strand for Young People Aged 16 to 18 : School Leavers.  

· Remedial Strand for those with Multiple Needs. 

 The model which was developed recognised that it could not deliver “everything to everyone”, but it did propose a ‘whole-city approach’ while prioritising specific groups which reflected the specific concentrations of exclusion within Glasgow.

The model sought to establish strategic, operational and funding partnerships between the key agencies that engage with young people – education, health and social care sector, the national mainstream training and employment agencies, local employment and training initiatives, the further education sector, employers and the voluntary sector.

The delivery model had three main strands:

Geographical Strand.  

In line with strategic priorities within Glasgow, this strand focused on the Social Inclusion Partnership areas where there are high concentrations of excluded young people.

City Wide Strand.  

This strand aimed to provide Specialist Key Workers to offer support to young people across the city dealing with specific barriers to employment.

Early Intervention Strand.  

To catch pupils who are at risk of dropping out of the education system. 

The bid was innovative not only in the scope of its strategic and funding partnerships but also in its delivery mechanisms.  The model sought to deliver Key Worker support through operational partnerships with a range of agencies and was ‘devolved’ to the extent that in some cases Key Workers were employed not by Glasgow Careers Service but by the partner agencies.

The Glasgow bid was therefore one of the most innovative and complex of the inclusiveness projects, and presented a range of strategic and operational challenges.

Chapter 3: Delivering the Concept

The scale of the delivery model was reduced to reflect availability of resources. 

The revised delivery model was based on strategic priorities identified by partners and focused on:

· 16-18 year olds within the geographic and themed target groups

· a reduction in the early intervention strategy

· the combination of the tracker/Key Worker role

While the delivery model continues to reflect core ‘Beattie’ principles and city priorities, the reduction in the scale of the project  reduced the capacity of Positive Futures to deliver the ‘Whole City approach’ envisaged in the original strategy.

Chapter 4: Review of Project Delivery

Early Intervention Strand  

While the scale of the Early Intervention Strand delivered by Positive Futures was too small to deliver a city wide approach to ‘prevention’ the lessons learned from the strand will inform future provision:

· The success of On Track (nationally) has influenced Careers Scotland proposals to extend early intervention programmes throughout Scotland

· The success of the Bridges to Work project provides a model to   influence Careers Scotland’s input to MLD schools.

The Geographic strand

Positive Futures operates differently in each area reflecting the different delivery structures which have been developed by partners. The scope of delivery also differs to reflect different local priorities and ‘fit’ with other local provision.

· A key success of Positive Futures has been the development of partnerships. In many areas, Positive Futures has been a catalyst or at least a contributing factor to improved relationships between Local Development Companies and Careers Scotland.

· Complex delivery structures have resulted in the operational challenges, but these have been resolved over time. The benefit of the more complex structures has been the development of strong operational partnerships and a high level of integration into local structures.

· In the areas which exhibit these characteristics, Positive Futures has improved the effectiveness of the resources deployed by increasing the coordination and integration of existing services.
The critical success factors of Positive Futures in the SIP areas have been :

Delivery Partnerships

· Where LDC’s have led local delivery, Positive Futures has been able to access local networks and knowledge which has enabled greater integration into local structures.

Strategic Management

· In areas with existing ‘strategic forums’ which took on the BLIT function, it has been easier to identify clear priorities for Positive Futures and to develop referral routes to maximise engagement. 

· In areas where new BLITs were developed, the time required to involve organisations and build the strategic partnership meant that, initially, it was more difficult to identify clear priorities for Positive Futures

Local Infrastructure

· Some SIP areas have a more developed infrastructure for engaging with young people.  Some LDC’s already had existing ‘Youth Teams’ which were engaging with young unemployed people, and in some areas there are  locally based early intervention / alternatives to education initiatives which are maintaining engagement with young people who are at risk of exclusion. At the operational level, this provision provided ready made networks of referral agencies. This ensured high levels of engagement with young people which facilitated the effective delivery of Key Worker support.

· At the strategic level, this provision enabled more effective targeting of Key Worker resources as there were fewer gaps in the local strategic framework. (Existing provision provided ‘ready made’ elements of the strategic framework envisaged by the original project model ie. elements of the original preventative strategy.)

· In areas where there was very little ‘infrastructure,’ there is less effective targeting of resources and competing demands on Key Worker resources to deliver a wider spectrum of activities - finding/tracking, developing referral networks, developing new operational partnerships and networks etc

The experience within the Geographic strand would suggest that the most effective use of Key Worker support is as part of a ‘pathway of progression’ for young people. Where local early intervention/engagement initiatives provide an effective mechanism for engaging with excluded young people, Key Worker resources can be  focused on assisting these young people into positive outcomes. Where there is no local infrastructure to facilitate engagement, the effectiveness of Key Worker resources is reduced. 
City Wide Strand

The Citywide strand delivered three ‘themed’ projects. 

A key gap in the project model is the lack of capacity to provide services to vulnerable young people across the city who are not resident in SIP areas. 

Positive Futures: Leaving Care Services. 

Positive Futures: Leaving Care Services provides a strategic response to needs of care Leavers. It is delivered by a partnership between Careers Scotland and Social Work Services. 

The project has successfully developed a series of linked provision which provides a ‘pathway of progression’ from engagement to employment/training/education.

However, effectiveness and consistency of delivery is sometimes compromised by the complexity of line management, operational and strategic structures which oversee and direct work undertaken at the project level.  

At the operational level, there are differences in operating procedures, cultures, and styles between the two organisations which impact on the projects ability to deliver. The joint management structure has not been successful in bringing these together.

However, the issues are more fundamental than the operational management of the project. While the partners seem to have a shared vision for the project, there is not a shared strategy for delivery or agreement on the priorities for services.  

However, a separate evaluation of the project identified that despite the structural problems, the partnership model enabled the provision of ‘added value’ services to clients. Recommendations for the future development of the project include:

· Rebuilding a common vision for Positive Futures: Leaving Care Services between the key partners

· Developing structures and protocols for joint management

GARA

The GARA Team has developed a number of effective initiatives to engage with young people and has developed new services to fill gaps in provision. However, the level of resource is too small to provide an effective city wide service. At a more fundamental level, this project lacks a clear strategy. There is a need to re-think the objectives of the project and develop an appropriate delivery model. 

Theme Team

The Theme Team has developed strong relationships with referral agencies and provides a valuable and well-regarded for young people with multiple barriers to the labour market , but the level of resource is too small to provide an effective city wide service. Criteria for referral and the delivery structure for this team need to be reviewed.

Resource allocation is an issue in each of the thematic projects. This is related not only to the numbers of Key Workers required to service a city wide caseload, but also the level of support required by young people with multiple barriers who are most distanced from the labour market.

· Resource allocation needs to reflect the different roles carried out by thematic strand (awareness raising, developing referral networks etc ) and the intensive support needs of clients who are seriously disengaged from the labour market.

Other Issues impacting on Delivery

Strategic Management

The speed at which the project had to be implemented, the complexity of the structures and the impact of changes brought about by the establishment of Careers Scotland  resulted in a Steering Group focus on operational issues. The gap between the original strategy and the capacity of the delivery model was not addressed. 

This has resulted in

· Differing expectations of partners

The gap between the original strategic framework and the delivery capacity of Positive futures has led differing expectations of the project from different stakeholders and partners. 

· Lack of clear focus for delivery

The failure to address the capacity of the delivery model to meet the original objectives has resulted in weaknesses in delivery. This has impacted particularly on the Theme Team and GARA team where the level of resources were not appropriate to deliver an effective City Wide service. 

Unresolved tensions in partner objectives and priorities have resulted in a lack of clarity around objectives and target groups and a lack of clarity over the referral criteria. This has caused frustration among referral agencies and the delivery teams.

Operational Management

Leadership and management of the project has been weakened by staff shortages in the management team. Management resources have been focused on operational issues and have been reactive rather than developmental.

Processes

A review of the processes show that there has been less use of formal tools for assessment and reviewing progress than was anticipated in the original model. This provides valuable learning on the efficacy of the specific tools and on the requirements for the roll out of any tools developed in the future.

The availability of client information is critical to effective assessment. Future proposals for implementing assessment tools need to recognise the need for shared information systems.
Reporting/measuring outcomes

· There is universal concern about the level of resources which are required to report on activity and outcomes. 

· There is also universal agreement that the current measurement systems (hard outcomes)do not adequately reflect the impact of Key Worker intervention.

Chapter 5: Outcomes and Impact

While it is too early to see any improvements in the School Leaver Destination statistics for Glasgow the evidence to date shows that Positive Futures is achieving success in engaging with young people and moving them into training, education and employment.  

In the period January 2002-March 2003

· 2247 young people have been referred to Positive Futures

· 1550 young people have engaged with the services

· Of these, 851 have moved into positive outcomes of which 

· 391 progressed into training

· 193 progressed into employment

· 214 progressed into education 

· 489 of these outcomes were sustained for at least 3 months

In the period April 2003-August 2003

· 717 young people have been referred to Positive Futures

· Of these, 615 have moved into positive outcomes of which 

· 320 progressed into training

· 156 progressed into employment

· 136 progressed into education

· 19 progressed into voluntary placements

· 408 of these outcomes were sustained for at least 3 months
Consultees also reported on additional impacts had been achieved as a result of Positive Futures. These were:

· Improved relationships and partnership working. This has  

improved coordination and integration of existing services, and therefore improved the effectiveness of the resources deployed.
· The influence of the Key worker approach on existing practice.

Chapter 6: Lessons from the first two years

How significant has the role of the Key Worker been?

There was general agreement that the significance of the Key Worker role was in the ‘proactive approach’ and the ability to provide more intensive support than other agencies could provide to vulnerable young people.  

Which Interventions have worked most effectively for different groups?

It is recognised that the single most important intervention which Positive Futures offers is the ‘one to one’ relationship with a Key Worker.

What are the main barriers to progression for young people?

These were identified as:

· Low levels of literacy/numeracy.  

· Financial incentives.  
· Qualifications barrier
Are there significant gaps in provision?

The following gaps were identified:

· Gaps in provision for non SIP clients. 

· Early intervention/Engagement
· Gaps in services by other agencies 

· Gaps in quality training opportunities.  

Chapter 7: Conclusions and Implications for Future Delivery

Key strengths of the model are:

The Key Worker Approach

Partners and referral agencies recognise the value of the Key Worker approach to the extent that the ‘pro-active’ approach is influencing the development of services aimed at re-engaging other groups disengaged from the labour market. 

Partnerships

The project has been successful in bringing together a range of agencies at a strategic and operational level. As a result of partnership working there is evidence of improved coordination and integration of existing services, and therefore improved the effectiveness of the resources deployed. The development of effective partnerships is one of the key outputs of the Glasgow model.
Context for Future Delivery

The availability of resources and funder priorities are key factors in determining the future priorities for Positive Futures. 

The increasing policy focus on employability is reflected in the Scottish Executives targets for Careers Scotland. There is a tension between this priority and the priorities of local partners who place a greater focus on engagement of those furthest from the labour market. 

In the context of  finite resources, there is a need to reach agreement on priorities to enable effectively targeting.

Recommendations

At the strategic level:

Partners share a clear long term vision for Positive Futures, but there are tensions  between partner priorities which result in a lack of clarity of objectives at the operational level.

Recommendations
· Partners need to work together to redefine strategic priorities and objectives for Positive Futures in the context of available resources. Clear objectives for each element of the project will inform targeting of resources and provide a clear focus at the operational level.
· Partners must develop an action plan to deliver the vision. The action plan must also have short and medium term objectives so that progress can be assessed. 

· The Key Worker resource should be seen as part of a continuum of support provided to young people at the ‘point of engagement’. Positive Futures needs to develop a range of new approaches and  interventions to ensure engagement with those furthest from the labour market and  those at  risk of exclusion.

· Objectives for thematic elements of the project need to be reviewed, and delivery strategies and structures developed to reflect the different needs of client groups, different partnerships and the City wide remits of these elements.

 At the operational level:

· Project Management

Leadership and operational management of the project has been weakened by staff shortages in the management team and the lack of clear strategic priorities within the project.

Recommendation

· There is a need to clarify role and responsibilities of managers and to build the management team around these roles.

· Partnership Management

Partnership is a strength of the project but has resulted in complex operational structures and issues of ‘ownership’ of projects. 

Recommendation

· As well as clearer strategic direction, delivery would be improved by the development of protocols which describe roles and responsibilities of operational partners.

Information recording and management

Information systems are not adequate to measure outcomes and the time spent on information collation is a burden on the project. However, many of the problems  and the solutions to these problems are dependant on external factors which are outwith the control of Positive Futures (shared information systems about client barriers etc, development of client tracking system, development at the national level of appropriate tools for assessment and measurement). 

Recommendation: 

· There is some work required to improve the type of information collected (eg client profiles) and the ‘robustness’ of current information. Client tracking systems and assessment and measurement tools will be informed by national developments in these fields.

· Partners need to progress the principle of information sharing. This is outwith the current scope of Positive Futures, but is critical to the development of effective systems to assess clients with multiple needs and to co-ordinate multi-agency service delivery.


1. INTRODUCTION

The Beattie Committee was set up in 1998 to take forward the Scottish Executive’s commitment to promote the participation and attainment of young people in learning post school and to improve their employability.  The Beattie report, “Implementing inclusiveness, Realising potential”  was published in 1999.

The single, unifying principle at the core of all the Beattie Committee recommendations is inclusiveness.

Positive Futures is the project developed by Glasgow Careers Service in response to the Beattie recommendations. The project was developed in partnership with a range of statutory and voluntary sector agencies in the city.

The current funding for Positive Futures in due to end in March 2004 and the Glasgow Inclusiveness Strategy Group has commissioned this evaluation to establish the achievements of Positive Futures to date and to make recommendations for developing the Beattie Inclusiveness process in the city.  

1.1 Aims and Objectives

Although the Scottish Executive has commissioned an evaluation of the inclusiveness projects which will comment on the effectiveness of Key Worker support at the national level, the Glasgow project is unique both in the number of partners involved in the project and in the delivery model.

The Glasgow Inclusiveness Strategy Group has therefore commissioned an evaluation to identify the benefits of the Glasgow model, to build on the strengths of the first three years of the project and to ensure that identified best practice is integrated throughout the relevant Partner Organisations.  

The purpose of the evaluation is therefore to provide evidence of success and identify the best way forward for developing the Beattie Inclusiveness Process in the city.  The specific aims of the research were:

· To inform the future direction of the key worker process in Glasgow with a view to integration within all partner agencies, matching need, proven approaches, interventions and resources. 

· To ensure the additional resources made available are targeted most effectively with due regard to partnership working.  

The specific objectives of the research were:

· To assess the added value of the Positive Futures approach achieved in Glasgow in relation to the Beattie vision as detailed in the original bid.

· To describe and evaluate existing engagement with the Inclusion Project, with particular reference to specific target groups.

· To describe existing interventions and evaluate their outcomes.

· To assess what the “added value” derived from the Inclusion Project interventions has been in each SIP and thematic area.

· To identify gaps in knowledge re target groups and the related interventions.

· To map further opportunities for complementary work with existing and prospective similar and complementary provision.

· To recommend the areas of support where this approach is best deployed and identify current gaps where other agencies are better placed to deliver.

· To identify gaps in provision of suitable learning and training.

1.2 Methodology

The methodology for this study involved:

· Review of strategic documents and the original bid for Positive Futures

· Review of statistical reports and management information produced by the project

· Consultation with the Glasgow inclusiveness Strategy Group

· Individual interviews with key stakeholders

· Individual interviews with staff responsible for the development and delivery of the project 

· Group and individual interviews with Key Workers

· Telephone and face-to-face interviews with strategic partners, operational partners and referral agencies. 

1.3 Report Structure

The remainder of this report is structured as follows:

	Chapter 2:


	Background and Concept

	Chapter 3


	Delivering the Concept

	Chapter 4


	Review of Project Delivery

	Chapter 5


	Outcomes and Impact

	Chapter 6


	Lessons learned 

	Chapter 7


	Conclusions and Implications for Future Delivery


2.  BACKGROUND AND CONCEPT

This chapter describes the context for the development of Positive Futures in Glasgow, the original concept for the project and the project model which was developed to deliver the Beattie vision in the city.    

2.1 Background to the development of Positive Futures

The Beattie Committee was set up in 1998 to take forward the Scottish Executive’s commitment to promote the participation and attainment of young people in learning post school and to improve their employability.  The Beattie report, “Implementing inclusiveness, Realising potential”   was published in 1999.

The single, unifying principle at the core of all the Beattie Committee recommendations is inclusiveness.

“It is central to our vision that all young people on leaving school – whatever their circumstances – should have access to adequate and appropriate learning provision within a learning environment matching their needs, abilities and aspirations.  The principle of inclusiveness is essential for an effective transition from school to further education or training and for later transitions.  It should encompass personal development as well as more formal skills and qualifications.  Inclusiveness should also underpin the policies and practice of the agencies and institutions which offer guidance, education and training.  The Committee believes that inclusiveness is essential to help young people reach their full potential.”

Extract:  Implementing Inclusiveness, Realising Potential.  The Beattie Committee report (1999).

The Scottish Executive made additional resources available to take forward the recommendations of the Beattie Report.  A total of £22.6 million was made available over the period 2001 to 2004.  

One of the key priorities identified in the Beattie Report was the provision of Key Worker Support.

“The issue is how to ensure that young people and their parents or carers are able to get the right person at the right time without being passed around a number of different agencies and individual professionals.  In our view, this would be a major step towards creating an inclusiveness approach.”

Extract: Implementing Inclusiveness, Realising Potential. The Beattie Committee Report (1999).

In November 2000, the Scottish Executive invited Careers Service companies to submit multi agency bids to develop pilot projects aimed at providing Key Worker Support for young people.  The Executive was not prescriptive about how young people were to be supported but was keen to encourage new ideas in order to learn more about what works best.

As a result of the bidding process 13 multi agency inclusiveness projects have been established across Scotland providing Key Worker Support for young people.

Glasgow Positive Futures is the project developed by Glasgow Careers Service in partnership with a range of statutory and voluntary sector agencies in the city.

The models of Key Worker Support vary considerably across the inclusiveness projects.  In Lanarkshire, Key Worker support is delivered by Careers Scotland staff who have key working responsibilities rather than through dedicated key workers.

The Glasgow Positive Futures model delivers key worker support through dedicated Key Worker posts. The Glasgow model is a partnership model which delivers through operational partnerships with Social Inclusion Partnerships, Local Economic Development Companies (LDC’s) and the statutory and voluntary sector.  A further unique element of the Glasgow model is that Key Workers are employed (in some cases) by partner organisations rather than by Careers Scotland.

2.2 Project Concept

In November 2000, the Scottish Executive invited Careers Service companies to submit bids to develop pilot project aimed at providing Key Worker Support for young people.

Glasgow Careers Service worked with a range of partners to develop its Inclusiveness Strategy.  In recognition of the pilot nature of the project, the bid recognised that it could not attempt to “do everything for every Glasgow young person who is at risk of exclusion” but focused on a three pronged approach to maximise the impact of the intervention.

The agreed priority group for the purposes of the bid was 14 – 19 year olds, with the flexibility to respond to young people up to the age of 24 within the specialist categories.

The strategy which underpinned this model was based on addressing 3 key strands.

· Preventative Strand : Early intervention for Young People aged 14 to 18 within the educational system.

The Preventative Programme sought to provide Key Worker support to young people at school who are at risk of exclusion.  The aim of the Preventative Strand was to establish relationships within individuals whilst they were at school in order to assist the transition to work.

· Preventative/Remedial Strand for Young People Aged 16 to 18 : School Leavers.  

The target cohort within this strand is the population of school leavers identified in the Destination Statistics as ‘unemployed, destinations unknown, unavailable.’  The primary objective of this strand is to prevent this group of young people becoming long term unemployed.  A central objective is to secure the longer term continuity of involvement with the young person, to maintain and sustain their involvement in labour market activities.

· Remedial Strand for those with Multiple Needs.  

This strand of the project aims to focus on young people who are outwith the current learning and labour market systems but who are not school leavers.  This strategy recognises that young people with varied and multiple needs may be outwith the network of agencies dealing with employment but will be part of the client base of partner organisations.  The aim of the Key Worker is to co-ordinate the range of services required for the “Whole Life Approach” to assist the young person into learning and employability interventions.

The process envisaged by the project was that the dedicated Tracker/Finder would establish initial contact with young people through outreach work, or through referrals through local specialist agencies, and refer the young person to the local Careers Service for initial assessment and allocation of a Key Worker.  Following assessment the Key Worker would establish a longer term relationship with the young person to support them to move towards a sustainable outcome.

Key elements of the project delivery were:

Tracker/Finder posts: 

· These posts aimed to focus on outreach work to re-engage young people who had left school and were ‘ lost’ to the system.

Key Worker posts:

· These posts would offer advocacy, sign posting and referral support to enable transition into positive and sustainable outcomes.

The role of the Key Worker would be to:

· Adopt a ‘Whole Life approach’ to the young person returning the learning or labour market.

· Operate a focused intensive Caseload approach of around 1 Key Worker to 40 young people.  This would reduce to a ratio of 1:25 with specialist client groups.

· To act on behalf of the young person linking with other support agencies to resolve barriers to employability.

· To assist the young person to successfully utilise and manage the range of interventions and supports which they enter over time.

· Operate an ongoing advice counselling and review system to enable the individual young person to progress along the pathway of opportunity.

Key elements of the model are therefore:

1. Referral/engagement.

· Referral by agencies such as School Social Work Youth Information Services etc or identification from School Leaver Destination information.

· Street Level Outreach and Engagement by the Tracker / Finder.

2. Initial assessment and identification of needs.  

The initial assessment will be undertaken by Careers Service staff following referral or engagement by the Finder/Tracker. In line with the Beattie recommendations, the project proposed a whole person approach to assessment which consists of:

· An assessment of the wider needs and life circumstances of the young person.  It was planned that the initial assessment would use the FEATS system delivered by the Careers Service and that ongoing assessment and evaluation would be undertaken by Key Workers.  It was anticipated that progress would be monitored using the ‘Rickter Scale’.

· The second element of the assessment would be the Vocational Guidance Strand which would result in an Individual Career Action Plan and transitional support document (TSD).  This framework would provide the Key Worker with a plan of action for the young person.

3. Ongoing advice counselling and review 

The Key Worker would provide ongoing advice and assistance to assist the young person towards their personal goals.

· A key element of the Key Worker role would be to review progress and distance travelled towards personal goals.

4. Learning and Personal Development Interventions.  

The role of the Key Worker is to assist the young person to identify and manage a range of inputs which will assist the young person to move towards their personal goals.  The project model recognises the holistic approach and it was anticipated that inputs could include learning support, vocational and employability options, literacy and numeracy skills, and the whole range of advocacy and living issues around health, family, income and home.

2.3 Delivery Model

The proposed delivery model had 3 main strands.

1.
Geographical Strand.  

This focused on the Social Inclusion Partnership areas in Glasgow where levels of exclusion and poverty are well documented.

2.
City Wide Strand.  

This strand aimed to provide Specialist Key Workers to offer support to young people across the city dealing with the following barriers to employment:

· Homeless young people.

· Persistent young offenders.

· Young people with addiction issues.

· Young disabled people.

· Young people with mental health issues.

It also aimed to provide a service to other vulnerable young people from non SIP areas.

There was also a specific focus on two other groups:

· Care Leavers: this strand also sought to provide Specialist Key Workers working in conjunction with Careers Advisors to support the complex needs of young people leaving care.

· Black and Ethnic Minority young people: Specialist Key Workers to support vulnerable young people from Black and Ethnic Minority Communities.

3.
Early Intervention Strand.  

In order to catch pupils who are at risk of dropping out of the education system the bid also proposed the following Early Intervention mechanisms.

· 1 Key Worker based in each geographical SIP area to work with School Guidance staff and Attendance Officers to persuade at risk pupils to re-engage with educational provision.

· A Specialist Key Worker to work with 3 schools who have a significant number of Black and Ethnic Minority pupils.

· Key Worker Support to the 6 moderate learning difficulty schools to provide early intervention support and enhanced work experience.

· A Key Worker to provide support the 5 Social Work Day Care Centres and intensive support service.

· An additional Key Worker to extend the support offered to the On Track Programme in Glasgow.

2.4 Management Structure

The proposed management structure of the project reflected the complex nature of the project and the level of partnership involved in the project. The project was established by Glasgow Careers Service and line managed by the Careers Service but aimed to involve all strategic and operational partners in the management structure. 

At the city level, the project was to be led by the ‘Glasgow Inclusiveness Strategy Group’ which consisted of the key strategic players and which aimed to have a strategic management function across the City.

At the local level, it was proposed to establish ‘Beattie Local Inclusiveness Teams’.  These were local forums to be based in each SIP area and for the themed projects to ensure that local delivery was customised to meet local need whilst adhering to the City wide strategy.  

2.5 Summary

The scale of the Glasgow bid recognised the scale and nature of economic exclusion in Glasgow. 

Glasgow has one of the highest rates of non-employment among its working age population in the UK.  Despite an expanding jobs base, falling unemployment and a rising employment base, Glasgow still has the lowest proportion of working age people in employment in Scotland.

Research on labour market engagement consistently shows that the longer that the people are ‘disengaged’ from the labour market, the more difficult (and costly in terms of support required) it is to re-engage. 

The Positive Futures bid recognised that by engaging young people and sustaining their labour market activities, Positive Futures would have an impact not only on the current stock of young people moving into the labour market, but also have a major impact on the growing problem of ‘joblessness’ in Glasgow.

While the bid which was developed by Glasgow Careers Service and its partners recognised that it could not deliver “everything to everyone”, it did propose a ‘whole-city approach’ but one which prioritised specific groups which reflected the specific concentrations of exclusion within Glasgow and strategic priorities within the City.

The model was underpinned by a clear strategic framework which provided a ‘joined-up’ approach to inclusiveness.

The proposed model sought to establish strategic, operational and funding partnerships between the key agencies that engage with young people – education, health and social care sector, the national mainstream training and employment agencies, local employment and training initiatives, the further education sector, employers and the voluntary sector.

The bid was innovative not only in the scope of its strategic and funding partnerships but also in its delivery mechanisms.  The model sought to deliver Key Worker Support through operational partnerships with a range of these agencies and was ‘devolved’ to the extent that in some cases Key Workers were employed not by Glasgow Careers Service but by partner agencies.

The Glasgow bid was therefore one of the most complex of the inclusiveness projects, and presented a range of strategic and operational challenges.

The original model can be seen to reflect clearly the Beattie principles and priorities, and also reflect specific need, resources and strategic priorities within Glasgow. 

3. DELIVERING THE CONCEPT

This chapter reviews the development of the delivery model and considers the extent to which it reflects the original strategic framework for delivery.  

3.1 Implementing the Project Model

Partners developed a bid to deliver the strategy outlined in the previous chapter. The bid identified the need for the following staff resources:

· Project Manager

· Assistant Managers (x2)

· Team Co-ordinators (x5)

· 54 Key Workers of which there were :

· 12 Key workers to deliver the early intervention strand

· 8 Tracker/finder posts

· 34 Key Workers (within the geographic and themed projects)

The scale of funding required to deliver the proposed strategy was large. The original bid to the Scottish Executive sought £5.4 million of additional funding over 3 years.  This was additional to the £1.76 million pledged by local partners.

A reduction in the level of funding available to deliver the strategy resulted in a reduction in the scale of delivery. The sum approved by the Scottish Executive was £1.92 million over 2 years 6 months.  Local partners increased their contribution to £1.77 million giving a total of £3.70 million over 2 years and 6 months.

Partners worked together to renegotiate the strategic priorities within the project within the context of the available resources.  The revised priorities included:

· a focus on 16 to 18 year olds (rather than 14-19 year olds in the original bid)

· a significant reduction in the Early Intervention strand of the strategy

· The removal of the dedicated tracker posts - the Tracker and Key Worker role was combined.  

3.2 The Delivery Model

The resulting delivery model therefore provides:
Early Intervention Strand  

The focus on 16-18 year olds has resulted in a radically reduced Early Intervention strand. 

The original bid proposed a total of 12 Key Workers dedicated to ‘early intervention’:

· 1 Key Worker based in each geographical SIP area 

· A Specialist Key Worker to work with 3 schools who have a significant number of Black and Ethnic Minority pupils.

· Key Worker support to the 6 moderate learning difficulty schools to provide early intervention support and enhanced work experience.

· A Key Worker to provide support the 5 Social Work Day Care Centres and intensive support service.

· An additional Key Worker to extend the support offered to the On Track Programme in Glasgow.

The only elements of the original Early Intervention strategy which have been delivered are:

· One Key Worker post delivering the “On-Track” programme in 3 secondary schools.  Positive Futures therefore supports 3 On Track clubs of 15 young people in each school.  Glasgow City Council Education Department contributes £28,000 to the funding of this element of Positive Futures. 

· (NB On Track is also delivered in 2 schools in the East End, but is delivered under the ‘Geographic strand’ of the strategy)

· The Bridges to Work Programme providing early intervention support and enhanced work experience for pupils from the 6 schools for moderate learning difficulties. One dedicated Key Worker (Careers Advisor) works with 4 pupils from each of the 6 schools. The 6 schools contribute a total of £3,000 (£500 per school) to the funding of Positive Futures.

Geographic Strand

The geographic strand of the project operates in the 8 Social Inclusion Partnership areas (initially only 7 SIP areas were covered with Gorbals becoming part of the project  in November 2002.) 

Each of the SIPs contribute to the funding of Positive Futures.

Delivery of the geographic strand has been achieved in each of the areas proposed in the original bid. 

· the geographic strand focuses only on 16-18 year olds 

· The ‘loss’ of the early intervention strand of the strategy means that there is a gap in early intervention activity, although in some SIP areas there are early intervention/alternative to education initiatives which effectively fill this gap.

· There has been a reduction in the scope of the ‘remedial’ element of the strategy which sought to ‘find’ those ‘older’ young people who were not engaging with any learning/employment activities. 

The scale and scope of delivery in each area differs to reflect local need, local priorities and local infrastructure. Operating structures also differ reflecting the ‘partnership’ approach to delivery. (In some areas, LDC’s employ Key Workers directly, in other areas, Key workers are employed and managed directly by Careers Scotland.)

While the resulting  ‘Positive Futures’ model is different in each area, its great strength is that it has operated flexibly to respond local needs and the local infrastructure. 

The delivery model in each area is described below.

	SIP area
	SIP contribution

2003/4
	No of Key workers
	Employed by
	Located

	Castlemilk
	£25K
	2


	CEDA
	CEDA Offices  

	Drumchapel
	£35K
	2


	Drumchapel Opportunities
	Drumchapel Opportunities – 

	East End
	£30K


	2 (but 1 delivering On-Track in 2 schools
	Careers Scotland
	Parkhead Careers Office

	Easterhouse
	*
	3
	GEDC
	GEDC premises but not co-located with employment access team

	Gorbals
	£18K
	1
	Careers Scotland
	Gorbals Initiative

	Govan
	£30K
	2
	Careers Scotland
	GI office but not co-located with youth team

	Glasgow North
	£75K
	4
	Glasgow North 
	Co-located with local Careers Office

	Pollok
	£70K
	3
	GPDC
	GPDC offices 




Citywide Strand 

The Citywide strand has the delivered three ‘themed’ projects identifies in the original bid. 

· The Care Leavers Project, 

· financially  supported by ‘The Big Step’  (£80,000) and by (staff) resources from Social Work Services. 

· It has 3 Key Workers and 3 Careers Advisors funded by Positive Futures and a further 3 Key Workers funded by Social Work Services.

· Black and Ethnic Minority strand 

·  GARA (Glasgow Anti Racist Alliance) contribute funding of approximately £25,000 p.a . 

· The GARA team has two Key Workers

· Theme Team provides services to Young Offenders, young people with addictions, Mental Health Issues, Disability, Homelessness. 

· The theme team has five Key Workers.

·  This element of the project was supported by £60,000 from Glasgow City Council (DRS). 

Each of these projects operates on a citywide basis. While the City Wide strand responds to identified priority groups within the city, a key gap in the project model is the ability to provide services to other vulnerable young people across the city who are not resident in SIP areas. 

3.3 Summary 

The scale of the delivery model was reduced to reflect availability of resources. 

The original bid identified the need for 54 Key workers (this number includes 12 Key Workers dedicated to early intervention and  8 dedicated tracker posts). 

The project which was delivered employs 32 Key workers.

The revised delivery model was based on strategic priorities identified by partners and focused on:

· 16-18 year olds within the geographic and themed target groups

· a reduction in the early intervention strategy

· the combination of the tracker/Key Worker role

While the delivery model continues to reflect core ‘Beattie’ principles and city priorities, the reduction in scale has impacted on the capacity of the project deliver the comprehensive ‘whole city approach’ which was envisaged in the original strategy.  

4. REVIEW OF PROJECT DELIVERY

This chapter reviews the delivery of the project and considers some of the lessons learned. The following sections summarise the operational and strategic management structures, and the delivery mechanisms for each ‘strand’ of Positive Futures and comments on their impact on delivery. 
The conclusions from this section inform the recommendations on the future delivery mechanisms for Positive Futures.

4.1 Early Intervention Strand

	Project: Bridges to Work

	Background 

· Career destination statistics show that the majority of leavers from MLD schools progress into Further Education even although many young peoples’ expressed preference was for employment



	Project structure

· A dedicated Careers Advisor works with 4 pupils from each of the six MLD schools who have been identified as  having potential for employment.



	Level of engagement 

· The project supports around 24 pupils ‘in school’ and provides aftercare for the previous years leavers. 



	Delivery Mechanisms

 The project aims to assist young people to access employment by providing :

· employability training/ work preparation in school

· Extended work experience

· Support to employers and pupils during the work placement

· Tracks and supports pupils (and employers/training providers) for 12 months after the school leaving date

· 

	Strengths

· Unique project in addressing needs of young people from MLD schools

· The ‘aftercare’ element also ensures that both the young person and the employer/training provider have on-going support to sustain the job/training.

· Following initial contact with GDC seeking work placements, the project worked with GCC on the development of a vocational training programme targeted specifically at young people from MLD schools. The innovative programme offers 48 places across Administration, Care, Horticulture, Sport and Leisure, Hospitality and Building.



	Weaknesses

· Fewer employment outcomes than anticipated and more young people have progressed into training. 

· It has been difficult to ‘convert’ work placements into a permanent job for the young people.

· Lack of qualifications for young people from the MLD schools act as a barrier to employment. 


	Project: On Track

	Background
· On Track is a national programme which is delivered in over 75 schools in Scotland.

· The On Track programme is designed to support young people in their final year of education. It focuses on those who are considered to be at risk of not realising their potential, and of finding difficulty in the transition from school into training, education and employment.



	Project structure

· 1 dedicated Careers Advisor delivers On track in 3 schools, John Paul Academy, Knightswood Secondary and Lourdes Secondary School.  



	Level of engagement 

· One club per school. There are approximately 15 members in each club.

· Young people are referred by guidance staff, but the On-track worker is in control of recruitment to ensure the appropriate mix of young people.



	Delivery Mechanisms 

· On Track is based around a series of linked interventions which begin in S4 and carry on for 3 years. The first year provides support in school in an OnTrack club (mixture of group work and one-to–one support) followed by 2 years of On Track advisor support.

	Strengths

· National evaluation has shown the efficacy of the On Track programme as a preventative intervention 

· Effective targeting - On Track is not aimed at the young people with the most severe problems. It has been recognised that the programme works best with young people who have confidence and self esteem issues or who are low achievers, but that the needs of those with severe behavioural difficulties are best met elsewhere. 



	Weaknesses 

· Scale of delivery  - 3 schools only (with an additional 2 schools in the East End delivered within the geographic strand)

· There are few linkages between the school based programme and the rest of Positive Futures.


4.1.1 Summary and Lessons Learned from the Early Intervention Strand 

The early intervention projects have been successful in supporting young people into positive outcomes.

While the scale of the Early Intervention Strand delivered by Positive Futures was too small to deliver a city wide approach to ‘prevention’ there are important lessons to be learned from the individual projects which will inform future provision:

Critical success factors of the early intervention projects have been:

· Engagement - engaging with young people while they are still at school and before they have become disengaged.

· Targeting - The early intervention projects have also developed effective targeting, focusing on young people that require additional support but recognising that they cannot meet the needs of those with the most severe problems.
Lessons: 

· The success of On Track (nationally) has influenced Careers Scotland proposals to roll-out early intervention programmes throughout Scotland

· The success of the Bridges to Work project provides a model to  influence Careers Scotland’s input to MLD schools. 

4.2 Geographic Strand  

There is not a single delivery ‘model’ within the geographic strand, but a variety of models which means that Positive Futures operates differently in each area. The differences reflect the different structures which have been developed by partners. The scope of delivery also differs to reflect different local priorities and ‘fit’ with other local provision.

While the resulting  ‘Positive Futures’ model is different in each area, its great strength is that it has operated flexibly to respond local needs and the local infrastructure. 

Operational Structures

· In some areas Key Workers are employed by Local Development Companies and jointly managed by the LDC and Positive Futures. In other areas they are employed by Careers Scotland and managed directly by Positive Futures. 

· Locations also vary with some key workers operating from LDC offices and others co-located with the local Careers Offices. Co-location with Careers Offices has contributed to the breaking of initial barriers and development of good relationships between Key Workers and Careers Advisors.

· Where the Key Workers are employed by the LDC, the complex structures initially resulted in some confusion over ownership and control of Positive Futures and of Key Workers. However, partners have worked together to clarify operational management arrangements and report that the issues over the joint management of staff have been resolved over time. 

· However, the benefits of the more complicated structure has been that it has harnessed the existing expertise of LDC’s in assisting more disengaged clients, the LDC’s knowledge of local needs and provision, and provided Key Workers with ‘ready made’ access to the local networks which LDC’s already have in the area.  

· It would appear that the structures which involve the LDC’s have enabled greater access to local networks and a greater integration of Positive Futures into local structures.

· In some area, activities have been determined by local priorities – for example in the East End, the SIP wanted to focus some of its resources on early intervention and therefore decided that some of the Key Worker resource would be used to deliver On-Track in 2 local schools.

Strategic Management Structure

· The BLITs (Beattie Local Inclusiveness Teams) were the mechanisms which were intended to bring together local organisations to develop a local strategy and to inform the delivery of Positive Futures in each area. 

· In some areas new BLITs were established for this purpose but in some of the SIP areas there was an existing forum or strategy group already dealing with youth employability issues. These pre-existing groups provided a ‘ready made’ strategic forum for Positive Futures and provided links to an existing network of local agencies and providers. 

· In the areas where there was en existing strategic focus for activities associated with youth employment, it was easier for the BLIT to develop a strategic overview -  identifying local priorities, informing Positive Futures of other local activities and provision, and co-ordinating services to ensure that Key Worker resources were focused to add maximum value to existing structures.

· Where new BLITs have been established it has been difficult to develop a strategic focus for Positive Futures. The time required to involve local partners and develop a local strategy resulted in less clarity in the priorities for Positive Futures and some evidence that key workers were initially ‘pulled in all directions.’

Engagement :

· Careers Scotland is the single biggest source of referrals to the geographic strand overall, but differences exist from area to area on the level of referrals from Careers. 

· Although initially the level of referrals from Careers Offices was low, referral levels have increased over time as the project has become ‘embedded’ and relationships have been developed. Some anomalies exist however, with some Careers Advisors consistently referring young people to Key workers and other Careers Advisors not referring anyone.  This would suggest that not all Careers Scotland staff have bought into the concept of Positive Futures.

· In some SIP areas there are existing ‘Early Intervention’ initiatives in local schools, ‘alternatives to education’ programmes etc and other initiatives aimed at maintaining engagement of young people. These have become an important source of referrals to Positive Futures, and enable high levels of engagement with young people who otherwise are likely to become ‘lost’ in the transition from school.   

· In some areas, tracking’ is an important method of engaging with young people. For example, in Pollok, where there is a lack of local infrastructure which ‘engages’ with young people, and referrals from other agencies are consequently low, tracking is an important, but very time intensive method of generating  new clients for the Key Workers.

· In areas where there is a more developed infrastructure for engaging with young people, tracking is seen as a time intensive process which cannot be justified in terms of ‘generating’ clients. (estimates suggest that 80 tracking enquiries might result in 4-6 new clients). Tracking is perceived as a service to assist the compilation of School Leaver Destination Statistics which detracts from  the resources available to deliver  Key Worker support to clients.

· The number of referrals from other agencies and self referral is also showing an increase as Positive Futures becomes established.

Delivery Mechanisms

· Key workers operate a managed caseload system. Caseloads vary from 25 to over 40.

· Key Workers ‘package’ resources and services from  partner agencies to support young people. (Financial assistance from Action Team for Jobs and LDC’s, vacancy matching from LDC’s, learning provision from SIP projects
· Key workers provide advocacy services for young people to assist in the removal of other barriers to employment 
4.2.1 Summary and Lessons Learned

Positive Futures operates differently in each area reflecting the different delivery structures which have been developed by partners. The scope of delivery also differs to reflect different local priorities and ‘fit’ with other local provision.

· A key success in the Geographic strand has been the development of effective partnerships. In many areas, Positive Futures has been a catalyst or at least a contributing factor to improved relationships between Local Development Companies and Careers Scotland.

· Delivery structures are complex but the operational challenges have been ironed out over time. The benefit of the more complex structures has been the development of strong operational partnerships and a high level of integration into local structures.

· In the areas which exhibit these characteristics, Positive Futures has improved the effectiveness of the resources deployed by increasing the coordination and integration of existing services.
The critical success factors of Positive Futures within the SIP areas have been :

Delivery Partnerships

· Where LDC’s have led local delivery, Positive Futures has been able to access local networks and knowledge which has enabled greater integration into local structures.

Strategic Management

· In areas with existing ‘strategic forums’ which took on the BLIT function, it has been easier to identify clear priorities for Positive Futures and to develop referral routes to maximise engagement. 

· In areas where new BLITs were developed, the time required to involve organisations and build the strategic partnership meant that, initially, it was more difficult to identify clear priorities for Positive Futures

Local Infrastructure

· Some SIP areas have a more developed infrastructure for engaging with young people.  Some LDC’s already had existing ‘Youth Teams’ which were engaging with young unemployed people, and in some areas there are  locally based early intervention / alternatives to education initiatives which are maintaining engagement with young people who are at risk of exclusion. At the operational level, this provision provided ready made networks of referral agencies. This ensured high levels of engagement with young people which facilitated the effective delivery of Key Worker support.

· At the strategic level, this provision enabled more effective targeting of Key Worker resources as there were fewer gaps in the local strategic framework. (Existing provision provided ‘ready made’ elements of the strategic framework envisaged by the original project model ie. elements of the original preventative strategy.)

· In areas where there was very little ‘infrastructure,’ there is less effective targeting of resources and competing demands on Key Worker resources to deliver a wider spectrum of activities - finding/tracking, developing referral networks, developing new operational partnerships and networks etc

The experience within the Geographic strand would suggest that the most effective use of Key Worker support is as part of a ‘pathway of progression’ for young people. Where local early intervention/engagement initiatives provide an effective mechanism for engaging with excluded young people, Key Worker resources can be  focused on assisting these young people into positive outcomes. Where there is no local infrastructure to facilitate engagement, the effectiveness of Key Worker resources is reduced. 
4.3  Citywide Strand

	Positive Futures: Leaving Care Services 



	Operational Structure 

· This project is part funded by the Big Step (approximately £80,000 per annum).

· The project has a complex structure in that it is jointly delivered with staff from Social Work services. The project is also jointly managed with Social Work Services. 

· Project staffing:

· I Co-ordinator (employed by Careers Scotland)

· 1 Senior (employed by Social Work Services)

· 3 Careers Advisors (employed by Careers Scotland)

· 6 Key Workers (3 employed by Careers Scotland, 3 employed by Social Work Services)

· The project also has two linked pilot projects :

· the supported employment project with 2 Employment Support Workers (employed by Careers Scotland,  funded to March 04)

· Learning Support Project with 1.6 (approx) members of staff . This project is a partnership with John Wheatley College and the staff are employed by the College. 

· The Careers Scotland Co-ordinator has line management responsibility for all Careers Scotland staff, but on a day to day basis operational management is split between the Co-ordinator and the Social Work Senior. 



	Strategic Management Structure 

· The Care Leavers Employment Strategy Group provides strategic direction to the project.



	Level of Engagement / Referrals

Engagement with the project results from two main sources

· 20% ‘referrals’ are proactive – seeking out next school leaver cohort to ensure they receive careers interview and are aware of Big Step services.  (List for this provided by SWS as many are not on education & school lists).

· of the other 80% (‘reactive’ referrals), approx 80% of these are from Social Workers, approx 10% are self referrals, and remaining made up of other agencies.

· As proactive referral process continues in future years it is expected that these will gradually become a larger proportion.  It is hoped those not engaging with the service at that time will self-refer at perhaps age 17-19 (as opposed to average age of 19-21 for the ‘reactive’ referrals at present).

· Each Key Worker currently has a case load of 40-50 young people due to staff vacancies. This is higher than proposed in the original bid (estimated 1:25 for specialist Key Worker’s,) and is preventing further referrals.  

· There is a current waiting list 40-50 caused by holding 4 staff vacancies (1 Careers Adviser  & 3 Key Worker) since early this year.  (The Careers Adviser  post now filled, 2 Key Workers expected to start end Oct, and a further 1 in Dec/January.)

· This has reduced capacity for proactive referrals, and has in turn impacted on other parts of the project – eg both the Learning Support Project could provide learning support for more young people, and the supported employment could take on more young people.



	Delivery Mechanisms

Characteristics of the project processes are:

· Cluster approach – Careers Adviser  & Key Worker work jointly with young people and varying interventions as appropriate (usually more Key Worker/less Careers Adviser at beginning, and reversing over time. This means that the balance can be shifted if client becomes more or less ‘stable’ etc

· Dedicated Careers Advisor – each young person has a dedicated Careers Advisor so builds relationship also with this person. This is considered to be a strength of the project

There is a mix of provision available:

· key worker session

· careers advisor sessions

· job club

· classes in IT, numeracy, and communications, and ongoing learning support (including 1-to-1, support with job applications, coaching of specific skills in prep for interviews, or to support job entry)

· access to / links to external provision – employability or training related, and well as dealing with other ‘issues’ which need to be addressed

· supported employment service

The project has successfully developed new initiatives in partnership with other agencies

· Literacy/numeracy initiative with John Wheatley College. JWC input effective. This provision has proved popular with high levels of take-up. Last year, approx 15 people went into full time FE.

· Supported employment project offers additional resources to support young people into employment.

The project has developed a number of initiatives/resources to raise awareness of services and increase engagement

· Training pack for residential care staff

· Information CD developed for use by young people

· A 15+ club is run twice a year to engage with the next cohort of school leavers.


	Project: GARA



	Operational Structure

· 2 members of staff employed by Careers Scotland and located in GARA offices. 

· Managed by PF co-ordinator



	Strategic Management Structure 

· Does not have a separate BLIT 

· It has been difficult to engage partners in the strategic management group and consequently there is not a clear delivery strategy.



	Level of engagement / referrals 

· There were no existing networks through which the GARA team could engage with young people. 

· There was a low level of referrals from Careers which reflects the low take-up of statutory services by the BME community and the levels of exclusion from services.

· In the first year of operation, the biggest source of referrals were from Youth Projects and self referral by young people. This reflects the level of outreach and ‘partnership development’ which the team carried out.

· Referrals from schools were also low (except from Shawlands Academy). The proposed ‘early intervention’ element of the strategy for BME young people was not delivered resulting in a lack of any mechanism for picking up young people who are non- attenders or fall through the school system. 



	Delivery mechanisms/ processes

· As in other parts of Positive Futures much of the Key Workers role is one-to-one work with clients.

· Unlike the SIP based projects, City wide remit means that it has been difficult to develop the same networks and relationships which have been the strength of the geographic projects. As an example, this element of Positive Futures is not as well integrated with local Careers Scotland Offices (due to City Wide remit). 

· The project has therefore spent a considerable amount of  time raising awareness of services, building up relationships with other organisations, and developing new provision due to the existing gaps.

Despite the weaknesses at the structural level, the Key Workers have developed a range of innovative provision to address the gaps in services.

· Creating satellite bases in areas with large populations of BME young people in the city.

· Drop–in at EMEC which includes Careers Scotland (with Careers Advisors bringing vacancies). 

· Literacy initiatives developed with YCSA

· Employability Pilot Initiative at Woodlands.

· Piloting a Breakthrough programme with 10 y/p who need personal development (in partnership with YCSA, EMEC).

Key Workers have also had a role in awareness raising of employability issues. Awareness raising/influencing role has included:

· Highlighted young people’s issues/barriers to strategic officers and outreach team in GARA.

· Workshop with secondary teachers from bilingual unit on BME transition issues.

· Workshop on BME barriers to graduating career advisor students at Jordanhill University.
· Creating employment processes through West of Scotland REC for young person referrals to Procurator Fiscal.




	Project: Theme Team



	Operational Structure
· 5 members of staff employed by Careers Scotland. (Managed by Positive Futures co-ordinator.)

· Now located in Careers Scotland Employers Centre at Govan



	Strategic Management Structure 

· Has a BLIT made up of representatives of key referral agencies. While the  group operates well at the operational level, the Theme Team lacks a clear delivery strategy.



	Engagement

· A significant proportion of referrals to the theme team come from Social Work Services. 

· Careers Service staff reported that they were ‘less clear’ about the referral criteria for the Theme team, and consequently were less likely to refer. Some of this confusion might be the result of a tightening of the criteria for referrals to this team. In the earlier phase of the project, when the caseloads were very small, the Theme Team accepted a broader spectrum of referrals. As the caseloads have grown, the referral criteria has been tightened causing confusion amongst referral agencies.

· While Key Workers were concerned that there were ‘not enough referrals’ there was also a perception amongst Careers Advisors that the Theme Team was always oversubscribed and that there was little chance of getting a Key Worker.

· It would appear that there are gaps in services for young people with ‘complex’ needs. Anecdotal evidence suggests some agencies see Key Workers as a ‘referral of last resort’ when there is no other agency to pick up clients. 



	Delivery Issues
· The team has a city wide remit, but has only 5 Key workers. The resource is too small to deliver a comprehensive services on a City wide basis. The time required to travel across the city to service a city wide caseload has also been wasteful of resources

· As in other parts of Positive Futures much of the Key Workers role is one-to-one work with clients. However, the ‘complex’ nature of the client group means that engaging with client can take a long time. Additionally, the nature and complexity of the barriers facing young people means that the timescale for ‘moving clients on’ can also be longer. Work with this client group is therefore resource intensive.

· Key Workers work very closely with referral agencies to provide initial assessments of clients and have strong relationships with referral agencies. While the team has developed a wealth of knowledge about the services available throughout the City, it has been more difficult to develop networks / relationships at a city level with other agencies which can provide services to their clients. (eg. They deal with Careers Offices throughout the City making it more difficult to build up one-to-one relationships with Careers Advisors)

Often options available to clients are seriously limited:

· Much of the role in dealing with young people who are seriously disengaged is to raise awareness of the  services available. 

· Lack of qualifications for this client group (many left formal education very early) means that many are excluded from jobs

· There is a lack of appropriate service provision outwith the SIP areas 

.


4.3.1 Summary and Lessons Learned from the Citywide Strand

The focus of delivery within the citywide strand is the 3 thematic projects. 

There is dissatisfaction among referral agencies that Positive Futures does not provide a service for vulnerable young people from non SIP areas who do not meet the criteria of the thematic projects.

Positive Futures: Leaving Care Services. 

Positive Futures: Leaving Care Services provides a strategic response to needs of care Leavers. It is delivered by a partnership between Careers Scotland and Social Work Services. 

The project has successfully developed a series of linked provision which provides a linked ‘pathway of progression’ from engagement through to employment/training/education.

However, effectiveness and consistency of delivery is sometimes compromised by the complexity of line management, operational and strategic structures which oversee and direct work undertaken at the project level.  

At the operational level, there are differences in operating procedures, cultures, and styles between the two organisations which impact on the projects ability to deliver. The joint management structure has not been successful in bringing these together.

However, the issues are more fundamental than the operational management of the project. While the partners seem to have a shared vision for the project, there is not a shared strategy for delivery or agreement on the priorities for services.  

However, a separate evaluation of the project identified that despite the structural problems, the partnership model enabled the provision of ‘added value’ services to clients. Recommendations  for the future development of the project include:

· Rebuilding a common vision for Positive Futures: Leaving Care Services between the key partners

· Developing structures and protocols for joint management

GARA

The GARA Team has developed a number of effective  initiatives to engage with young people and has developed new services to fill gaps in provision. However, the level of resource is too small to provide an effective city wide service. At a more fundamental level, this project lacks a strategy. There is a need to re-think the objectives of the project and develop an appropriate delivery model. 

Key issues which the strategy and model must address are:

· The need to develop a strategy for influencing  mainstream Careers Scotland provision 

· Lack of synergy with host organisation – GARA is not service provider therefore does not offer the operational infrastructure and linkages which an LDC offers to Key Worker’s. 

Theme Team

The Theme Team has developed strong relationships with referral agencies and provides a valuable and well-regarded for young people with multiple barriers to the labour market , but the level of resource is too small to provide an effective city wide service. Criteria for referral and the delivery structure for this team need to be reviewed.

Resource allocation is an issue in each of the thematic projects. This is related not only to the numbers of Key Workers required to service a city wide caseload, but also the level of support required by young people with multiple barriers who are most distanced from the labour market.

· Resource allocation needs to reflect the different roles carried out by thematic strand (awareness raising, developing referral networks etc ) and the intensive support needs of clients who are seriously disengaged from the labour market.

4.5 Other Issues impacting on Delivery

4.5.1 Strategic Management – The GISG

The Steering Group (the Glasgow Inclusiveness Steering Group), is made up of a variety of Partner Organisations.  Initially the group included representatives from Careers Scotland, Scottish Enterprise Glasgow, Glasgow Alliance, Glasgow City Council Education Department, Social Work Services, and Development and Regeneration Services, Job Centre Plus, Further Education Sector, The Voluntary Sector, and Greater Glasgow Health Board.

The function of the group was to oversee the strategic development of the project and in the developmental stage of the project there was a high level involvement from many of the members, especially those who represented the funding and operational partners.

Given the differences in organisational culture and priorities  of partner organisations, and the fact that some of the organisations did not have a history of working in partnership, the development of a strategic partnership was a major achievement of the Glasgow Positive Futures model .

While the development of the partnership has been impressive, the role of the Steering Group has perhaps been less strategic than originally anticipated.  A number of issues contributed to the focus on operational issues. These were the speed at which the project had to be delivered, the scale and complexity of operational issues involved in the delivery, and the upheaval to internal systems and procedures which were the result of the establishment of Careers Scotland.  

The operational focus of the Steering Group has meant that there has not been clear role for some of the other Partners who are not involved in delivery. As a result, attendance by some of the organisations that were initially involved in the Steering Group has fallen away. 

Additionally a number of changes in personnel who represent the various agencies means that there has not been a consistent membership.  

Taken together these factors have resulted in the steering group having a less strategic role than initially anticipated. 

 In future the role of the Steering Group should focus on:

· Reviewing the delivery strategy for each element of the project

· Clarifying Objectives and Priorities for the project

· Championing Positive Futures within their own organisation (raising awareness, barrier busting etc).

· Influencing Provision (e.g. training provision etc).

· Contact with Employers (influencing provision through Positive Futures and raising awareness of issues with Employers).

This may require the composition of the steering Group to be reviewed to include: 

· Agencies responsible for provision of training.

· Employer Representatives

4.5.2 Operational  Management

The current management structure of the organisation is described below:
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(This is a relatively new Management Structure.  Historically the Leaving Care Services project was managed directly by the Project Co-ordinator with a Senior Careers Officer reporting directly to the Development Co-ordinator.  The Senior Careers Officer has recently been upgraded to a Development Co-ordinator creating the Management Structure described above.)

Whilst on paper the management of the organisation appears relatively well resourced, the project has suffered from turn-over in management staff and long periods with vacant posts.  During one phase of the project there was only one Development Co-ordinator in post within the entire project.  It is only within the last six months that the full Management Team has been in place.

The result of the management shortages has been:

· That the management function has been seriously under resourced for long periods of time 

· Management has been very operationally focused, with little time to focus on more strategic issues.

The changes in management staff and the need to focus on pressing operational issues have resulted in a weakening in the project vision and a lack of a corporate approach to the project. 

· The current management team does not appear to operate well as a team but rather as ‘project managers’ of the various elements of Positive Futures. 

· There is little knowledge and understanding of elements of the project which are outside of each managers remit, 

· There is little evidence of sharing good practice across the organisation.

Some of these issues result from the diversity within the Management Team. Three members of the Management Team are not from a Careers Service background and have brought different practices and a different culture to the project. While this is one of the potential strengths of the project, there is a need for strong leadership and vision to get the best from the management team.

At a more fundamental level, there is a lack of clarity around the core function and responsibilities of the development co-ordinators. This is partly due to the range of operating models for Positive Futures in the different elements of the geographic and thematic elements of the project. 

· Within the geographic strand the role of the development co-ordinator is not predominantly to manage delivery. Where delivery is the responsibility of the LDC the key role of the development co-ordinator is to manage the relationship with the delivery partner, influence the strategic partnership and support Key Workers. The role could be described as ‘influencing and motivating’. 

· However, in areas where the LDC is not the delivery partner., ‘Positive Futures’ is the delivery agency and the development co-ordinator has a different role which involves developing the local partnerships and managing delivery. 

· Within the Thematic strands, ‘Positive Futures’ is also the delivery agency. The networks of referral agencies and service providers are different for each theme (and operate on a city wide basis). The development co-ordinators role is to develop referral and partner/provider networks and manage direct delivery of services.

The range of responsibilities and, the different roles/responsibilities required of development co-ordinators within different elements of the project is not reflected in the current  management structure

Now that a ‘full’ Management Team is in place there is a pressing to rebuild the team. However, there is also a need to review the management structure with regard to the roles, responsibilities and authorities at each level of management in relation to strategic and operational responsibilities. 

4.5.3 Staffing

One of the unique elements of the Glasgow Positive Futures project is that it has been delivered predominately by Key Workers who are not from the Careers Service.  Key Workers were recruited by open recruitment and were attracted from a diverse number of sectors and positions. While many Careers Service staff reported that they were initially concerned about the appropriateness of the skills of Key Worker, as the project has developed there has been a growing recognition of  the unique contribution which Key Workers have made. The ability of Key Workers to engage with and develop relationships with young people has been recognised as a key contributor to the success of the project.

4.5.4  Processes for Assessing and Reviewing client progress

This section reviews the generic processes used for assessment and review of Positive Futures clients.

Assessment and identification of need

Processes are perceived as bureaucratic by both Careers Advisors and Key Workers. 

Assessment. 

· There is very little evidence of the use of formal assessment tools. Although Careers Advisors were trained in the use of FEATS, this has not been found to be an appropriate tool for use with the client group. 

Transitional Support Documents (TSD’s). 

· The TSD is the only ‘assessment’ which is regularly used. It is carried out by the Careers Advisor and assesses the support required by the client to achieve his/her careers goals.

·  The production of the TSD has been seen as bureaucratic by both Careers Advisors and Key Workers. For Careers Advisors the TSD has added an additional piece of paperwork to a system already overburdened by paper. (At the same time as new procedures for referrals to Positive Futures were developed, Careers Advisors were also dealing with their new responsibilities for action planning for the new get Ready for Work Programme which further increased the burden of paperwork)  

· Key workers report that TSD’s are of variable quality and therefore of variable value and contend that Careers Advisors are not often equipped to make assessments of a young persons needs based on a short Vocational Guidance interview. 

· Often, needs cannot be assessed at the early stages of the engagement as  young people only reveal their issues after they have developed trust in the Key Worker.

· In effect, formal assessment tools (other  than the TSD) are rarely used.  Assessment of client need is often carried out ‘informally’ using the collective skills of the Key Workers and Careers Advisors. The quality of assessment relies heavily on the level of information which is available on the client. 

· Future proposals for implementing assessment tools need to recognise the need for shared information systems. 

A number of changes have recently been agreed to address some of the issues raised above and improve processes.

· A single  ‘Action Plan’ which will serve for both PF and GRfW. 

· Key workers can now to refer to the Lifeskills element of GRfW 

· Improving TSD’s by including Key Worker input is being discussed. 

On-going Advice, Counselling and Review

· Key workers operate a managed caseload system. 

· One of the recognised critical success factors of the Key Worker support is the development of one-to-one relationships with young people. 

Reviewing Progress

· All Key workers were trained in the use of the Richter Scale. However, use of the tool to formally review progress has been very limited. Review of client progress is carried out through supervision with co-ordinators where individual cases are reviewed and Key Workers are assisted to review client action plans.

Learning and Personal development Interventions

Case studies provide evidence that Key Workers are:

· Assisting the young person to identify and manage a range of inputs which can include learning support, vocational and employability options, literacy and numeracy skills.

· This evidence is supported by Careers Advisors who report that many young people who previously had been unwilling to recognise/address their learning needs have been encouraged/motivated by their Key Worker to take up provision which they would not have considered otherwise.

· ‘Packaging’ resources and services from  partner agencies to support young people. (Financial assistance from Action Team for Jobs and LDC’s, vacancy matching from LDC’s, learning provision from SIP projects etc.)

· Providing advocacy and co-ordinating services around health, family, income and home issues. This can involve making telephone call to agencies, writing letters and attending interviews with clients to assist them to address the barriers facing them.
4.5.5 The establishment of Careers Scotland in April 2002.  

Careers Scotland brought together the former Careers Service companies, Education Business Partnerships, Adult Guidance Networks and Local Learning Partnerships.  The Scottish Executive set strategic targets for Careers Scotland within the framework of Smart Successful Scotland, the national priorities for education, and the Social Justice Strategy.  One of its key strategic priorities is to reduce the number of young people not in education, training and employment.  Not only will the inclusiveness projects play a crucial role in helping Careers Scotland meet these targets, but a key priority for the organisation will be to use the experience of the pilot projects to make inclusiveness a core function of the organisation.

At the strategic level, the establishment of Careers Scotland put the inclusiveness projects within a national strategic framework and resulted in a number of developments at the national level which would impact on Positive Futures.

· Performance Management Framework

Since its inception in 2002 Careers Scotland has developed a Performance Management Framework and reports to the Scottish Executive on activity and outcomes of the inclusiveness projects.

· Developments in Assessment and tracking

Careers Scotland has also taken a lead role in implementing the Beattie Recommendations on assessment and tracking of young people.  Careers Scotland has conducted an internal evaluation of assessment tools and improved approaches to assessment through training of Key Workers/Careers Advisors in the use of relevant assessment tools.

· Client Management System -  INSIGHT

It is also developing its Client Management System, INSIGHT to improve the tracking of young people.  However, the Client Management System is not yet operational, and this has had significant impact on the ability of Positive Futures to implement effective client tracking.

However, at the operational level, the impact was also immense. The enormous ‘change management’ process which involved the merger of a number of disparate, local organisations into the Scottish Enterprise  structure resulted in major changes in personnel and to every procedure and process from recruitment procedures  to expense claims’, IT systems, financial management systems, etc. The number and complexity of the changes inevitably resulted in turmoil and uncertainty. Changes in financial management systems and client management systems took time to implement and for several months the steering group did not receive management information. 
4.6 Summary of issues impacting on Delivery

Strategic Management

The speed at which the project had to be implemented,, the complexity of the structures and the impact of changes brought about by the establishment of Careers Scotland  resulted in a Steering Group focus on operational issues. The gap between the original strategy and the capacity of the delivery model was not addressed. 

This has resulted in

· Differing expectations of partners

The gap between the original strategic framework and the delivery capacity of Positive futures has led differing expectations of the project from different stakeholders and partners. 

· Lack of clear focus for delivery

The failure to address the capacity of the delivery model to meet the original objectives has resulted in weaknesses in delivery. This has impacted particularly on the Theme Team and GARA team where the level of resources were not appropriate to deliver an effective City Wide service. 

Unresolved tensions in partner objectives and priorities have resulted in a lack of clarity around objectives and target groups and a lack of clarity over the referral criteria. This has caused frustration among referral agencies and the delivery teams.

Operational Management

Leadership and management of the project has been weakened by staff shortages in the management team. Management resources have been focused on operational issues and have been reactive rather than developmental.

Processes

A review of the processes show that there has been less use of formal tools for assessment and reviewing progress than was anticipated in the original model. This provides valuable learning on the efficacy of the specific tools and on the requirements for the roll out of future tools.

· The availability of client information is critical to effective assessment. Future proposals for implementing assessment tools need to recognise the need for shared information systems.
Reporting/measuring outcomes

· There is universal concern about the level of resources which are required to report on activity and outcomes. 

· There is also universal agreement that the current measurement systems (hard outcomes)do not adequately reflect the impact of Key Worker intervention.
5. OUTCOMES AND IMPACT

This section of the report reports on the outcomes of Positive Futures and explores the wider impact of the project.

5.1 Evaluation Issues

Monitoring information 

One of the key issues for this evaluation, and for Positive Futures project as a whole, has been the quality of monitoring information, which the project produces.  The project has been “overwhelmed” by the level of information which it is required to produce, and the inadequacy of the information systems.  This has resulted in investment of huge amounts of management and staff time in the collection of data which is resource intensive and which does not produce information which can be used to inform future management of the project.

Some of the key problems in data collection and management have been:

Careers Scotland Performance Indicators

Careers Scotland has been developing a national Performance Management System which would enable them to report to the Scottish Executive.  All inclusiveness projects throughout Scotland have to report performance on a monthly basis against Careers Scotland’s Key Performance Indicators.  Clearly the national organisation has the requirement to gather performance information on all of its activities but the indicators are numerous, complicated and not entirely relevant to Positive Futures project activity.  The development of the Careers Scotland Performance Indicators over the last 18 months has resulted in a number of changes to the information requested, and to the definitions of particular activities, which has resulted in numerous changes in the gathering, and collection of data.  The apparent lack of relevance of the Performance Indicators to the project activity within Positive Futures has resulted in a growing frustration amongst staff at the amount of time which information collection takes.

No Effective Client Tracking System

The Development of the Careers Scotland Performance Indicators was linked to the development of a new Client Tracking System – INSIGHT – onto which Client information would be logged and which would generate the information for Performance Indicators.  However, the development of INSIGHT has fallen behind schedule and while Client information continues to be collected on the previous Client Management System – FOCUS – this system cannot generate information for the Performance Indicators.  The result is that information for the Performance Indicators is collected manually on a monthly basis by each Key Worker and collated by Development Co-ordinators.  This is an immensely time intensive process which does not result in an output which is valuable to the management of the project.

Steering Group Information

Due to the inadequacies of the information collected for the Careers Scotland Performance Indicators, the Steering Group requested additional information from the project.  The Steering Group required information, which identified the level of activity and the outcomes, which were being achieved.  As a result of the Steering Group requests, the management staff devised an alternative reporting format, known as the Client Monitoring Information.  This provides a more user-friendly account of activity and outcomes.

While the Client Monitoring Information provided to the Steering Group appears more useful than the Performance Indicators, interrogation of the data shows some major flaws in the robustness of the data.

· In an attempt to meet the Steering Group’s requirements for management information, the staff carried out a major ‘back tracking’ exercise to convert historic management information into the current presentation format. Inevitably, this has resulted in discrepancies due to the use of different measures and different definitions.

· An exercise carried out by the Development Co-ordinators in August 2003 to compare outcomes measured by the Careers Scotland Performance Indicators and the Client Monitoring Information identified major discrepancies between the two results.

· Interviews with Development Co-ordinators for this research highlighted different interpretations of the information requirements, different definitions for a number of outcomes, and even different forms being used to collect and present data.

The level of resources that go into the provision of information, is disproportionate to its value.  This has resulted in frustration and complacency amongst staff.  At the same time, the Steering Group has been hampered by the lack of management information.

In summary the information collected by the project is not robust, and it is questionable whether the information collected in fact measures the right things.  

The need to meet the information requirements of Careers Scotland , and the lack of an effective client tracking system to do this has resulted in the “wasting” of an inappropriate level of resource on information gathering.  This has resulted in information collection being reactive rather than developmental and being focused on measuring outcomes rather than to improve the management of the project.

A key weakness of the project is that it is not collecting information which will inform the future management of services.

· There is no information collected on Client profiles or types of interventions to assess the impact of different interventions.

· There are no systems for measuring distance travelled by Clients.

However, the challenge of measuring ‘distance travelled’ and impact of interventions is not unique to Positive Futures. Work has been commissioned at the National level to address these issues. The results will inform practice in all of the inclusiveness projects. The solution to these issues is currently outwith the scope of Positive Futures.

5.2 Project Performance

The following information on the outcomes of the project is based on the client monitoring information gathered by the project.  While the preceding section has highlighted the lack of ‘robustness’ of the data, the following information can be extracted.

In the period January 2002-March 2003

· 2247 young people have been referred to Positive Futures

· 1550 young people have engaged with the services

· Of these, 851 have moved into positive outcomes of which 

· 391 progressed into training

· 193 progressed into employment

· 214 progressed into education 

· 489 of these outcomes were sustained for at least 3 months

In the period April 2003-August 2003

· 717 young people have been referred to Positive Futures

· Of these, 615 have moved into positive outcomes of which 

· 320 progressed into training

· 156 progressed into employment

· 136 progressed into education

· 19 progressed into voluntary placements

· 408 of these outcomes were sustained for at least 3 months

The apparently higher percentage of progressions into positive outcomes in the second period reflects the ‘stock’ of young people who were on the caseloads at the end of the previous period.

The following pages show a breakdown of the scale of activity and outcomes between the different strands of the project.

Early Intervention Strand 

	
	BRIDGES TO WORK
	ON TRACK

(results for 3 schools)

	
	Jan 2002-March 2003 
	April 2003-August 2003
	Jan 2002-March 2003 
	April 2003-August 2003

	Referred
	60
	29
	75
	182

	Engaged 
	60
	0*
	72
	0*

	Positive Outcomes 
	19
	14
	32
	22

	Training
	8
	6
	7
	8

	Employment
	6
	5
	4
	5

	Education
	5
	3
	21
	9

	Voluntary work 
	/
	/
	/
	0

	Sustained for more than 3 months 
	15
	10
	31
	8


*The method for counting ‘engagement’ changed in year 2 and is therefore not included as it is not comparable with year 1 data.

Geographic Strand
	
	Jan 2002-

March 2003 
	April 2003-

August 2003

	Referred
	1451
	345

	Engaged 
	856
	

	Positive Outcomes 
	508
	304

	Training
	277
	168

	Employment
	126
	89

	Education
	114
	52

	Voluntary work 
	
	1

	Sustained for more than 3 months 
	324
	190

	


*The method for counting ‘engagement’ changed in year 2 and is therefore not included as it is not comparable with year 1 data.

THEMATIC STRAND: 

	
	GARA


	THEME TEAM
	LEAVING CARE SERVICES

	
	Jan 2002-

March 2003 
	Apr 03 -

August 2003
	Jan 2002-

March 2003 
	Apr 03 -

August 2003
	Jan 2002-

March 2003 
	Apr 03 -

August 2003

	Referred
	141
	44
	195
	57
	252
	60

	Engaged 
	109
	0*
	128
	0*
	325+
	0*

	Positive Outcomes 
	42
	36
	87
	145
	163
	94

	Training
	26
	9
	44
	92
	29
	37

	Employment
	9
	13
	15
	20
	33
	24

	Education
	7
	14
	27
	33
	40
	20

	Voluntary work 
	/
	0
	/
	5
	/
	13

	Sustained for more than 3 months 
	15
	19
	43
	27
	61
	154


* The method for counting ‘engagement changed in year 2 and is therefore not included as it is not comparable with year 1 data.

+ This figure is higher than the number referred because it includes 110 young people who were transferred from the caseload of the Launchpad projects in Jan 2002. 
5.3 Impact

One of the key objectives of Careers Scotland, and one which the inclusiveness projects seek to address is the reduction in the numbers of young people not in education, employment or training.

While it is too early to see any improvements in the School Leaver Destination statistics for Glasgow (only 2001/2002 results available at present. Positive Futures only became operational in 2002), the evidence to date shows that Positive Futures is achieving success in engaging with young people and moving them into training, education and employment.  

Due to the lack of ‘soft indicators’ to indicate ‘distance travelled’ by clients, there is no hard evidence to support an assessment of this impact. 

However, despite the complexities of the structure and processes, partners, referral agencies and stakeholders were all convinced of the value of key worker role and of the impact which Positive Futures is making on 

· Engaging with young people.  

· ‘joining –up’ services and resources around client need

· Increasing access to other services

· Assisting young people into positive destinations

Consultees also reported on additional impacts had been achieved as a result of Positive Futures. These were:

· Improved relationships and partnership working. This has  

improved coordination and integration of existing services, and therefore improved the effectiveness of the resources deployed.
· The influence of the Key worker approach on existing practice.

Is Positive Futures engaging with Client’s who previously were not engaged with services?

The issue of impact must also consider the additionality of Positive Futures.

Geographical strand

Within the geographic strand, approximately 80% of referrals to Positive Futures come directly from the Careers Service and schools (which often means that the referral has come from the schools careers officer).  

While this figure would suggest that Positive Futures is predominantly engaging with young people who were already known to the Careers Service, anecdotal evidence suggests that many of these young people only use the service for benefits purposes, or were clients that the careers service was unable to ‘move on.’  

While this evidence suggests that Positive Futures is not working with a large number of Clients who were entirely ‘lost’ to the system, anecdotal evidence strongly suggests that Positive Futures is providing ‘meaningful engagement’ with a client group which was not previously ‘actively’ engaged with the careers service and with clients with whom the Careers Service could not provide adequate levels of service.

“They are working with some of the same clients but managing to move them on” (Team Leader, Careers Scotland)

“If they (the young person) are working with Positive Futures, you know they will come back to you.  We would have just lost them”  (Careers Officer)

Further evidence to suggest that the geographic strand is dealing with Clients who were previously not engaging with services comes from the LDC’s.  LDC’s commented that the Positive Futures target group were those young people who were ‘more disengaged’ and had a higher level of support needs than the client group that the LDC’s were previously dealing with.

Thematic strand

In the thematic elements of the project, there is more evidence to suggest that Positive Futures is engaging with young people who were not previously engaged with the Careers Service. 

Over half the referrals to the Theme Team come from Social Work Services (day care units, homeless units etc) where clients have traditionally dropped out of formal education and therefore are unknown to the Careers Service. 

Anecdotal evidence suggests clear additionality of this service. 

“prior to Positive Futures there was no-one to refer them (young people) to”

Similarly, the referrals to the GARA Team show a diversity of referral agencies.  In the first year of operation, the biggest source of referrals were from Youth Projects and self referral by young people. This reflects the low take-up of statutory services by the BME community and suggest that Positive Futures has been successful in engaging with young people who were otherwise not previously engaged with the Careers Service. 

Referrals to the Leaving Care Services come almost exclusively from Social Work Services. Evidence of increasing engagement is collected through annual surveys.

  3 of the 4 key objectives of the Leaving Care Services project relate to increasing levels of engagement.

The four objectives are:

· Increasing involvement with specialised Positive Futures: Leaving Care Services

· Increasing involvement with an appropriate Careers Service prior to leaving school

· Increasing involvement with appropriate Careers Services at 16+

· measurement of employment related outcomes of young care leavers

Annual surveys have been undertaken to show progress towards in meeting these objectives, with the first in October 2000 undertaken prior to the development of the city-wide Positive Futures: Leaving Care Services project.  A fourth annual survey for autumn 2003 has not yet been concluded.  

A selection of findings show that:

· the percentage of young people in Residential Units having involvement with specialised Positive Futures: Leaving Care Services has risen from 35% in 2000 to 71% in October 2002.  For the Social Work Services cohort of Leaving Care Services clients as a whole (476 clients in October 2002) involvement has risen from 29% to 55%.

· the percentage of young people in Residential Units having appropriate Careers Service involvement prior to leaving school has risen from 62% in 2000 to 87% in October 2002.  For the Social Work Services cohort of Leaving Care Services clients as a whole involvement has risen from 44% to 55%.

· the percentage of young people in Residential Units having appropriate Careers Service involvement at 16+ has risen from 49% in 2001 (no benchmark for 2000) to 63% in October 2002.  For the Social Work Services cohort of Leaving Care Services clients as a whole involvement has risen from 53% to 73%.

6. LESSONS LEARNED   

This chapter considers the research questions outlined in the brief and highlights the key lessons learned from the first 2 years of Positive Futures. The conclusions from this section inform the recommendations on the future approach for Positive Futures.

· How significant has the role the key worker been?

· Which interventions have worked most effectively for different groups?

· What are the barriers to progression for young people?

· Are there significant gaps in provision?

· Should the focus be on those who most need help or those who will benefit most?

How significant has the role of the Key Worker been?

There was general agreement that the significance of the Key Worker role was in the ‘proactive approach’ and the ability to provide a more intensive support than other agencies could provide to vulnerable young people.  The key strengths of the Key Worker role were seen to be:

· Engagement – The Key Worker can do outreach work to engage the young person.

· Flexible Resource – The Key Worker can do whatever is required to be done.

· Building relationships with young people.

· Advocacy.

· Re-engaging when young person drops out.

· Connecting to a range of other services.

Careers Scotland staff commented on the ability of the Key Worker to develop relationships with young people, to get to know them, understand their barriers/issues and   develop their confidence to the extent that they would try training/education which they would other wise not have had the confidence/motivation to do.

The ‘proactive approach’ is critical to the Key Worker role.  The approach recognises that young people need more than ‘information and advice’ but also require practical assistance to solve problems, negotiate barriers, deal with agencies etc.

Staff from Local Development Companies acknowledged that the Key Worker role was much more proactive than other employment advisory services which they offered.  It was recognised that other current model of service provided by the LDC’s was a more ‘static’ service which provided clients with information and access to a   ‘tool kit’ of interventions/services. However, responsibility for carrying out the actions lies entirely with the client.  The Key Worker model offered a more proactive and dynamic approach which assists clients to take action by “doing it with them”.  

Three of the Local Development Companies acknowledged that the strength of the Key Worker role had influenced their own views on service delivery, and that they were moving towards a Key Worker Service for other client groups. A number of LDC’s had also piloted the ‘Key Worker’ approach for other disengaged groups with funding from the Glasgow Challenge funds.

Which Interventions have worked most effectively for different groups?

It is recognised that the single most important intervention which Positive Futures offers is the ‘one to one’ relationship with a Key Worker.

Information systems do not enable a robust assessment of which interventions have been most successful for different client groups but anecdotal evidence provides  examples of  interventions which are considered to be successful:

· The Positive Goals Course developed by Key Workers in Drumchapel, aimed at assisting school transitions for young people prior to school leaving dates.

· The Literacy Initiative developed by the Leaving Care Services Project in partnership with John Wheatley College.

· Development of group work to support personal development learning e.g. Key Workers piloting ‘breakthrough’ programmes with young people.

Within the thematic strand of the project there has also been some interesting work on raising awareness of employability with “influencers”.

· The Leaving Care Services Project works with residential care staff to raise their awareness of employability and the services available for young people.

· The GARA Team have carried out workshops with secondary teachers from bilingual units on ethnic minority transition issues and to graduating Careers Advisor students at Strathclyde University.

What are the main barriers to progression for young people?

Some of the key barriers identified by Positive Futures to date have been:

Low levels of literacy/numeracy.  

· Despite high levels of need for literacy and numeracy support there is a low level of demand for these services because young people in general do not recognise their own needs, or are unwilling to address them especially when there is no financial incentive.

Financial incentives.  

· Key Workers reported that many young people were unwilling to take up any provision which was unpaid (for example voluntary placements) even if it would help them to achieve skills and experience which would assist them into employment.   These comments are in line with the findings of recent national research carried out by the Princes Trust which identified that young unemployed males in particular dismissed the idea of ‘unpaid provision’ and highlighted the need for realistic financial incentives to encourage young people into labour market activities.

Qualifications barrier.  

· Key Workers reported that the level of qualifications required by employers was acting as a disincentive to young people.  Many clients of Positive Futures have few qualifications, especially clients of the Theme Team and Leaving Care Services Team who have missed out on formal schooling.  There is a perception amongst young people that there are few opportunities for people without qualifications.  This perception was confirmed by other stakeholders who identified that the majority of vacancies in Glasgow were pitched at young people with qualifications.

Are there significant gaps in provision?

Gaps in local quality training opportunities.  

· The provision of quality training provision was a concern for the majority of Key Workers although figures for Get Ready for Work Provision across the City show that there are adequate places. Provision is not well distributed across the City for access by young people from some of the peripheral estates, and the quality of provision is variable.  There are no providers of life skills training in the south side of Glasgow, with young people having to travel to Bridgeton for this provision.  It is also recognised that the “better quality” providers usually had waiting lists while there were places available in the “poorer” quality providers. 

· The GRfW Co-ordinator reported that the better links with the commissioning team within SEG has allowed the GRfW to inform the commissioning team on quality issues and therefore to influence provision throughout the city.

Gaps in provision for non SIP clients. 

· It is recognised that there is often additional provision within the SIP areas through training/resources available through Local Development Companies etc.  This leaves a gap in provision for clients who are not from SIP areas (predominately clients of Theme Team and GARA Team).

Gaps in services by other agencies

· Key Workers point to a lack of other services (predominantly social work services) for vulnerable young people. Key Workers were often supporting clients with multiple needs for whom there was no other service provider. Case study material provided by the Theme Team suggest that Key Workers are filling gaps in service provision for these clients.

Early intervention/Engagement with those at risk of ‘falling through the net’

· Within the geographic strand there is considerable interest among partners in developing more early intervention/school based work. Many partners identified this as the key ‘gap’ in the Positive Futures model. 

7. CONCLUSIONS AND IMPLICATIONS FOR FUTURE DELIVERY

7.1 Conclusions

Positive Futures was an innovative project model which sought to create a ‘whole City’ approach to inclusiveness of young people.  

The scale of the approved bid did not allow delivery of the proposed strategic framework and required the partners to revise the strategic priorities of the project. 

Despite the challenges of implementing a very complex project, and although the project has only been operational since March 2002, there is evidence that Positive Futures has already had an impact on:

· engaging with young people who were not previously actively engaged in learning or labour market activity.

· Assisting young people into training, education and employment, 

· Improving the effectiveness of the resources deployed by increasing the coordination and integration of existing services.
· Influencing new working practices

Key strengths of the model are:

· The Key Worker Approach
Partners and referral agencies recognise the value of the Key Worker approach to the extent that the ‘pro-active’ approach is influencing other service provision within Local Development Companies and reflects recognised good practice within innovative projects aimed at re-engaging those most distanced from the labour market (eg. Glasgow Challenge Projects).

· Partnerships
The project has been successful in bringing together a range of agencies at a strategic and operational level. As a result of partnership working there is evidence of improved coordination and integration of existing services, and therefore improved the effectiveness of the resources deployed. The development of effective partnerships is one of the key outputs of the Glasgow model.
The critical success factors for delivery of Positive Futures are:

· a clear strategic framework for delivery with objectives and priorities agreed by all partners/ stakeholders

· clear operational structures (clarity of ownership and control)

· effective mechanisms for engagement with the client 

· access to a  network of local agencies that can provide the range of services required to meet the needs of the client group..

7.2 The Context for Future Delivery

There are a number of policy and operational developments at the national and local level which will impact on the emerging priorities for Positive Futures.

· National Policy Focus on Employability

At both the UK and Scottish government level, there is an increased focus on employability, with the aim of increasing the percentage of the working age population in employment. This focus is reflected in the Scottish Executives targets for Careers Scotland. 

· Careers Scotland – Mainstreaming of Inclusion Agenda

At the time of establishment of Positive Futures, inclusion activities were operated as ‘projects ’ rather than being integrated into mainstream activity. Positive Futures had a degree of separation from the mainstream Careers Scotland services and was perceived to be ‘outside’ the service. As Careers Scotland moves toward the mainstreaming of inclusion there is a need to integrate these activities. This may impact on the future structure of Positive Futures and the role of the GISC.

· Developments in Early Intervention Initiatives

The importance of ‘early intervention’ is recognised through a number of initiatives aimed at developing ‘employability’ of young people in schools.  The pilot ‘Full Employment and Learning Schools’ and the ‘Determined to Succeed’ Initiative will increase resources in schools in Glasgow to engage all pupils in activities to support their ’employability’. Careers Scotland is has also developed proposals for further roll out of an early intervention programme (based on On Track). 

· Beattie National Action Group

The Beattie National Action Group oversees implementation of the recommendations of the Beattie Report, and identifies key priorities for national action.  

Some of the challenges faced by Positive Futures were not unique to this project, but are faced by all of the ‘inclusiveness projects’. The further development of assessment tools soft indicator tools are issues which have been identified by the Beattie National Action Group as priorities action, and research and development at the national level will inform practice on these issues. (eg Careers Scotland has been developing a ‘Client Achievement Summary’ which will assist in the measurement of client progress).

· The Glasgow ‘Challenge’

The focus of national policy on employability and the recognition that Glasgow has one of the highest rates of non-employment among its working age population has led to a greater local focus on action which will assist the non-JSA client group into the labour market.

· The Equal Access Strategy focuses on action to assist those with health/special needs into the labour market

· The ‘Enhanced Vocational Programme’ which has been developed to enable young people with additional support needs to access  Vocational education.

· The Glasgow Challenge Fund supported a number of local projects to pilot mechanisms to assist those furthest from the labour market

The development Positive Futures must be informed by these initiatives  and develop strategic and operational links to ensure that local provision is ‘joined-up.’

7.3 Targeting

As in the past, the availability of resources and funder priorities will be key factors in determining the future priorities for Positive Futures. 

Although, the level of Scottish Executive funding which will be made available to Glasgow for Positive Futures is currently unknown, the Executive has already identified priorities for the inclusiveness projects, as the NEET group (not in employment, education and training) and Care Leavers, and in line with the national policy focus, the Executive funding will be focused on employability. 

The focus on employability causes concern for many of the local partners whose priorities for inclusion place a greater focus engagement of those furthest from the labour market. 

Concerns about the focus on employability have also been raised at a national level, through the Beattie National Action Group. As a result, the Executive has convened a short life working group address the issue with the aim of developing a clearer definition of what ‘a focus on employability’ means in the context of the Beattie agenda. This work will inform the local agreements on targeting of resources.

At the local level, experience from the Glasgow project would suggest that the most effective use of the Key Worker resource is in providing support as part of a ‘pathway of progression’ for young people. Where local early intervention/engagement initiatives provide an effective mechanism for engaging with excluded young people, Key Worker resources can be focused on assisting these young people into positive outcomes. Where there is no local infrastructure to facilitate engagement of excluded young people and those at risk of exclusion, the effectiveness of Key Worker resources are reduced. 
Evidence from this study would also suggest that the reduction in the early intervention strand of the project has created a gap in the engagement strategy. In order to achieve the Beattie vision of inclusiveness, Positive Futures must also consider how to deliver new approaches to engagement. 

This will involve the development of strategic partnerships with a range of organisations to provide a continuum of support for all excluded clients and those who are at risk of exclusion.
7.4 Recommendations

At the strategic level:

Partners share a clear long term vision for Positive Futures, but there is a lack of strategic coherence to the model (particularly around the role of early intervention and engagement) and differences in partner priorities result in a lack of clarity of objectives at the operational level. In the context of finite resources, there is a need to target effectively.

Recommendations
· Partners need to work together to redefine strategic priorities and objectives for Positive Futures in the context of available resources. Clear objectives for each element of the project will inform targeting of resources and provide a clear focus at the operational level.
· Partners must develop an action plan to deliver the vision. The action plan must also have short and medium term objectives so that progress can be assessed. 

· The Key Worker resource should be seen as part of a ‘continuum of support’ provided to young g people at the point of engagement. Positive Futures needs to engage additional partners to develop a range of new approaches and  interventions to ensure engagement with those furthest from the labour market and  those at  risk of exclusion

· Objectives for thematic elements of the project need to be reviewed, and delivery strategies and structures developed to reflect the different needs of client groups, different partnerships and the City wide remits of these elements.

At the operational level:

· Project Management

Leadership and operational management of the project has been weakened by staff shortages in the management team and the lack of clear strategic priorities within the project.

Recommendation

· There is a need to clarify role and responsibilities of managers and to build the management team around these roles.

· Partnership Management

Partnership is a strength of the project but has resulted in complex operational structures and issues of ‘ownership’ of projects. 

Recommendation

· As well as clearer strategic direction, delivery would be improved by the development of protocols which describe roles and responsibilities of operational partners.

· Information recording and management

Information systems are not adequate to measure outcomes and the time spent on information collation is a burden on the project. However, many of the problems  and the solutions to these problems are dependant on external factors which are outwith the control of Positive Futures (shared information systems about client barriers etc, development of client tracking system, development at the national level of appropriate tools for assessment and measurement). 

Recommendation: 

· There is some work required to improve the type of information collected (eg client profiles) and the ‘robustness’ of current information. Client tracking systems and assessment and measurement tools will be informed by national developments in these fields.

· Partners need to progress the principle of information sharing. This is outwith the current scope of Positive Futures, but is critical to the development of effective systems to assess clients with multiple needs and to co-ordinate multi-agency service delivery. 

APPENDIX 1

List of Consultees

Chrissie Alan, 

Community Support (Day Care), Glasgow City Council 

Rizwan Ahmed, 
EMEC

Patricia Bain, 

Glasgow North Limited

David Black, 

Greater Easterhouse Development Company 

Mary Carson, 

Positive Futures, Careers Scotland

Hilary Clewes, 
Careers Scotland

Leone Cruikshank, 
Positive Futures, Careers Scotland 

Bridget Curran, 
Community Initiatives, Glasgow City Council

Patricia Docherty, 
Vocational Co-ordinator, Glasgow City Council

Linda Duff, 

Gorbals Initiatiative

Eric Foye, 

Careers Scotland

Jackie Gallagher, 
Careers Scotland 

Aileen Gordon, 
CEDA

Lynn Gostick, 

Positive Futures, Careers Scotland

Margaret Gorman, 
Careers Scotland 

Alison Gray, 

Positive Futures, Careers Scotland

Laura Gurevitz, 
Careers Scotland

Caroline Judah, 
Careers Scotland

Doreen Laird, 

Positive Futures, Careers Scotland

Alan McLean, 

Glasgow City Council, Education

Al McLellan, 

Adolescent Psychiatric Unit, Gartnavel Hospital

Geena McColm, 
Careers Scotland

Susan McGonigle, 
Careers Scotland

Eileen McGowan, 
Careers Scotland

Isobel Millar, 

Careers Scotland 

Marie Therese Smith, 
Greater Pollock Development Company

Kate Still, 

Drumchapel Opportunities

John Watson, 

GPDC, Glasgow Inclusiveness Strategy Group

Faisal Yousef, 

Woodlands Youth Initiative

Group Consultation with Glasgow Inclusiveness Strategy Group

Attendees:

Alison Eccles, 

Glasgow Alliance

Greg Gallagher, 
Social Work Services 

Isobel Miller, 

Careers Scotland

Liz Ray, 

Social Work Services

Ken Wardrop, 
Scottish Enterprise Glasgow

John Watson, 

Local Economic Development Company Network

Group and individual interviews were also held with Key Workers:

Clare Gormley, 
Key Worker, Theme Team

Paula Lecca,
 
Key Worker, Theme Team

Omar Ramzan, 
Key Worker, Theme Team

Maimoona Kazmi, 
Key Worker, GARA Team

Raza Husnain Sadiq, 
Key Worker, GARA Team

Maria Owens, 

Key Worker, Govan

Jane Boyle, 

Key Worker, Gorbals

Irene Trotter, 

Key Worker, Glasgow North

George Dragness, 
Key Worker, Glasgow North

Siriya Anwar, 

Key Worker, Glasgow North

John Carrick, 

Key Worker, Glasgow North

Karen Cunningham, 
Key Worker, Castlemilk 

Michael Lynch, 
Key Worker, East End

Yvonne Hunter, 
Key Worker, Easterhouse

Francine Connor, 
Key Worker, Easterhouse

Gavin McKnight, 
Key Worker, Pollok

Alex Sideserf, 

Key Worker, Pollok

Laura Kelly, 

Key Worker, Pollok























































