MJ AWARD APPLICATION –
CROYDON: TOTAL PLACE

Background
Many of the biggest improvements and efficiencies achieved by Croydon in recent years have been through partnership.  Third parties confirm this.

The Beacon Scheme identified Croydon as “leading the way in its use of new ideas and methods and [being] ideally placed to drive change, helping to improve public services for everyone."  Little surprise then that five of our eight beacon awards were rooted in partnership working, including 2009’s award for 'raising economic prosperity through partnership'.  
Our short-listing in this year’s new Innovation Awards and a CAA green flag for economic partnership for future prosperity have further reinforced our belief that we are a borough where “total place” thinking is already inculcated.

We’ve used this background to deliver many innovative and “total place-type” initiatives, some are captured below:

· Our preventative services for older people – have delivered an evolutionary shift from high-end expensive services to preventative intervention achieving 6% per annum savings over the last 3 years with a projection of 5% per annum savings in future.  
· Croydon Family Justice Centre  - the first of its kind in Europe, it offers a multi-agency problem-solving approach to tackling family violence; dealing with essential services are co-located in a supportive, comfortable and understanding environment. 

· Reducing knife crime by 36% - an innovative, cross agency programme, known as Safe For All, achieved this year on year reduction over seven months 
· A new long-term vision for the borough – ImagineCroydon was a borough-wide engagement programme undertaken in 2009.  It was a multi-agency approach, co-designed and delivered by local community organisations. A record-breaking 20,000 people took part.  The resultant “total place” vision was adopted by the Partnership in January 2010.  This is now driving the content of Croydon’s Local Development Framework and Community Strategy 2010-2015. 

· Virtual Wards – This award-winning model is now adopted nation-wide.  It comprises teams of community-based staff providing multi-disciplinary support to people in a catchment area that covers several GP practices.  Croydon Memory Service – a national leader in dementia care provided through a multi-agency approach in new, purpose built accommodation.  It has proved to be a medium-cost, high quality, high throughput assessment and care service for sufferers and their family carers.
· Croydon Turnaround Centre – highlighted as part of our shortlisted Innovation Awards bid, this multi-agency service has a preventative role and deals with issues and concerns relating to young people at risk of offending.
· A track record of driving out efficiency - Croydon Council is acknowledged as having the most cost-effective corporate services in the capital and has consistently exceeded its efficiency targets. 
Croydon’s Total Place Pilot 

Whilst it is early to claim ‘success’ in any Total Place pilot project, we believe our proposals will break new ground.  In Croydon we are going beyond incremental tweaks to current delivery systems to secure a new, sustainable public service paradigm within the locality. 

Co-sponsored by NHS Croydon and Croydon Council, and overseen by a Board comprising partners from across the Local Strategic Partnership, our l deep dive theme of “Improving Children’s Health and Well-being” focuses on a shared commitment to holistic prevention and early intervention from -9 months to age 7.  From the start we believed examining these services present a genuine opportunity to secure real progress and learning from the national pilot process.  We wanted to secure a depth of collaboration, with permeable boundaries between organisations and tangible leadership of place.  

It’s this tangible shift which is enabling us to envision a new future and to develop propositions which, when fully implemented, will significantly improve outcomes for children and families by securing quality, timely preventative interventions, and will create a new foundation for Croydon in the 21st Century.  

Instinctively, we knew that creating a new vision for Total Place required new ways of thinking, working and engaging. To tease this out, we committed early to using a range of creative methodologies to secure different types of knowledge to help shape our ideas, namely:

· A commitment to systems thinking. Run in conjunction with The PublicOffice, our systems thinking workshops involved more than 70 delegates representing all partners.  Participants confirmed the shared commitment to improving outcomes and the need to think holistically and collaboratively around system change.
· A shared approach to problem-framing. This involved quantitative analysis of our systems, qualitative engagement with residents, workshops and reflective sessions for our staff and leaders. We used a Radical Efficiency model developed by the Innovation Unit.
· A shared approach to mapping. We unpicked funding flows and found that:

· The majority of ‘service’ funding flows to organisations rather than families 

· 75% of funding is within ‘universal’ services while 25% a rationed through rising ‘thresholds’ 

· The majority of funding from conception to age 3 flows through the health sector, while post-3 most of this is through the council, with much going to children’s centres and schools 

· A shared language and narrative secured in our shared ambition and supporting us to be more joined up.   

· An unprecedented commitment from top leadership across the Council and NHS Croydon, leading to significant shifts in our relationships. Critically, a “whole Croydon” view is emerging, and - significantly – we believe it is here to stay.

 

Joint problem framing and exploration showed us that we needed to develop a system which delivers solutions to families, not individual services. Our propositions cut across a range of services, generating a new approach to designing systemically for outcomes. We’ve started the process of prototyping our propositions in the community - enabling further refinement and co-design with citizens.  Proposals include: 

· Preparation for parenthood: This project will revolutionise the role of the hospital in provision of pre and post natal care. We will extract much greater value from contacts with prospective and new parents, harness parental aspirations and identify early those who may require additional support, with timely onwards response. Parents will feel better supported, including emotionally, and we will gain improved outcomes for children through earlier identification of additional need, leading to cost savings in the medium and long term. 
· Early Identification: Building on the new family assessment system already developed for Croydon’s health visitors and other existing tools, we will equip all our frontline family practitioners (health visitors, child minders, nursery nurses etc) with training in tools to use with parents to support earliest identification of need (both mother, father and child). Working in partnership with parents, together we’ll pick up and respond to the earliest signs of needs, not waiting until a child reaches school. 
· Geographically based Family Partnership Teams: A “virtual team” including health, social care and children’s centre professionals with a pooled budget that will provide an improved experience for families through much tighter integration between services, professionals, communities and families.  The team will focus on supporting family dependency on public resources. We’re confident that this will generate savings from short-term efficiencies and significantly improved outcomes in the longer term, saving money on later interventions such as emergency referrals, emotional and behaviour support and education welfare. 
· Peer2peer support: Parents told us that they turn to their families and friends for most of their support. We’ll build on this: supporting parental capability and confidence and communities able to support each other.  We’ll train volunteer mentors, ‘virtual grandparents’, and strengthen community networks. This will save money as parents are better supported and more resilient.
· Early Years Academy: integrated training, support and development: We’re exploring more radical ways to train, induct and action professionals together, growing shared expertise and exploring the potential of more generic roles in support of experts.  Our Croydon workforce will be committed to and skilled in radical thinking, innovation and continual learning.
· Life Passport: whole life planning for families of disabled children: Building on the early support programme to deliver streamlined assessment, we’ll bring services together around the family.  They will have a single key worker, and we will develop a digital passport - an upgrade on the Red Book - where families can store their information, data, photos, and stories, to share with services and professionals as they choose.  
· Family capacity support and advocacy:  We intend to establish long-term trusted relationship/champions for vulnerable families, securing effective transitions and managing families into independence. The expected impact is a reduced reliance on highly specialised high cost services as families are supported and enabled to address their vulnerabilities early. 
· Family Space Croydon is our plan to provide one highly searchable online space for professionals, volunteers and parents, pulling together information about children and families services in Croydon. Much more than the family information service, this site will become the place to go, with compelling information, and transactional capabilities. Parents will be able to feed back their experience of services to each other, and to the services concerned. 
· Motivational support for return to work: Having a child can be the route into benefit dependency - especially for mothers. We’ll streamline commissioning and delivery of motivational and confidence-building support across public sector and voluntary agencies, securing a more focused offer, which enables all parents who have early years children to be make progress along a return-to-work journey, with the aim of successfully finding an appropriate employment when appropriate. 
Insights gained from our deep dive will enable us to improve outcomes dramatically, particularly for some of our most vulnerable young children, transform the experience of their parents, put families back in the driving seat. We expect to deliver at least 5% cost savings across current services over the next 5 years, and provide the equivalent of a further 30% of future savings from 2015 onwards to other public service as those children continue to develop and thrive.

These figures might seem dramatic, but Croydon's focus on outcomes has already seen:

· 20% increase in GCSE results in the last three years

· A drop of 16 percentage points of people worrying about teenage anti-social behaviour 

· Narrowing the gap between the lowest-achieving children and others more quickly than elsewhere

· High numbers of families on a low income take up childcare 

· High numbers of breast-feeding mothers 

· Joint working with schools is promoting healthy lifestyles in young people, with high levels of schools joining the Healthy Schools Programme. 

· The number of young people who say they misuse harmful substances is much lower than the average for similar areas.

· High numbers of affordable housing have been delivered. 

· High numbers of Council housing now meet decent homes standards 

· The Audit Commission considers the Council provides good value for money 
Beyond our Total Place Pilot 

Our plans to extend “total place” thinking in Croydon are well-advanced with strong commitment from all partners in our local strategic partnership.  More than 400 staff across partner organisations - from the front-line to Directors – have been involved already in helping plan where to apply “total place” next.
A conference last November for the top 150 managers across the full local strategic partnership met with Helen Bailey (HM Treasury) and those leading the Total Place agenda in Croydon to consider how Total Place thinking will be applied more widely.   Examples of the projects that have emerged from this work include:
· Employment-based services

· Adolescent health

· Adult learning and skills

· Offender management

· Mental health and well-being – building resilience

· Asylum – no recourse

· Higher education
Croydon is a Total Place borough – this is our story.
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