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Early Intervention Foundation
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Date: March 2013 to the present
Location: England only
Mission: To improve children and young people’s life chances and to strengthen their resilience and
capabilities as early as possible
Methods: Online database of programmes
Spend: Annual income of £1.125 million for running costs and an endowment of £1.25 million
Reach: There were 71,147 unique visitors to the Early Intervention Foundation website between July
2014 and June 2015, along with 2,940 newsletter recipients. The Early Intervention Foundation has
seen 489 people take part in the events it has held across England.1
Access: Free

Context
As part of the ‘What Works Network’, the Early Intervention Foundation (EIF) helps to gather and
assess evidence on early intervention, and support areas in making practical use of this evidence.

Early intervention is about
taking action as soon as possible
to tackle problems for children
and families before they become
more difficult to reverse.2

The EIF was set up in response to an Independent
Review of Early Intervention led by Graham
Allen MP from 2010. The review recommended
establishing an independent foundation to
motivate those in the early intervention sector,
understand the programmes that work, and
support ‘Pioneering Places’ in their efforts.3

In February 2013, the Department for Education
and the Early Intervention Foundation Consortium
(made up of a variety of organisations, including
4Children, the Local Government Association and Achievement for All) signed a contract to create
the EIF, with initial funding from four government departments. As part of this, Graham Allen MP
was named as chair of the EIF.4

The EIF is part of the Government’s ‘What Works Network’ which is made up of seven independent
What Works Centres5 that evaluate evidence and encourage the use of this in decision-making
across central and local government.
The focus of the EIF is on using evidence to support front-line practice so that children, young
people and families showing signs of risk are identified and supported with effective interventions
earlier and more effectively. It seeks to ‘focus on answering the questions local commissioners
ask’,6 providing evidence on early intervention programmes in an easy-to-digest manner. Although
information is available to anyone, the EIF has a particular focus on working with local authorities,
police and crime commissioners, and other local commissioners or providers.
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Ways of working
The EIF’s Guidebook7 is an online platform containing information about how to commission and
deliver early intervention programmes.8 Anyone can access the Guidebook as a free, online resource.
However, it has been designed with commissioners of early intervention programmes in mind.
A searchable Programmes Library forms part of the Guidebook. This currently (June 2016) contains
information about 50 different programmes, and there are plans to update it with recently
reviewed evidence from hundreds of other programmes later this year.9 Each programme contained
within the library has a webpage with key facts, a brief programme summary, and more detailed
information on the practical details of how the programme works and how it can be implemented.
The webpage also includes contact information, useful links and details on where the programme
has been used before.
Each programme has also been given an evidence rating. Ratings are based on a framework
developed by the EIF to rank the standard of evidence available on a programme. They distinguish
between interventions that are consistently effective, as shown in ‘multiple high-quality
evaluations’, through to those that have no evidence of effectiveness or good evidence that they are
not effective, with ratings ranging from 4 to ‘–’ respectively (see Figure 1).10 The Guidebook is now
moving to communicating programme ratings in a new way that takes greater account of promising
evidence.
Figure 1: Evidence continuum for all programmes included in the EIF Programmes Library
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Note: The numbers in white represent the number of programmes in the Programmes Library at each evidence level.11

Users of the Programmes Library can search by:

• outcomes they want to improve
• age of recipient population
• evidence rating
• name of a specific programme.
The Guidebook recognises that although robust evidence is important, this does not guarantee
that a programme will work in every context. The strength of evidence for different programmes
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can change over time and commissioners therefore need ‘a solid understanding of an intervention’s
costs and the systems required to implement it successfully’.12 In line with this, the Guidebook
contains resources and tools to support implementation. Currently, this is based around three
themes:

• how to consider innovative finance approaches for early intervention
• how to enhance a business case for early intervention services
• how to improve strategies and commissioning.13
Dissemination and wider support
In addition to the Guidebook, the EIF works closely with local authorities and other commissioners
across England to support them in understanding the role of evidence and developing their early
intervention strategies. It worked initially with 20 ‘pioneering places’ to build tools to support the
development of early intervention plans and strategies locally; support commissioning; and provide
networking opportunities.
Pioneering places were chosen by the EIF and worked with an Implementation Adviser to develop
the support offer that would be of most value to the local area. Most pioneering places were
local authority-led partnerships, although two were led by police and crime commissioners. As
part of the programme, the EIF held regular events looking at particular issues such as: identifying
population needs; developing early intervention strategies; devising a business case; and developing
an integrated offer across services.
The EIF also holds an annual conference to share learning; runs events across England; publishes
detailed evidence reviews; and provides bespoke support to local areas. It is planning on launching a
new network later this year.

Impact
As the EIF is a relatively new organisation, it is difficult to assess the impact the Guidebook has
had so far and there is little evidence yet of the organisation’s wider impact on early intervention
outcomes. However, for a 2015 interim evaluation of the EIF, qualitative interviews were conducted
with EIF staff, lead representatives from the pioneering places and a sample of representatives from
other stakeholder groups.14 The evaluation found the following:

• The pioneering places felt positively about the Guidebook and the way in which they were able
to ‘work alongside’ the EIF evidence team to ensure it was easy to use. Representatives from
wider stakeholder groups also praised the usefulness of the Guidebook, including the specificity
and detail of the guidance.

• In contrast, one stakeholder described how they found navigating the Guidebook more difficult
than using a toolkit from the Education Endowment Foundation, another What Works Centre.15
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The Guidebook – it’s just
genius because people can
actually understand the data.
Pioneering places interviewee from the
interim evaluation16

The evaluation also found that, between August
2014 and March 2015, the Guidebook was viewed
6,037 times and 984 pdfs on programmes in
the library were downloaded.17 It reported that
by March 2015, 11 of the pioneering places and
11 additional areas nationally had populated a
Maturity Matrix – one of the implementation
tools contained in the Guidebook – illustrating
how the materials available on the EIF website are
being used.18

The EIF intends to start collecting data on the progress made in early intervention outcomes in
areas it has worked with, to help it to assess its impact and measure the effectiveness of different
support methods.

Insights
Online resources are helpful, but cannot replace face-to-face engagement
Online resources and tools can be a useful ‘way in’ for places to get a flavour of what others are
doing and to identify whether an example is relevant to them before embarking on further research
or connecting face to face. But, as we argue in our accompanying paper, Local Public Service Reform:
Supporting learning to integrate services and improve outcomes,19 online methods cannot replace
face-to-face engagement, which provides the chance for people to get into the detail of ‘how’ a
programme has been implemented or ‘how’ it can be adapted to a new place.
Building evaluation into programmes is necessary to understand ‘what works’
Encouraging places to make greater use of evaluation as part of delivering programmes helps to
build the evidence base on what is working or not working. Collecting key outcomes data and
designing feedback loops that transfer information from the frontline to policymakers can help
organisations to learn and make the most of insights from citizens.

Further resources
Early Intervention Foundation website.
Allen, G., Early Intervention: The next steps, Cabinet Office, London, 2011.
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About the project
Last year, the Institute for Government began a major research project on public service
delivery at a local level in England. This is a vast, complex terrain and there are many
important areas that require urgent attention – whether it is how to drive efficiency
savings, deliver digital transformation or make effective use of all providers in a local
area, including voluntary and private sector organisations. We decided to focus on one
aspect that is critical to achieving better public service outcomes for citizens: joining up
and integrating public services around local, citizen needs.
Our briefing paper, Joining Up Public Services around Local, Citizen Needs, identified five
perennial barriers that repeatedly hinder integration at a local level, as well as several
insights on how to tackle them. Limited sharing of what works (and doesn’t work)
emerged as a critical barrier that needs urgent attention. Although variation is crucial
in ensuring that public services meet local needs, not learning from what has been tried
before, or elsewhere, is costly, time intensive and risks duplicating the progress made in
other parts of the country. At a time when capacity within local government is declining,
and less money is available for service delivery, we cannot afford to keep reinventing
the wheel.
A set of eight case studies, including this one, provides more detail about the methods
and impact of different approaches designed to support learning between areas. Our
accompanying paper, Local Public Service Reform: Supporting learning to integrate services
and improve outcomes, provides much-needed clarity on what would help people leading
integration programmes to share experiences and learn from one another to improve
outcomes on the ground.
For more information and resources, visit
www.instituteforgovernment.org.uk/local-service-delivery
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The Institute for Government acts as a catalyst for better government.
We are an independent charity working to make government more
effective.

§§ We carry out research, look into the big governance challenges
of the day and find ways to help government improve, rethink
and sometimes see things differently.

§§ We offer unique insights and advice from experienced people
who know what it is like to be inside government, both in the
UK and overseas.

§§ We provide inspirational learning and development for
senior policymakers.
We do this through seminars, workshops, talks or making connections
that invigorate and provide fresh ideas.
We are well placed for senior members of all parties and the Civil Service
to discuss the challenges of making government work, and to seek and
exchange practical insights from leading thinkers, practitioners, public
servants, academics and opinion formers.

Copies of this case study are available at:
www.instituteforgovernment.org.uk/local-service-delivery
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