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Overview

1. Needs assessmentςinterviews, focusgroupandinterventionmodels

2. Input andexpertiseof National Advisory Board

3. Conceptualizationof capacitybuildingandselectionof participants

4. Capacitybuilding

Å 1st meeting

Å 2nd meeting

Å 3rd meeting

5. ParticipantsΨ evaluationof capacitybuilding

6. Exploration of innovative practices

7. Experiment of a new multi-agency model?

8. Next steps and dissemination



1 . Needs Assessment – Interviews, Focus Group and Intervention Models

× 13 Interviews

Youth socialServices, mental healthprofessionals, juvenile justicestaff, local

city authorities, academicresearcher

× Collection of intervention models

× 1 focus group: operational staff only



Some Results

× Paralyzationof services/individual burdenof responsibilitywhenclientsreject supportand
interventionҐҔ αfear isa dangerousconsultantά

× αwŜƭƛŜŦά whenclientcanbe referred to a different system(ultima ratio jail) => releaseof
responsibility

× Perceptionof ranking betweenprofessional groups

× Professionals(justice, psychiatry, socialservices) lack understandingof rationale of the otherς
emergingquestion: Socio-educationalor psychiatricintervention? 

× Intersectionsandtransitionsproblems: What́ s the task? Who is responsible(by law)? Who bears
the costs? Howdo professionals of different systemsget together? 

× Legalbarriersanddifferent financialresponsibilitiesasobstaclesto cooperation

× Lack of multi-professionality: full comprehensionof the case`scomplexityneedsan 
interdisciplinaryandmulti-professional approachfrom the verybeginning

× Lackof face-to-face-communicationbetweenprofessionals: BUT: Coordinationis tied to
relationship-buildingςƛǘΨǎimportantαto like eachotherά



2. Input and expertise of National Advisory Board 

× Participants

Å Youth probationservices, youth court services
Å Youth correctionalfacility
Å Family Intervention Team 
Å City Agency for Alternative Care, Ministry for Labor, Family andSocialAffairsand

Integration ςPolicydivisionon youth delinquencyandoffendersupportservices,
Å Forensicunit of psychiatrichospital

× Problem: “Pillarization“ of systems often prevents cooperation

Å Need for formalized structures and for installing a multi-professional, inter-agency 
team at decision-making level 

Å Challenges ƻŦ αǊŜǾƻƭǾƛƴƎ ŘƻƻǊ ŜŦŦŜŎǘά ŀƴŘ ǘǊŀƴǎƛǘƛƻƴǎ ōŜǘǿŜŜƴ ŘƛŦŦŜǊŜƴǘ systems



2. Input and expertise of National Advisory Board

× Input for Capacity Building

Å Multi-agency case analyses 
Å Participants: management or operational level? => operational level
Å Mitigating factor: confidentiality => anonymization of cases 

× Challenges

Å Inclusionof psychiatrists
Å Convictionandbelief in the process
Å Fluctuationin the groupconstellation

Key concern: riskof developingparallel structures



3. Conceptualization of capacity building and selection of participants

Structure

× 3 meetings of 3 hours each

× 2 case discussions preparedand
presentedby Family Intervention Team 
and childandyouth psychiatryof
ChildrenHospital Wilhelmstift 

× Case preparation and dissimination to all 
participantsin advance

× Mixed methods of groupandplenary
sessions

× Two major streams: 

Å Systemicfocus

Å Client-centeredfocus

Agencies/professions

× Multi-discliplinary approach
× Participanting agencies: youth social

services, youth court andprobation
services, juvenile justice, mental health
services, schooladministration

× Professional qualifications: socialworkers
(with psycho-therapeuticqualification), 
psychologists, probationofficers, 
criminologists



4.1 Capacity Buildung – 1st Meeting

Agenda

× Introductionof the project: problemstatement, objectives, capacitybuilding

× Introductionof the participants(13) andtheir expectations

× First casepresenationαIŀƴǎά by Family Intervention Team

× Case discussion



4.1 Capacity Buildung – 1st Meeting

Discussion

× άAnalogiesƘŀǾŜ ƭƛƳƛǘŀǘƛƻƴǎέ όǊŜŦŜǊǊƛƴƎ ǘƻ ƻǘƘŜǊ ƎƻƻŘ ƛƴǘŜǊǾŜƴǘƛƻƴ ƳƻŘŜƭǎύ

× αWhat triggersthe call for child and youth psychiatry? Whichblessingsshould2-3 weeks
in stationarycare bring aboutΚά

× άA lot of experimenting takesplacebecausethere isnot enoughtime (for case
discussionsύά 

× The problem is the lack of a mutual case understanding rather than the lack of 
intervention measures 

× {ŜƴǎŜ ƻŦ ōŜƛƴƎ ƻǾŜǊǿƘŜƭƳŜŘ ƭŜŀŘǎ ǘƻ άinstitution-hoppingέ 

× Lack of multi-professionality within youth welfare service causes the demand for 
psychiatric accommodation

Scepticismabout the project’s outcome, its sustainability and about  
EU-projects in general!



4.2 Capacity Buildung: 2nd Meeting

Agenda

× Second casepresentation: άaŀȄά by Child andAdolescencePsychiatryWilhelmstift

× Group work

Å Description of the care systemof Hamburg: Doesit meetthe needsof the client?

Å Change of perspective: “I am Max. What I feel is…What I need is…?

× Presentationof the results

× Open discussionandplanningof the nextmeeting



4.2 Capacity Buildung: 2nd Meeting

Group 1

× Graphicaldraft of the complexcare systemand
its legal frameworkfor the agegroup0 ς21

× Objectives

Å Exploration of knowledgeof the systems

Å Detectionof intersectionsof different 
systems



4.2 Capacity Buildung: 2nd Meeting

Group 2

× I am Max andI feel that…(at different age
levels)

× Outcomes

Å Complexitiesof relationshipsand
responsibiltiesof Max 

Å Different understandingof the case
andof Max! 

Å Rejectionasa constantpattern

Å Client-centeredapproachfostered
newsympathiesfor Max 

Å Highlightednecessarystagesof early
intervention=> limitationsof cost-
intensive solutioneventuallyfound



4.3 Capacity Buildung: 3rd Meeting

Agenda

× Group work

Å Multi-disciplinarycooperationsςHowcantheysucceedin Hamburg?

Å Introductionanddiscussionon the“Key Worker” 

× Presentation of the results

× tŀǊǘƛŎƛǇŀƴǘǎΩ ŜǾŀƭǳŀǘƛƻƴ



4.3 Capacity Buildung: 3rd Meeting
Group 1

“Key Worker” (Mark Dangerfield, Adaptive MentalizationBased Integrative Treatment, Anna-
Freud National Center for Children and Families)

Task: Create a “Key Worker”. Hide all barriers and difficulties of the 
existing system and let your creativity run free. 



4.3 Capacity Buildung: 3rd Meeting 



4.3 Capacity Buildung: 3rd Meeting

Group 2: Multi-disciplinary cooperations – How can they succeed in Hamburg?

× General discussionof the valueandthe short-comingsof cooperation- challengingof the
process?! 

× Assessment of what isalreadythereςinventionof parallel structures?!

× Elements of successfor multi-agencyforum for cooperation:

Å Overseableregional focus

Å Creativity/willingnesstoαthink outside theōƻȄά andtakerisks

Å Ability to makedecisionsςandprovidefollow-up solutions

× WHO shouldbe involved? ςmanagementlevelor operational staff?

× Desireto start a pilot in oneadminstrativedistrict of the city



5. Participants‘ Evaluation

V Nuancedanddiverse compositionof groupof
participants

V Group processallowedfor the introductionof new
perspectivesandalleviationof the burdenof individual 
decision-making

V Support andcommunicationflow betweencapacity-
buildingmeetings

V Great impulses, goodpreparationandlively
moderationof eachsession

V Moderators havemanagedto createa positive climate
of cooperation

V In-depth preparationof verycomplexcontentsby
moderators

V Project achievedits objectivesςsustainabiltyfalls into
responsibilityof politicaldecisionmakers

V Interestingarrayof methodsandinputs
V αRedthreadά was developed
V Encouragementtowardsviableandrealisticsolutions
V Goodcatering, settingandatmosphere
V Interest andattentiveness
V Constructivecommunicationpatterns

V Group dynamics: someparticipantsweretoo
dominant

V Participatoryapproachto designingthe capacity-
buildingpreventedclearstructureandwas time-
consuming

V Larger projectcontextandobjectivesof capacity-
buildingwas not alwaystransparent 

V The αred threadά ǿŀǎ missingoccasionally

V What isnext? Whichspecificstepsfor actionwill 
follow?

V Timing: Individual sessionsweretoo longςrather
moresessionsof shorterduration; insufficienttime for
workingin smallgroups

V Methodologiescouldhavebeenmorediversified



6. Exploration of Innovative Practices

× Initiation, planningandcoordinationof an interdisciplinarygroupprocessby a neutral and
independentactorwithout in-depthsystemicknowledge=> veryhelpful, professional 
competenciesarewith participants

× 3 meetingswith a setgroupprovidetime for exchangeandroom to build mutual trust => 
time was insufficientandtrust buildingrequiresa longerprocess

× Agenda of 3 meetingswas informed by both the advisory board andthe needsidentified
by participants throughoutcapacity-buildingprocess

× Duration of 3 hoursof eachmeetingprovidedmore time than in other casemanagement
meetings



6. Exploration of Innovative Practices

× In-depth case preparation by casemanagerandprior circulationto participants=> 
attemptsto do so exist, howeverconfidentiality, limited time resources andlack of
communicationareobstaclesto distribution

× Interdisciplinary constellation of the groupςsomeparticipantsmet for the first time => 
however, fluctuationof participantsinterrupted the groupprocessto someextent

× Mix betweenplenary and group sessions to diversifycommunicationpatterns

× Twocorresponding streams: systemicandclient-centeredfocus

× Onlypartsof the groupwere familiarwith the case=> new outside perspectives proofed
to beproductive



6. Exploration of Innovative Practices 

× Capacity-buildingallowedfor „creative thinking“ without pressureto producedecisionsς
room for doubts, failuresandmisinterpretations

× Case discussionswere both retroactive as well as acute => helpedto reflect on existing
gapsin the servicesystemaswell ason ƛƴŘƛǾƛŘǳŀƭΨǎapproachto problemsolving

× Project initiated networking opportunities betweenparticipantsandinterventionmodels
in andoutside of Hamburg



7. Experiment of a New Multi-Agency Model?

× Creationof National Advisory Board

× Series of capacity-building workshops

× Evaluation of workshops

× New actors within supportsystemin Hamburg havebeenbrought together

× Need for multi-agency case dicussions was accentuated

× Gaps in the existing care system andneedfor further actionwas highlighted

× Multiple dissemination activities andevents

× Members of National Advisory Board are involvedin new political initiative for the target
group= Expertise generatedin capacity-building feeds policy process

The project provided an important impulse – it triggered interest and highlighted the
benefits of multi-agency cooperation => the seed is planted, however sustainability needs
to be pursued by political decision makers



8. Next Steps and Dissemination

× January2018: New ̧ ŜŀǊΨǎreceptionat childandyouth psychiatrichospitalon target
group

× February/March 2018: Oneremainingmeetingof National Advisory Board - desireto
bring togetherNAB andpractitionersto discussoutcomeandpotential follow-up of
capacitybuilding

× April 2018: Networking eventwith severalinterventionmodelsin Northern Germany

× April 2018 (tentative): Final conferencein Hamburg to introduceproject outcomesand
regional interventionmodels



Thank you for your attention!


