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Reflections on the Learning Day with regional stakeholders 
held 25th June 2024, Mann Island

Why is Cradle to Career a priority for Liverpool City Region?

Liverpool City Region

Steve Rotheram, Mayor of the Liverpool City Region, 

and Combined Authority CEO Katherine Fairclough 

started the session by talking about why they see 

Cradle to Career as a priority for tackling inequity for 

children and young people across the City Region. 

The programme’s success is founded in the way 

it works alongside communities, connecting and 

investing in the many organisations already part 

of those neighbourhoods and building belief and 

trust that change is possible. The opportunity going 

forward is to widen the scope and ambition of the 

work and look at opportunities to connect agendas 

and resources across the City Region.

Attendees were asked to think about how their own 

organisation might collaborate with the Cradle to 

Career programme to support mutual agendas, what 

can be learnt, and what about this different way of 

working can be more widely adopted by other teams 

in the City Region?

In the following pages we share the key reflections and learnings from the session’s discussions.

Produced by Place Matters July 2024



What is the Cradle to Career programme and what has it 
achieved?
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The programme started in North Birkenhead, funded 

by the Steve Morgan Foundation, SHINE, UBS Optimus 

Foundation and supported by Wirral Council.

It engaged Right to Succeed as a Backbone to 

bring together local partners across education, 

the voluntary and community sector, residents, 

businesses and the public sector in a collaboration 

bringing local people and organisations together with 

a shared ambition to enable every child in  

North Birkenhead to thrive.

By challenging the status quo and getting a deep 

understanding of the underlying causes, the 

partnership identified four priorities for change:

•	 Improve literacy for all pupils and meet the needs 

of children with Special Educational Needs and 

Disabilities

•	 Improve outcomes for vulnerable families

•	 Develop effective Youth Services

•	 Enable community leadership

Through collaborative working, the programme 

encouraged research-led approaches to improving 

literacy in schools, and a culture of shared learning 

amongst education settings in North Birkenhead. 

Families received holistic, wrap-around support 

from the council funded, community based 

multidisciplinary team, and local organisations worked 

together to create a quality youth provision for young 

people aged 14+.

External Link : This short film introduces the Cradle to 
Career project in North Birkenhead.
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Steve Rotheram, Mayor of the Liverpool City Region, and Combined Authority CEO Katherine Fairclough speaking on why  
Cradle to Career is a priority across the City Region.

https://www.youtube.com/watch?v=EXaaTNEEdc0
https://www.youtube.com/watch?v=EXaaTNEEdc0
https://www.youtube.com/watch?v=EXaaTNEEdc0


- 3 -

Continued...

Critical to the success of the work are two equally 

impactful levers of change. One is being able 

to identify the underlying causes of systemic 

disadvantage and implement effective change. Two is 

re-wiring the way the system works together to build 

a shared understanding of what needs to change, 

unlock resources and unblock impediments and 

bring the community as partners to the change. As 

the programme expands to other areas it is evident 

that across the Cradle to Career neighbourhoods, it is 

the people doing the work together that are driving 

the change in working practice. This is not a top down 

organisational re-design, it’s a movement for change 

built from the ground up amongst those experiencing 

the difference being made by new connections, 

new freedoms to decide what’s important and the 

investment to make it happen. 

In North Birkenhead the impact has been significant 

over the 3 years, which included the COVID pandemic. 

At the start children were 15 months behind expected 

levels of literacy. Now children in North Birkenhead 

exceed the national as well as regional average. Good 

literacy is the key to attainment for all subjects and 

the programme is working on tracking the impact 

of broader attainment for children through their 

educational journey. 
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The success in North Birkenhead inspired the Mayor 

and Council Leaders in the City Region to back the 

programme in other neighbourhoods and it is being 

rolled out in a phased way to neighbourhoods in all six 

authorities: there is a commitment in the Mayor’s 2024 

manifesto to extend to 12 communities.  

Scaling the work

The work is being backed by several funders who 

have joined the Steve Morgan Foundation, UBS 

Optimus Foundation and SHINE as the original 

backers of the work in North Birkenhead, including the 

National Lottery Community Fund, A&O Shearman, 

Bank of America and Liverpool City Region Combined 

Authority, whilst each of the councils has allocated 

significant multi-disciplinary resource into the 

communities.  As the programme grows we expect 

other funders to join the coalition.

This is a different way of funding for many funders.  

They walk alongside the work as part of the Regional 

Governance Board, supporting the programme as it 

evolves and learning alongside teams about what 

is working and how the programmes adapt to the 

learning. Funders play a crucial role in connecting 

the Cradle to Career teams to local and national 

resources and other programmes that can provide 

crucial support and expertise. They champion the 

programme to a broader audience and take the 

learning to the other work they fund.

Funding the work
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What those doing the work say makes it a success

A panel drawn from people in different roles across the programme shared their experiences. 

•	 Marie Cunliffe  

Parr Steering Group Chair

•	 Paul Mavers  

Northwood Resident

•	 Brian Rodgers 

Deputy Chief Executive Officer for Vibe, former 

member of Halton Lea Discovery Steering Group, 

now on Parr and Linacre’s Discovery Steering Group

Panel members were:

•	 Charlie Ledley  

Programme Director Cradle to Career Northwood 

and Cradle to Career Halton Lea

•	 Ben Holmes  

Acting Director of Education, Halton Borough 

Council and Halton Lea Cradle to Career  

Steering Group

The programme responds to what the community 

is concerned about as well as local data. It is the 

combination of both that creates local legitimacy  

and well-informed choices for action and investment.

The Discovery process where communities build 

understanding and consensus, and before new 

interventions or other changes are implemented takes 

a year. The depth of the Discovery process means 

there is a collective confidence that the changes are 

the right choices for the community. The community 

feels understood and listened to, building early trust 

in the programme.  

Responding to and deepening understanding of community priorities
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Continued...
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Those doing the work need to be committed to being 

collaborative: coming along to meetings to share 

knowledge and make decisions together.  Brian from 

the youth provider Vibe shared that they put in more 

time than contracted for because they consider that 

they own the responsibility for carrying the voice of 

young people and enabling their participation.

The Backbone team (provided by Right to Succeed) 

play a crucial role in convening people and 

organisations. Building trust in the early stages in 

particular and with the oversight to spot opportunities 

for connection and mutually reinforcing action across 

organisations. A key legacy of the programme is the 

skills, mindsets and collaborative capability for wider 

change in the community.

Cradle to Career sees the child’s journey across 

different organisations. Integration and continuous 

communication means that children and families tell 

their story once and support is triangulated across 

family and home, education and youth services to 

organise around their needs  

and opportunities. 

Working collaboratively

The programme builds on existing capability and 

assets in communities, pooling and developing 

strengths so the changes are sustainable.

The programme needs longevity:

Those doing the work need to be there for enough 

time to see the change through and create a legacy.  

Working with and investing in existing organisations and people over the 
long-term

“the community are fed up with people 

parachuting in and leaving again.”

We need to be able to look behind presenting issues.  

For example, understanding why buses are being 

damaged by young people in Halton Lea reveals 

a significant issue with growing drug use amongst 

younger children.

A key premise of the programme is that it is built on 

evidence. That means designing interventions based 

on evidence of impact outside the programme and 

gathering evidence and knowledge about each 

community to deepen understanding of how to 

create effective change in those places during the 

programme.  It is also about working in the open, 

sharing what is and is not working with the community 

to build confidence and belief that change is 

happening and the programme is working.

“Build the programme on fact not assumptions”
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How stakeholders support the success of the programme 
and leverage the approach

•	 How to embed this way of working across the  

City Region

•	 Using the power of local insights and data to 

further this way of working 

Key points of discussion for each session are captured 

in the following pages.

The session broke into four workshops:

•	 Funding the programme to create a  

sustainable legacy 

•	 Connecting the system at a neighbourhood level 

and working alongside the community to build 

trust and agency

•	 Putting communities in the lead of what should be 

funded rather than prescribing particular priorities 

or areas of impact

•	 Having a set of principles for what it means to be 

a funding partner to the work in Liverpool City 

Region and perhaps more generally of place-

based work

Workshop 01 : Funding the programme to create a sustainable legacy

“Putting communities in the lead”

•	 The group, which included the principal funders, 

discussed the importance of leveraging the 

learning from the Cradle to Career programme to 

influence national stakeholders and putting their 

collective voices and influence to support this
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Workshop 03 : How to embed this way of working across the City Region

Workshop 04 : Using the power of local insights and data to further this way 
 of working

“It’s a method not a model”

“Being collectively curious”

•	 We need longitudinal data that shows the value of 

investing in preventative interventions in a similar 

way to the Sure Start report

•	 Create access to data and insights that help local 

teams think deeply and systemically about the 

root causes of systems issues in order to build a 

consensus for change

•	 Different organisations/institutions deliver the 

interventions, but others gain the benefits e.g. 

where C2C invests in young people the justice 

system benefits

•	 Discussions need to be at a higher level across  

the system

•	 We need to push the C2C across sectors (policing, 

health etc) and ensure integrated working where 

that is a lever for change

•	 Important to have continuous communication.  

The RGB is a good forum for keeping all in the 

loop and spotting areas for collaboration

•	 Overall we need to strengthen the quality of 

evidence that demonstrates impact and shows 

how that impact has been achieved to achieve 

scale and bring in wider partners

•	 To engage the community we need continuous 

communication that builds commitment and trust 

through data and stories

•	 Forums for local listening but having feedback 

loops to communicating what is changing as a 

result of their voice

•	 Need dedicated time and risk taking

•	 Need more strategic thinking not  

strategic planning 

•	 Frame the work as a method not a model

•	 Ward level data rather than borough insights  

with assumptions

•	 Need “canaries in the mine” to tell us what  

is happening

Workshop 02 : Connecting the system at a neighbourhood level and working 
alongside the community to build trust and agency

“Speaking with a local voice”

•	 Using and developing the capabilities of existing 

key players in each community -  

avoid re-inventing what is already there or 

bringing external people in

•	 Create continuous and consistent relationships 

with local people. Accept initial mistrust and 

difficult feedback with a positive mindset

•	 Champion the potential of the community by 

challenging the negative narratives about the 

community to build collective belief in the  

long-term goal

•	 Build up and connect the good things already 

happening, and find the golden thread that 

creates a common purpose and role for a wide 

range of local people and organisations
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Building on the energy and momentum in the session, the 
Cradle to Career Regional Governance Board wants to 
engage in a series of exploratory conversations with key 
stakeholders to explore:

A.	How to build a 
relationship with 
the Cradle to Career 
programme that  
creates mutual benefit

B.	The opportunity to 
embed the learning  
from Cradle to Career  
in other parts of  
the Region

What’s Next?
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Claire Darhni - Head of System Change and Inclusion, West 

Mids CA

Andy Churchill - VOLA

Brian Rodgers - Business Development Manager, Vibe UK

Nick Wright - UBS CSR - Vice-Chair UBS Social Impact & 

Philanthropy, UBS Optimus. 

Liam Eaglestone - Chief Executive, Steve Morgan 

Foundation

Sally Morgan - Trustee of the Steve Morgan Foundation

Andrea Watts - Executive Director (People),  

Sefton Council

Anna Nyaard - Head of Inequalities and Strategic 

Partnerships, Sefton Council

Graeme Duncan - Chief Executive, Right to Succeed

Rekha Patel Harrison - Chief Programmes Officer, Right to 

Succeed

Charlie Ledbury - Programme Director, Right to Succeed

Natascha Gibson - Programme Director, Right to Succeed

Steff O’keeffe - Programme Director, Right to Succeed

Emily Sun - Co-Director, Place Matters

Jo Blundell - Co-Director, Place Matters

Tom Kelly - Northwood Steering Group Chair

Dave Sweeney - Associate Director of Partnerships and 

Sustainability at NHS Cheshire and Merseyside

Professor Ian Ashworth - Director of Population Health, 

NHS Cheshire and Merseyside

Jess Studdert - Interim Chief Exec, New Local

Gillian Halliwell - Regional Director, National Lottery 

Community Fund

Steve Rotheram - Metro Mayor of the Liverpool City Region

Gill Bainbridge - CEO Merseyside Youth Association

Chris Green - Deputy Chief Constable, Merseyside Police

Phil Garrigan - Chief Fire Officer, Merseyside Fire and 

Rescue Service

Kevin Johnson - Merseyside Fire and Rescue Service

Suzanne Metcalf - Assistant Director of Children’s Services, 

Liverpool City Council

Claire White - Chief Executive, LCVS

Katherine Fairclough - Chief Executive, LCRCA

Kirsty McLean- Executive Director Policy, Strategy & 

Government Relations, LCRCA

Emma Dickinson - Principle Policy Officer, LCRCA

Ashlyn Whitty - Policy Officer, LCRCA

Caroline Arnold-Swift - Project Manager, LCRCA

Rob Tabb - Senior Policy Lead, LCRCA

Paul Mavers - Knowsley resident and working group 

member

Peter Gaul - Headteacher, Kings Leadership

Joe Yates - Chair of the Regional Governance Board, Pro-

Vice Chancellor (Place and Partnership) at Liverpool John 

Moores University

Ben Holmes - Interim Divisional Manager for Education  

(0-19), Halton Council

Belinda Tyrrell - Research Associate at the  

Heseltine Institute

Marie Cunliffe - Director Ever Evolving

Vicky Woods - Ever Evolving

Suzanne Mallon - Merseyside Senior Partnership  

Manager, DWP

Molly Brant - Project Manager Strategy and Collaboration 

Team at Cheshire and Merseyside NHS

Chris Catterall - Chief Executive, Capacity

Iwona Szmidt - MD, Bank of America

Jack Doyle - EMEA Community & Social Impact Manager, 

Bank of America

Appendix A - Attendees
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