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Developing a Targeted Youth Support Service in Salford

Introduction

This assignment will describe the work that I have been undertaking to develop the Integrated and Targeted Youth Support Service (IYSS/TYS) within Salford.

I will describe the journey I have taken in my own development whilst undertaking this work and how my learning from my PDA has influenced this.

I will also discuss the challenges and opportunities that have arisen throughout the past 11 months and describe the impact these have had on working to develop an integrated approach to work with young people both on my own practice and also the project overall.

I will conclude with how far the work to develop the TYS/IYSS has come to date and the next steps.

Background
In November 2007 I was assigned as lead officer for the development of IYSS/TYS.  My post as Head of Service to Young people was reduced to 40% of my working week to create time in which to develop IYSS/TYS.

It was identified through my most recent appraisal that I was keen to broaden my work practice beyond ‘youth work’.  Working as lead on TYS was providing me with the opportunity for working with Social Care, Health, Education and a wide range of Voluntary and Community sector partners. 

Youth Matters: Next Steps made explicit the expectation that Children’s Trusts will plan an “integrated, responsive, accessible and effective range of services and provision” for young people.  DfES has further developed the concept of Integrated Youth Support Services (IYSS) alongside Targeted Youth Support (TYS) for the most vulnerable young people.  Each Children’s Trust must have IYSS arrangements in place by 2008. Government Offices have worked with the Training Development Agency (TDA), in the course of which they have been assessing local authorities’ level of preparation as evidenced in their plans for IYSS and have provided support to assist local authorities and their partners in effecting the changes required in order to deliver IYSS/TYS.

IYSS is a universal and comprehensive offer to young people, incorporating or linking closely with TYS which will be directed to the most vulnerable young people.

The DfES guidance is not prescriptive but has made it clear that positive activities, voluntary action, Information, Advice and Guidance (IAG) and integrated targeted support will form the core of IYSS.  IYSS will be expected to:   
· Be young person centred

· Have integrated leadership and management

· Break down barriers between professionals delivering services to young people while retaining the value of different professional perspectives and the nuances of different approaches

· Adopt a multi agency approach

· Achieve efficiencies through integrated delivery, economies of scale etc. to redirect resources to frontline delivery

· Make available activities, support, information, advice and guidance for the full spectrum of needs and interests of all young people in the area

· Provide specific activities, support, information, advice and guidance for young people who have greater need.
It is up to each Children’s Trust to determine which of its services form the core of the IYSS.  

TYS is defined as having 7 key elements:

· Strengthening the influence of vulnerable young people and their families

· Early identification of vulnerable young people

· Use of CAF to identify individual needs

· Enabling vulnerable young people to receive early support in universal settings through better cross-agency links and working.

· Ensuring vulnerable young people receive a personalised package of support and IAG, co-ordinated by a lead professional

· Providing support for vulnerable young people across transitions.

· Making services more accessible, attractive and relevant for vulnerable young people.

The target outcomes for TYS include:

· Reduction of persistent pupil absence

· Reduction in substance misuse

·  Reduction of youth offending

· Reduction in under 18 conception rate

· Reduction in the % of 16-18 year olds who are NEET

· Improved attainment
The Project
My participation in this course was as a result of a discussion with my line manager about my own personal development.  It was agreed that as I was undertaking this course at the same time it would be beneficial to combine the project as this would enable me to do some reflective practice throughout on my own development.

My initial project brief was described as ambitious due to the size of the area of work, I have taken this on board and have focussed therefore on the processes and key outcomes.

A deadline was placed on this work through Central Government for December 2008.  Each Local Authority is required to have all 7 areas of TYS to be fully in place.  In order to support this work within Salford, responsibility for monitoring the progress locally was given to the 13 – 19 Partnership Board, which itself is a sub group of Salford’s Children and Young Peoples Partnership Board (Children’s Trust) There are already in existence a number of sub groups responsible to the 13 – 19 Partnership and an IYSS/TYS group was established in December 2007 chaired by my line manager.  This group has a wide representation from stakeholders from both voluntary and statutory sectors.
The group started by exploring what was already in place across the City and where we needed to focus the start of developing IYSS/TYS.  It could have been argued that as the Children’s Service’s Directorate had already bought together services through the management of Assistant Directors with specific remits e.g. Transitions division has within it Youth Offending Service, Youth Service, Next Steps for 16 + care leavers, Children’s Champion, and the extended team also includes DAAT and Connexions.   Whilst all services are either managed or supported through the same AD with their focus on young people 13 – 19 there was little evidence of collaborative or partnership working.
Through the steering group the vision was discussed and agreed and planning for implementation commenced.

‘For all young people’s services in Salford to work  together, and with young people their families and carers in the design and delivery of a range of activities, services and support that are accessible and meet current need.’
In addition to the regular steering group meetings there have been two wider stakeholder events hosted to ensure that consultation and progress reports can take place as well as a ‘road show’ that visited each of the 8 neighbourhood areas within Salford.  This was a joint piece of work undertaken by myself and a Voluntary Sector representative from Salford CVS – Nexus.
It was agreed at the conception of this work that although the monitoring and reporting for the development of this work was primarily focussed on TYS, that this would form part of a wider IYSS, thus providing opportunities for targeted and more vulnerable young people the opportunity to travel between universal and targeted services as their needs required, and to acknowledge the need for universal services for all young people in the City.
My key role was to convert the strategic thinking and planning  developed within the sub group and in consultation with Government Office NW and TDA into practical action for services affected most.  These have included Youth Service and Connexions as the main services within IYSS and in a wider context the voluntary and community sector, and within  TYS,  working closely with services including Youth Offending, Teenage Pregnancy, SMART – Young People’s Drug and Alcohol Service and CAMHS – Child and Adolescent Mental Health Services.
The development of this work bought with it some challenges for organisations, whilst it is not compulsory for authorities to undertake any kind of structural change through the development of IYSS/TYS, it is described by Government Office as a ‘whole system change’.  It was evident from discussion in the Steering group that there was some hesitancy in how far reaching any changes should be, in particular what areas of work should become integrated and/or co-located.  It was agreed however, that this work presented the opportunity to look at what works well and identify gaps to ensure that the structure for IYSS drives integrated and collaborative working and improved outcomes for young people.
Kanter et al  (1992) argue that there are three forms of change for organisations to address; identity changes – changes with regards to the external world, co-ordination changes – changes with regard to the internal workings of the organisation and changes of control – the political structures and dynamics of the organisation




All of these changes are present for those services involved in a TYS, As well as the individual organisational concerns/challenges this brings there has also been the consideration around the governance of the IYSS/TYS and how this fits within the wider Directorate and Authority structures.
Currently within the LA there are two structures that are ‘competing. Children’s Services Directorate is based on four localities whereas Community Health and Social Care works to 8 neighbourhoods, there is a lack of clarity re where responsibilities sit for specific areas of work, what the governance arrangements are, and how services direct their resources. Experience of services operating either across localities or neighbourhoods has been reported that they have felt tension between management teams and uncertainty of who is co-ordinating which area of work and who to respond to.
Throughout this work there have been a number of models and structures tabled, these all took into consideration the tensions above, however In June 08, half way through the planning for TYS, following the APA inspection, the authority were reported as being ‘inadequate’ for safeguarding children and young people.  This has had a major impact on my area of work, in particular the structures and governance.  Any models that had been previously discussed and explored were put on hold.  The positive outcome for TYS was that having waited for elected members and Leadership Team to make some decisions re structures and management models the opportunity arose to ensure that TYS was embedded into wider directorate structures that now had to be revisited and improved based on improvements in safeguarding.
I did however find my self becoming frustrated with what I perceived as a lack of strategic lead and key decision making within the directorate in relation to governance and structures. I spent some significant time discussing this with my line manager and looking at what I could continue to do around TYS and how I could become more involved in project teams working on the issues that were creating blockages for my area of work.  On reflection I am able to relate this to my learning whilst on Transforming Youth Work training some years ago based on “The Seven Habits of Highly Effective People” (Covey 1992) in particular the model of Circles of Influence and Concern
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Covey argues that we all have these areas and this is a way to examine where we focus our level of pro-activity. People who focus on their circle of concern are likely to be re-active and spend time feeling powerless, focussing on things we can do nothing about, resulting on a negative view of the world, whereas focussing on our circle of influence we are likely to be proactive and work on things we have control to change, focussing more on our areas of influence will decrease the circle of concern.  
I am able to relate this theory to the project, it was easy for me to spend time believing I could not do anything more whilst waiting for ‘others’ to make decisions and move on,  I needed to refocus this and as a result took the proactive route of working with others rather than waiting for them to make decisions and as a result was able not only to feel a part of the decision making but also to ensure that TYS was a key factor and broadened the agenda from only focussing on safeguarding and Social Care needs.

Key developments for Salford IYSS have been the agreement amongst partners and the wider directorate colleagues and through discussion with Government Office to focus TYS on ‘Team around the School’.  There are still some agreements to be reached re the management of the teams e.g. direct or matrix management, this will depend on decisions affecting the wider directorate.  The team will initially comprise of dedicated time from Youth Worker, Connexions PA, School Nurse, Education Welfare Officer and a senior School representative.  The purpose of these teams will be to support the School in providing individual/group work packages of support for vulnerable students to improve their educational and social outcomes.  I am currently negotiating individual packages with Schools and how these will link into existing structures including neighbourhood based functions.

In April 08 I co-ordinated the co-location of a number of services in response to the on going issue of increasing numbers of young people involved in alcohol and substance use and the associated behaviours including anti social behaviour and teenage pregnancy. The heath team consists of Teenage Pregnancy including Sexual Health Services and Young Parents support,  areas of Connexions, Smoking prevention and SMART, young peoples drug and alcohol service.  This has been viewed as a positive move , feedback from individual services has included improved communication and joint initiatives have been some positive outcomes from this co-location through joint initiatives including a partnership piece of work addressing a key issue in the city of young people’s alcohol consumption linked to teenage pregnancy.
I have worked with the Family Action Team within Salford to develop what will become Young Peoples CAF Champions.  This role will be senior practitioners from a range of services who will support sessional workers and volunteers currently working with young people in a range of settings in order that they can, if required, feel confident in participating in the Common Assessment Framework.  An initial group of 15 will be trained over a 2 day period to increase their current knowledge around the use of CAF and Lead Professional; they will be required to deliver training to staff within young people’s services to increase the role.  This together with the Team around the School will be operational for January 09.
Monitoring and Reporting
I have to date worked with the steering group to complete two Self Assessments that have been required by Government Office ( see appendix 1)
These have only provided reporting against TYS against the 7 key areas, feedback from the original self assessment however provided areas to focus on and was the start of our project plan. A final self assessment is required in January 09.  
I have during recent months also taken on the management of the Teenage Pregnancy team which enabled closer working relationships with the PCT, as a result of having had only 4.4 reduction of teenage pregnancy in Salford since 1998 against a target of 50% by 2010 some serious project planning was implemented.  I was able to combine this with the development of TYS and have continued my learning through the course on Project Management, when I first read the course workbook that introduced Logical Framework I found it complicated, having worked with Performance Management Frameworks in more detail I am able to see the effectiveness in these to manage projects and am now actively making use of these particularly with the Teenage Pregnancy Improvement Plan. 

Personal Development

My role in the development of IYSS/TYS has bought with it some personal challenges and achievements.
Having worked through my PDA I have been able to explore my own learning styles, the exercise I undertook describes me as:

Active learner – learning whilst doing. Trying things out.  – This has been very much a reality in developing new systems and processes, feeling able to take risks and try new things has been a vital ingredient in my work and one that I have been able to do confidently and with support from colleagues. 
Intuitive – prefer to discover possibilities and relationships, like innovation and dislike repetition.

Visual – visual learners remember best what they see. 

Global – learn in large jumps, absorbs material randomly and then just ‘gets it’.  Able to solve complex problems quickly.

I am able to recognise myself in these areas and can see that these are re-enforced by the respondents to my 360 Appraisal, when asked to comment on decision making, drive and motivation resilience and adaptable to change and developing others encouraging innovation and change.

I believe I have a good awareness of myself as a manager and a leader, I have however found myself calling this into question whilst undertaking this project as leading services other than my own has meant I have had to increase my skills in influencing others, I have had to prove myself as a leader with partner organisations due to my role as Head of Youth Service rather than me as an individual as the historical relationship prior to my starting work in Salford between the Youth Service and partner organisations had not been very positive. I was described as having an ‘acute awareness of my self in a response to my 360.
James Farr (1998) describes this as a conscious leader and describes three qualities that must be present:

Quality 1 – skill to gain insight into the followers mind, concerning their situation and how they perceive you.  You must know what is perceived as negative.

Quality 2 – To be a powerful leader you must present your ‘leaderself’ to others rather than your ‘naturalself’ Good leaders do not always do what comes as a natural expression of their personalities. They fit the leader role rather than make the role fit them.

Quality 3 – To create effective ‘leaderself’ you must operate from self awareness rather than from an automatic mind.

I am keen to explore this area further and have identified this through my PDA with my manager.

In addition I have identified that I need to do more learning on project management and the variety of models that can assist in achieving programmes of work.
Conclusion

My original brief was based on the development of the IYSS/TYS, whilst this piece of work was not able to reach a conclusion, there have as I have described above been some significant achievements to date and decisions made about the next steps.  I will be continuing this work to ensure the smooth creation of the ‘Team around the School’ negotiating with individual Schools and partner agencies that will make up these teams.  In addition I will be supporting Youth Workers to accept the changes to the service as it moves towards integrated working at either a Locality or Neighbourhood level and agreeing matrix management structures.

I am due to return to my Head of Service to Young People role at the conclusion of this work, which should be early in 2009.  Having been involved in a large complex programme of work for the past 12 months that has raised a number of areas I am going to explore further re my own personal development and aspirations for my future career.
I 
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	Salford

	The Seven Key Delivery Elements
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Processes are in place to allow effective identification, assessment, intervention and referral. Young people's experience of these processes is positive

Questions

Whole LA

Are vulnerable young people, their parents or carers, and their communities fully engaged in reforms and their own support packages?

Full practices in place

comment:
Hear by Right Standards are currently being mapped across all services within Children's Services Directorate and will move across additional Children's Trust partners to ensure a robust framework is in place that provides a mechanism for reaching all young people including under represented groups. Young people have been involved in a number of consultative events to shape future services, the evaluation of these is due for publication in October 08. Young people are represented on our Children and Young People' Partnership Board (Children’s Trust arrangement) and a structure is now in place for neighbourhood forums and opportunity for participation in a Young Persons Scrutiny Committee (constitution currently out for consultation) this provides a mechanism to ensure representation of VYP. The authority has a Children's Champion post with the remit to ensure the voice of children and young people is heard and acted upon. The Authority also has a Parent Participation Manager providing parents and carers with the opportunity to be consulted and involved in decisions affecting services available to them. User surveys have been completed annually within a number of TYS services and is increasing e.g. Teenage Pregnancy and Sexual Health Services.

Are there effective processes for early identification of vulnerable young people?

Full practices in place

comment:
There have been some key developments in this area since April 08. Structures within Children's Services Directorate are being re-modelled following recent JAR inspection to clarify the roles of existing Locality Teams and to introduce multi disciplinary teams, including TYS working at neighbourhood level that will provide effective processes for the early identification of vulnerable children and young people. This work builds on current good practice with existing TYS services including DAAT, YOS,VCS, Connexions and Youth Services all of whom have individual systems for early identification and who will contribute to the emerging Early Intervention Teams that will be fully operational for December 08. 

Is there an efficient process for assessing young people's needs based around the Common Assessment Framework (CAF)?

Full practices in place

comment:
There has been significant improvement in this area. Joint working with the CAF team within the authority has led to a bespoke training programme being established for work with VYP following feedback from services working with young people rather than children. A full training programme is available for all staff across the authority including VCS. within TYS the role of Young People's CAF champion has been established, these will be senior practitioners from a range of services working with VYP who are able to support staff and volunteers in contributing to the CAF process where appropriate. The work with the remodelling of Locality Teams has clarified the thresholds within the authority and where responsibilities lie with regards to completion of CAF and assessments. Young peoples involvement in the completion of CAF is being piloted in three PRU's using a variety of CAF tools and when evaluated will be rolled out across TYS. 

Are vulnerable young people able to access early support in universal settings?

Full practices in place

comment:
The range of services available to young people within universal settings is increasing through the development of TYS and the early intervention re-modelling exercise taking place within the Children's Services Directorate. The awareness of practitioners of the services available to them has increased through the Neighbourhood Management Structure and the Locality Teams. Referral processes are currently being explored through the emerging Early Intervention Teams and will be agreed through the Children's Trust arrangements in due course.

Is the lead professional role in place and widely used?

Full practices in place

comment:
The Lead Professional role is in place and fully embedded within our Family Action model (multi agency meetings involving families and carers) each meeting identifies a LP. This is now being addressed through the use of CAF and a new Integrated Working Toolkit (launched September 08) clearly outlines the need for a named LP to be identified at the completion of any CAF. LP training is available for any practitioner working with Children, Young people and families.

Are young people supported across key transitions - either at particular life stages or between services?

Partial practices in place

comment:
This work is currently being refined through the emerging Early Intervention Teams. There is support for young people moving within specific IYSS/TYS services either through keyworkers or individual staff, this will be improved across key transition periods including Schools and further education with the delivery model within TYS 'team round the school' that will provides an integrated package of support from a range of services including Connexions and Youth Service.

Are young people able to access services through appropriate settings?

Partial practices in place

Comment:
through the ongoing development and delivery of our IYSS/TYS we are exploring the issue of settings for young people and the availability and appropriateness re services that are available within them. Where possible we are looking at co-location of services in settings across the city that will attract young people. Young people are currently being consulted on services and settings in order to inform future plans, this has been particularly relevant to young people's sexual health services and a full needs assessment is currently being developed and young people consulted on their views. 

Any further comments:
The work on the Early Intervention Teams is as a result of a recent JAR inspection that found the authority unsatisfactory in the area of Safeguarding. As a result of this, work is underway and must be in place for December 08 that clearly outlines service access thresholds and early intervention services. TYS is a key contributor to the development of this work and has ensured that TYS is fully integrated into overall structures within the authority. 



	

	A locally owned case for change
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The rationale for TYS is clearly understood across TYS stakeholders, and young people, their families and careers are actively involved in the design of reforms to services

Questions

Whole LA

Is there a thorough understanding of the area's vulnerable young people and their needs?

Full practices in place

Is there a thorough understanding of the area's current service provision?

Full practices in place

Are there shared expectations and goals for making improvements to services for vulnerable young people?

Embedded practices

Have key stakeholders been involved in the development of a comprehensive plan for change?

Embedded practices

Any further comments:
The authority has systems and processes specifically to engage with young people and families ( Strategy & commissioning division and Transition division) as well as within universal services. The authority employs a Children's Champion who works with the authority and the VCS to develop good practice. 

There is a shared vision for improving services for VYP and this evidenced by the active and well represented stakeholder group involved in developing TYS in Salford.



	

	Additional elements of delivery
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Interventions are increasingly focused on prevention and early intervention. They are based on evidence of what works

Questions

Whole LA

Do targeted services support preventative services, and intervene early to build vulnerable young people's resilience?

Embedded practices

Are there effective information sharing practices in place?

Full practices in place

Are interventions evidence-based and monitored for impact?

Full practices in place

Any further comments:
There are examples of progression in this area e.g Teenage Pregnancy team dovetails with Connexions, midwifery and health visiting services, Connexions has strategies in place to review transition periods including specific review meetings, September guarantee process and liaison with Jobcentre Plus and adult services. 
Information sharing protocols are currently being devised so are not fully in place across all partners at this stage.



	

	Multi-agency structures
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Structures are in place to enable multi-agency working, there is a clear role for schools and other key stakeholders

Questions

Whole LA

Is there an effective multi-agency structure in place to deal with vulnerable young people?

Partial practices in place

Is there a clear role for schools and colleges in the structure of services for vulnerable young people?

Full practices in place

Is there is a structure in place for reaching those outside the schools system?

Embedded practices

Any further comments:
Salford’s Children's Trust has placed a great deal of emphasis on identifying and meeting the needs of the most vulnerable young people e.g on reducing first time entrants to the youth justice system, reducing NEET etc. As a consequence a number of multi agency teams work across the City to ensure early identification of vulnerability and the delivery of appropriate responses to work with young people in target groups. This current good practice will be built upon through the development of Early Intervention Teams at neighbourhood level. TYS model is being developed based on 'team around the school' and will provide support for Schools and colleges in their role within TYS



	

	Workforce development

[image: image7.png]


The workforce operates and develops in a way that allows it to work flexibly to deliver TYS

Questions

Whole LA

Do management and supervision arrangements ensure quality of delivery and support for the workforce?

Partial practices in place

Are terms and conditions for key workers in multi-agency settings suitable (equitable) for their new roles?

Plans in place

Do workers feel supported and equipped to work in an integrated setting?

Partial practices in place

Do workforce development considerations consider the long-term need for greater integrated working?

Partial practices in place

Any further comments:
There are existing examples of integrated working, e.g. Children’s Centres, Locality teams, which provide a model on which we have started to base the working arrangements for the TYS/IYSS teams. In addition to this as IYSS/TYS services will be working within wider integrated teams ( Early Intervention Neighbourhood or the existing Locality teams) management arrangements have yet to be finalised. Various models are currently being explored including a matrix management model. A Workforce Development Strategy is being developed within Children's Services Directorate and with wider VCS partners that will address integrated working arrangements and the Common Induction Framework.



	

	Achieving sustainability
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TYS planning processes and sustainability are embedded into TYS delivery. For example, by involving young people, families, carers and communities in shaping services and by keeping a focus on continuous improvement

Questions

Whole LA

Are vulnerable young people, families, carers and communities involved in reviewing services for vulnerable young people?

Partial practices in place

Is there a clear sustainable and long-term strategy for services for vulnerable young people?

Partial practices in place

Are there robust performance management processes for monitoring services?

Partial practices in place

Is there is a focus on continuous improvement?

Full practices in place

Is there is a clear fit between the strategy for vulnerable young people's services, Local Area Agreements and wider Integrated Youth Support (IYS) efforts?

Partial practices in place

Any further comments:
The Children’s Services Directorate has a Parents’ Champion who is working on the development of a parenting strategy which will provide a strategic framework for consultations with parents and carers. This role is complimented by the role of Children’s' champion which has as its focus the development of a strategy for young people's participation in decision making. The Children’s' Champion has worked closely with young people from vulnerable groups to ensure their integration in the development of youth forums to give young people a voice across the City. The development of TYS/IYSS is being done in close collaboration with existing structures for community engagement, i.e. neighbourhood management and locality partnerships in order to enable communities to be involved in and influence the development of IYSS/TYS. Stakeholder briefings are a regular part of our TYS/IYSS development process in order to ensure shared ownership of the new services. The sustainability of TYS and IYSS and its interface with LAAs is a key goal for the steering group in the development and implementation of IYSS/TYS within Salford



	


Circle of Concern





Circle of Influence
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