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“TO IMPLEMENT A RANGE OF INITIATIVES THAT WILL SEEK TO INTEGRATE THE TEAMS OF PEMBROKESHIRE COUNTY COUNCIL YOUTH WORKERS IN ORDER TO PROVIDE A MORE EFFECTIVE SUPPORT SERVICE FOR YOUNG PEOPLE ACROSS THE COUNTY”

Introduction

 My choice of project has been prompted primarily by my desire to provide a more unified and effective service to young people however it has also been stimulated by the perceived changes in the function of the Youth Service nationwide and the need to address these issues at a local level. The project has been conducted in a time of highs and lows for the service across Wales. Welsh Assembly Government has provided financial support to Local Authorities for both the universal entitlement of young people and in support of their social inclusion policies. This has created a dilemma for the Youth Service, extra funding is welcomed but at what cost? Are the principles of the youth service been compromised to accommodate national educational 

programmes.  Does it matter anyway? National bodies such as Wales Youth Agency, Youth and Pupil Participation and Estyn have  all had key roles in influencing youth services responses to the” Education, Education, Education”  agendas of the UK Government and  Welsh Assembly Governments. There is no doubting the significance of the new term “Youth Support Services” that is being used by the Welsh Assembly Government today and the impact this will have tomorrow...

 Pembrokeshire has endeavoured to respond positively to the developing policies but has been embroiled in county politics instead of considering best practice, the bringing together of previously separate youth teams is a further step to providing a more coherent support mechanism for young people.   

Background
To understand the issues that have brought about the present situation in Pembrokeshire there is a need to explain the historical background in the development of the Youth Service.

The “Youth Service” has existed in the UK since 1939 when it was called into being by the Board of Education to undertake “a direct responsibility for youth welfare”. The Education Act 1944 made it a duty for Authorities to do what they were doing out of goodwill and also provided training for professional leaders. The general aim was to be found in the “social and physical training” with the over riding purpose to be the “building of character”. Training in self government and citizenship and to be a means of continued education in the widest sense of the term. It needs to be realised that at this time the service reflected the needs 15 -20 years olds and not as present day which encompasses 11-25 year olds. However this drive was lost in other Government crises, they could do little more than include it in other” learning for leisure” programmes which were set aside at this time.

It was not until 1958 that the Countess of Albermarle was given the task to review the contribution the Youth Service of England and Wales could make in assisting young people to play their part in the life of the community and to advice accordingly. The Albermarle report was presented to Parliament in 1960 and provided youth work with a very influential rationale and framework and was a key element to substantially increasing funding for youth work. The report  refers to the problems of youthful delinquency and did not underestimate the effect of “keeping them off the street” but equally the report did not underestimate the way in which a Youth Service was of value to the great majority who would never be in a juvenile or adult court. Thus the primary basis of the service was social and pastoral and the aim was described as “To offer individual young people in their leisure time opportunities of various kinds, complimentary to those of home, formal education and work to discover and develop their personal resources of body, mind and spirit and thus better equip themselves to live the life of mature, creative and responsible members of a free society.”

The service again went through highs and lows with an initial flow of funding for resources and youth workers but struggled to sustain this impetus and again struggled through the 80s and early 90s.  The 1992 Youth Work Curriculum for Wales was rewritten in 2001 and established the main purpose of youth work in Wales which was through its voluntary relationship with young people, offer inclusive opportunities to learning that will enhance their personal, social and political development. Thus promoting equality for all, supporting young people through to adult hood and encouraging young people to make” purposeful use of their skills, resources and time.”

In addition to this in recent years there has been a Governments priority to provide for young people who have or are at risk of disengaging from education, training or employment and Youth Work was seen as a method to support those young people back into a positive and healthy lifestyle.

  The Youth Access Initiative and Schools  and Youth Work Partnership programmes of the late 1990’s were introduced to work with those ”hard to reach” and those at risk of disengaging from education employment or training using youth work methodology.  However in Pembrokeshire this service was managed originally within the training section of the Authority and more recently the two programmes were managed by Education and Social Care respectively. This gave a new lease of life to youth work in the county as in all Authorities. However it also created a dilemma for those puritans in the field who although pleased with the increase in youth work and its funding, its main principles of the universal entitlement, its voluntary contract between youth workers and young people delivered in an informal setting originating from the start of the century was being threatened by the introduction of a targeted service which delivered a more formal programme with clearly defined outcomes.

 In recent years Cymorth; the children and young peoples support fund has subsumed the original targeted funding streams. The New Burdens funding opportunity increased the core youth work budgets of Local Authorities. In Pembrokeshire as in many Authorities this produced two parallel youth services, one primarily based in schools and ironically managed by Social Services, the other, the more traditional youth service working within the community and led by Education. 

  Consequently Pembrokeshire County Council has two youth teams providing similar services to similar or even same groups of young people with similar ideals, working in isolation of each other, under different management teams with varying working practices, contracts of employment, salaries and with different professional status,

The challenge for me and Pembrokeshire County Council was to overcome the historical basis of the youth services and produce a unified and more effective youth service for the benefit of the young people of the County.

Planning
· The first phase of the project evaluated the funding sources to ensure that key objectives of the two teams were compatible so that their work could be integrated.

· Discuss and agree with Social Care and Housing and Education the need to relocate one of the youth teams to one of the directories.

· Redraft a generic job description that would allow for specialists roles but would define their basic responsibilities and person specification. The latter will set the minimum qualifications required for the posts.

· Consult with all parties concerned, full time youth workers their line managers, Heads of Service and Unions.

· Job Descriptions to be assessed by personnel.

· Regrading to be agreed with full time youth workers and their unions.

· New job descriptions and salaries to be agreed by the Senior Managers Board.

·  Engage with the Marketing to determine a marketing strategy initially with a new name, statement of purpose and logo.

· Consult and include all stakeholders’ especially young people, in the decision making processes.

· Redefine the roles of managers within the new and extended service.

·  Provide the mechanisms that will create the opportunities for a seamless service and joint working across educational establishments and communities that will offer a more effective youth service and be of benefit to all stakeholders especially young people.

· Evaluate the effectiveness of the changes and implement any additional courses of action identified.

· Review the whole service against its objectives through   consultation, self assessment and external evaluation. 

Implementation

The Strategic intent of the Welsh Assembly is to build on its strengths and its Welsh identity in order to establish a distinct sustainable future for Wales where social, economic and environmental improvement work together to create positive change. The Youth Service can contribute the four priorities as described in Wales: a Better Country. Those of:

· Helping more people into jobs.

· Improving skills.

· Improving health.

· Developing strong and safer communities.

In education and training, The Learning and Skills Act 2000 and the subsequence Welsh paper The Learning Country set out the strategy for promoting lifelong learning in Wales. Of significance to the youth service was the Assembly’s commitments to ensuring everyone can benefit from learning throughout life and that no-one lacks basic employment and life skills. Core elements it could be said of the Youth Work Curriculum Statement of Wales.

Further to this is the associated policy for young people Extending Entitlement: supporting young people in Wales looking at the broader needs of young people between 11 and 25 ensuring all young people have access to a network of support services and opportunities to help them access their entitlements. 

 With Cymorth funding for the above and New Burden supporting core budgets from the County Council I saw no reason why bringing the two teams would threaten the objectives of each programme but would I believe, enhance the work of each group.

To engage the full time youth workers in the debate John Rose the then Acting Chief Executive of the Wales Youth Agency was invited to lead a discussion on the Principles of Youth Work. Whilst there was some concerns on the specialists youth workers roles within Cymorth ie working with disabled young people and the programme with pre 11 year olds in primary schools, there was a general consensus that  there were many  areas of commonality and that it would be beneficial for there to be closer formal ties with each other.

 Whilst Senior Managers discussed the corporate details of merging the teams, the first draft of a common job description was shared with full time youth workers. This paper included the minimum qualifications required for the post and estimated salary level. Each worker was encouraged to make comments on the proposed wording but that it was clear that this did not constitute a change in their working practice. This was accepted in principle by most workers, the exception being those who had been appointed or seconded from other permanent posts in the early years of management under Social Care, who had higher salaries, (one on a protected salary) but lacked the qualifications related to their present work and salary grading.

 Most youth workers were members of Unison, early in the planning the local representative was invited to offer advice on the implications for any changes of contract. The greatest hurdle identified was perceived to be the issues around salary, contract protection with those with permanent contracts and Cymorth funding technically ceasing in 2008, and youth work qualifications.

As discussions continued with 4 youth workers with regards their personal issues, I wrote a second generic job description. This now included a common, person responsibility and person specification with a bolt-on identifying additional and specific responsibilities for individual workers and the proposed new salary structure as assessed by personnel. This also included a common youth work qualification required for the post which had to be achieved before moving across grades.  Of the 15.5 full time workers, this would give 11.5 workers a salary increase to bring them in line with their 4 higher paid colleagues. This was accepted by those youth workers, discussions continued with the other 4 youth workers. Terms were agreed with these workers at a later date. All but one  youth worker agreed the requirement of achieving a recognised qualification in Youth Work as the basis for their professional status.

 At the same time, Senior Management agreed to move the Social Care element of the proposed amalgamation to Education and under the sole management of the Youth Service. This coincided with the start of the new financial year, revised budgets were agreed and made available for an April start.

Early in the life of the new team, the Marketing Department was contracted to lead the rebranding of the service. After a series of planning meetings and the identification of possible titles, youth workers and over 250 youth members were consulted to produce a new name, Pembrokeshire Youth, and its associated logo. This has been followed by the adoption of a common Statement of Purpose and a set of objectives that reflects the demands of a youth support service team as identified by funding criteria.

As a result of the reorganisation there are now 16.5 full time youth workers with a generic job description and a common salary structure. All but one Youth Workers are committed to working towards a nationally recognised Youth Work qualification. The other is seeking a qualification of equal status that is more relevant to her post. 

Evaluation

 The new Statement of Purpose which describes the aims of the one new and invigorated youth service has been adopted by all and encompasses the work of the whole team. It reads:

 “Working with young people on their pathway to adulthood, providing opportunities to develop knowledge, skills and attitudes that will benefit them and their communities.”

 There is evidence that the team is working together and that they see the advantages of being as one.  They were never all going to be able to be in continuous contact with each other as it was recognised that much of the joint working would be as part of the Family of Schools philosophy that is pertinent in Pembrokeshire. After school clubs, holiday provision and joint accredited programmes based on staff working in the same vicinity are developing.  Joint meetings, training and monitoring and evaluation procedures have been introduced. The managers with county portfolios in staff development, curriculum and quality assessment procedures are working across teams and to a single agenda. Advertising of the service is as one service and under a common title and purpose.

However we cannot change the historical and cultural background that the youth workers came from. As professionals they will defend their previous status and the department they worked in especially if they helped to create its ethos and it was reasonably successful. It is relatively easy to make structural changes especially if the workers benefit and in this case with a financial gain but it will take time to break down the philosophical barriers that differentiated the teams in the first place. Personal agendas take longer to identify and overcome.

With regards to an evaluation of myself, I have certainly not been in a situation before where I have had so much influence on change. The logistics of managing the processes was not in itself an onerous task but was sometimes frustrating and took longer than expected.  With the commitment and professionalism of colleagues both in the youth service and in other sections of the County Council we have made a good start. There is certainly some way to go to ensure that the service is the most effective it can be considering the constraints it is under, sustained and sufficient funding being the primary source of concern.

 The process confirmed to me that my strength is in my dealing with people, I have an innate respect for people. I realised that the workers saw the exercise as a threat to their livelihood and a working practice that they had developed themselves. In all my dealings with the team I stressed that my intentions were honourable and was for the benefit of the whole service including young people and youth workers. The exercise required a sensitive and understanding style which I believe I delivered.

 Conclusion     

 At a strategic level the Education Directorate of Pembrokeshire County Council has strong and effective management. Senior managers are continually looking for improvement in performance and making best use of resources available. Education has been able to derive one of the highest spends per head in Wales with a higher than average percentage devolved to schools. The Chief Officers Management Board plays a major role in every directorate strategic decisions .This leaves very little delegated powers to services and can make the decision making processes longer than necessary. There is particularly strong control on posts and salaries which was a major issue in this project.

As much as there was a need to be able to persuade management for change it also needed its fair share of luck to succeed. Social Care and Housing as in most Authorities had their hands full with their own core work issues and were happy to allow the youth work to move to Education. The Social Care manager who led the team from inception and who was very protective of her service, would not have relinquished her management of the project but suddenly and unexpectedly moved to new employment outside the Authority. In addition, youth worker training for the first time was made available by the local Higher Education Institution, which allowed youth workers to train locally and during the normal working week rather than weekends travelling to far off venues as previously, making it easier to persuade youth workers to pursue their professional qualifications.

Having completed the exercise it is now possible to use all relevant data in the annual audit of Local Authority Youth Services across Wales. There will also be the ability to use the figures to compare this service against the National Standards for Youth Work which will be launched next year. 

The project has given Pembrokeshire County Council’s Youth Service “Pembrokeshire Youth” the platform to move onwards and hopefully upwards. There are still issues around youth workers experiences and aspirations,   increasing and changing demands of schools especially with regards to the 14 -19 learning pathways programme and greater pressures on Cymorth funding All of these I am sure will provide another challenge in the not so distant future. However I also feel that as a result of my involvement in the process coupled with my increased knowledge, understanding and confidence gained by attending the Educational Management Development Programme will be of great benefit to me when the next issue arises.

 Eirian Evans

 County Youth Officer

 Pembrokeshire County Council.
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