1 Background

1.1 A Best Value Review of Salford City Council’s Youth Service was carried out between May and October 2003.  The process followed utilised the City Council’s Best Value toolkit and covered the 4Cs of Best Value, with the extent of consultation being a particular strength in the exercise. The process was assisted by an external consultant who contributed to the consultation and comparison elements of the process and who produced a report that was used to develop the options aspect of the process.  In addition, the review benefited from the involvement of the Audit Commission, who “up streamed” this work and who provided support and advice throughout the process. 
1.2 A key aim of the Best Value Review was to assess how fit for purpose Salford Youth Service is in delivering its contribution to the government’s Transforming Youth Work agenda.  

2 Transforming Youth Work

2.1 The government has set out its view of the duties of local authorities in respect of provision of youth services in Transforming Youth Work and Resourcing Excellent Youth Services.  A summary of these duties is available in Appendix 1.  The progress that local authority Youth Services make towards achieving the objectives of Transforming Youth Work will be measured by a number of targets that are currently being developed by DfES. The proposed targets are attached in Appendix 2, though it should be noted that these have not yet been adopted by DfES and are likely to change.  Quality of provision will be monitored by OFSTED and from 2004 onwards will constitute part of the OFSTED inspection of the LEA, thereby contributing to the Council’s CPA.

2.2 For the first time in the financial year 2003-04 the DfES indicated a sum of money, which it provided to local authorities to “passport” to their Youth Services in order to fund the provision of an adequate and sufficient youth service, as defined in Resourcing Excellent Youth Services.    The DfES has requested authorities to report on their proposed spend on the Youth Service within the section 52 return.  In 2003-04 the Youth and Community sub-block of the EFSS was £2,753,000.  The Youth Service budget for the same financial year is £1,610,434, which includes approximately £293,000 allocated to cover central administration as opposed to direct delivery of the Service.  The difference between the amount allocated in the EFSS sub-block and the actual Service budget is common across many local authorities, where pressures on other areas of the education budget made it impossible for members to passport the full sum indicated by DfES to the Youth Service. 

2.3 In order to deliver a Youth Service that fully meets the Transforming Youth Work agenda and achieves the targets that DfES will set for the Service, it is reasonable to assume that there would need to be an increased level of resource to the Youth Service, as indicated by Resourcing Excellent Youth Services.  Given the likely pressures on the education budget in 2004-05 members need to determine the approach to the Youth Service budget for 2004-05 and subsequent years which will shape the role of the Youth Service and its delivery.

3 Young People’s aspirations for the Youth Service

3.1 The results of a consultation exercise with users of the Service were overwhelmingly positive, with the following suggestions for improvement to the service:

· Sessions should be available at weekends, through the holidays and for longer hours

· More trips and specific activities

· Need for better publicity to inform young people about the Youth Service and what it can offer.

3.2
Those young people who do not use the Youth Service tended not to have any negative views about the Service, but preferred to engage in other activities.  The majority of non-users had not heard about the activities the Service offers or had not visited a centre.

3.3 On 4 November 2003 members of City 2000 (a group representing young people in Salford) met with managers from the Youth Service, Lead Member for Education, Lead Member for Youth and the Assistant Director, Lifelong Learning & Leisure, and the young people were invited to articulate their key messages for elected members to consider in shaping the future of the Youth Service.  These are summarised below.

i. The need for youth workers to be on 52 week year contracts. This would allow for more flexibility in centres and projects opening times regarding holiday periods.

ii. Transport. There are two issues related to this. 

a. If young people have safe, easy to get to and accessible places to meet that are ‘local’ to them then transport is not such a problem, although young people’s safety in the area may be.

b. If there is no safe, easy to get to and accessible places to meet that are ‘local’ to young people then transport becomes a major issue re: accessing services

iii. The group felt it extremely important that young people had been involved in the Best Value Review and hope that young peoples’ voice will continue to be heard and acted upon with regard to shaping the future of the Youth Service.

4 Importance of Youth Issues to local communities
4.1The importance that local communities attach to youth issues is evident in the priority that Community committees have consistently given to such issues and is reflected in the Council’s Pledge 6:  Support for Young People.  Initial analysis of the recent Quality of Life survey indicates that youth issues continue to be high priority for residents with 77% of respondents feeling that Youth Clubs are important services and services and facilities for young people featuring amongst the top 5 areas that were identified as the most important aspects to be addressed in order to improve Salford in the next few years.  Youth/leisure facilities ranked number two in the top ten of issues in the neighbourhood that should be tackled.

5 Recommendations of the Best Value Review

5.1 The consultant’s report identified a number of strengths and weaknesses which informed the options appraisal process and which will be addressed in the Service Improvement Plan.  These include the following key strengths and weaknesses:

Strengths

· High quality youth work practice with good local knowledge

· Good examples of targeted work with vulnerable young people through programmes with Millennium Volunteers, Ocean Youth Trust etc.

· Examples from partner organisations where intervention of youth workers had been seen to make a positive contribution

· Excellent outreach and detached work

Weaknesses

· Lack of shared understanding about the value and role of youth work amongst elected members, senior officers and partner organisations.

· Management of youth service too focussed on operational as opposed to strategic issues

· Poor publicity/communications.

· Difficulty of staff recruitment means that the Youth Service cannot always respond quickly to new opportunities.

5.2 At the Final Challenge session it was agreed that the overall position that had emerged was of a service that needed to focus on 5 priority areas for improvement, i.e.

· Vision

· The local authority should continue to deliver the Youth Service, which should meet the Government’s Transforming Youth Work agenda and fully contribute to the Council’s plans and pledges.

· There should be a strategic lead for the Youth Service, which is agreed by all stakeholders.

· All stakeholders should have a shared vision for the Service and should be clear about the strategy needed to achieve it.

· Outcomes

· A Service purpose, which all stakeholders agree, should be in place and inform the development of partnerships and partnership working, thus improving the outcomes for Service users.

· All achievements and outcomes should be documented and the benefits and impact recorded, reported on and publicised. A progression route for young people should be evident, and the added value of youth work should be demonstrated.

· An effective performance management system should be in place, providing accurate data for management decisions and resulting in appropriate and timely services being provided to Service users, along with the ability to share information with other stakeholders and ensure targets and outcomes are being achieved.

· Capacity

· It needs to be ensured that there is a sufficiency of staff to deliver core work, support and respond to new initiatives and demands from the community sector, facilitate joint working and pioneer innovative programmes in a co-ordinated way, by restructuring the management and administrative staffing arrangements when the Service strategy and provision have been agreed.

· The sessional team should operate to a 52-week contract, giving greater flexibility in order to provide more contact with young people.

· There should be a resource budget that is adequate to ensure maintenance of buildings to an appropriate standard and to ensure the maintenance and update of IT equipment as necessary.

· Sustainability

· Managers should devise and implement criteria for the provision of services to ensure that the service availability meets the Transforming Youth Work agenda and service user requirements and that core activity is mainstream funded.

· External funding should be accessed to enhance core work and pilot innovative and creative work not to replace core work.

· The recruitment and retention of staff should be supported by the harmonisation of full time and sessional staff working arrangements and continuous professional development opportunities for all staff.
· Communications

· Managers should develop and implement a communications strategy ensuring that everything is stakeholder and young people focussed.

· Managers should design and implement a consultation and involvement strategy, which includes an annual youth service satisfaction questionnaire.

· Managers should develop a comprehensive marketing strategy using ICT to best effort.

5.3 The recommended option for future delivery of the Youth Service, identified through the Options Challenge process and agreed at the Final Challenge session, is for an improved in-house delivery with some hybrid elements.  In practice this means that the Youth Service would continue to be managed and delivered by Salford City Council but that some aspects of the work would, where appropriate, be delivered by other arrangements.  This could include the formation of SLAs with other Council services, Connexions or the voluntary and community sector, the development of partnerships with other local authorities or the Regional Youth Service Unit and the delivery of training with F.E. or H.E. institutions.

5.4
It was agreed that elected members should be presented with a number of models for delivery of the Youth Service and asked to select the model that best fits with their vision for the Youth Service and the budget available to develop this vision.

6 Vision for the Youth Service
6.1 In order to address one of the key weaknesses of the Youth Service identified through the Best Value process (i.e. the lack of shared understanding of the role of the Youth Service) it is crucial that elected members agree a vision for the role of the Youth Service that can be shared with partner organisations and that can be referred to by the Service when setting its priorities.

6.2
Members are asked to endorse a vision for the Youth Service that is consistent with the aspirations outlined in Appendix 1 and that, in particular, provides a Youth Service in Salford that has as a principal purpose the engagement and empowerment of young people throughout the City.  The Youth Service should contribute to significantly increased life chances for Salford’s young people by promoting the value of participation in educational, cultural, social and sporting activities.  The vision should be to provide a Youth Service that:

· Targets 13-19 year olds with 80% of its funding but may use 20% of its funding to work with targeted groups in the age ranges 11-13 and 19-25.

· Ensures the active participation of young people in the specification, governance, management, delivery and quality assurance of the Service.

· Aims to reach 25% of the target age range in any year of operation.

· Maintains a balanced range of provision offering personal and social development activities including arts, drama, music, sport, international experience and voluntary action, delivered through a variety of outlets.

· Deploys appropriately trained and qualified staff, with a sufficient balance of well-trained managers to qualified youth workers.

· Provides safe, warm, well-equipped meeting places within reasonable distance of home, accessible to young people at times defined by young people.

· Has sufficient resource to invest in provision including ICT and to provide capital investment in existing and future building stock.

· Has a capacity to respond to new demands and needs of young people.

· Has a continuous professional development programme for all staff, voluntary or paid.

· Has a clearly defined quality assurance process.

6.3
Members should be aware that the adoption of this vision means that aspects of work not covered by the above will not be priority for the Youth Service and may not be deliverable by it.

7 Models for future delivery

7.1 The attached tables offer a range of options, which, in varying degrees, meet the ultimate vision expressed in Transforming Youth Work.  Members are asked to identify the model that fits most closely with their aspirations for the future of the Youth Service and with the budget that can be made available.  

7.2 One of the weaknesses of the service at present is the lack of a good management information system and thorough record keeping that would enable some measurement of the impact of Youth service interventions.  Even if this were available, however, it should be noted that the Youth Service is seldom solely responsible for a positive outcome but, in common with most other services, such as schools, community warden schemes, sports development etc., makes a contribution to a positive outcome that results from a number of agencies working together to a common purpose.  Areas where the Youth Service can be expected to contribute to positive outcomes include: 

· Improved attendance at school, through youth workers’ involvement with young people at risk of exclusion or actually excluded from school.

· Improved attainment at school through the Youth Service’s use of accreditation to celebrate the achievements of young people, thereby emphasising the positive aspects of endeavour and affirming the benefits of accreditation.

· Crime reduction and reduction of juvenile nuisance by engaging with difficult and hard to reach young people and providing activities that will divert them from criminal behaviour.  The activities offered by the Youth Service include opportunities to challenge young people’s behaviour and seek to support them in finding positive outlets for their views.

7.3 Whichever option members choose it will be necessary to examine the structure of the Youth Service to ensure that it is capable of delivering the option chosen.  It is also recommended that an evaluation of premises should be undertaken in light of the preferred option.

7.4 Once members have clarified their vision for the Youth Service and their preferred option for delivery officers will begin work on the following:

· Service Improvement Plan

· Evaluation of Service staffing structure

· Strategic review of premises

The aim will be to conclude all of these exercises and bring them to Cabinet by the end of February 2004.

	Option 1 Current position

	Vision

· The Service delivers targeted work with universal entry points.

· Age range 11-25 with a priority of 13-19.

· Core values of the Service match Transforming Youth Work (TYW).

· TYW objectives met in part but key gaps are limited availability of the Service, absence of marketing to young people, lack of consistent recording of an individual’s progress, limited opportunities for young people to engage in voluntary action or peer support programmes

	Outcomes

· Central collation of data is weak, evidence is qualitatively based.

· Programmes and reports show contribution to all relevant themes and pledges.

· Recorded contact with 9.3% of the target age range, 2001/02 (25% is TYW target).

· 81 young people designated not in education, employment and training (NEET) were supported 2003. 

· In 2002/03 NRF detached teams worked with 120 young people deemed at risk of engaging in criminal activity.

· Approx.350 Duke of Edinburgh’s Award certificates issued annually.

· Lack of agreed purpose and SLAs with partners means value added by youth work intervention is not recorded.

	Capacity

· Core staff 3 Managers, 17 full Time, 5 FTE admin, 190 sessions a week

· Sessional staff contracts allow only for 40 week delivery.

· Buildings in historical locations, minimal maintenance budget, limited opening.

· Staff taking multiple roles including delivery, curriculum leads, developing new work, area work.

· New work such as in HMYOI Hindley, PAYP, overlaid onto existing team.

· Professional staff doing basic admin

	Sustainability

· 16 FTE posts time limited funding and dependant on external funding.

· Core work funded externally – i.e. 3 detached teams, youth participation team, and building capacity in voluntary sector.

· Posts filled by repeat secondments.

· Recruitment difficulties increased by time limited contracts.

· Retention affected by staff moving to other work which is more secure, more focussed, and, for sessional staff, offers better development opportunities.

· Investment in ICT and internet slow, no designated budget.

	Communication

· Strategy for staff, supervision, team meetings, conferences

· Lack of email

· Limited to stakeholders

· Web presence only route for young people


	Option 2 Growth £500,000

	Vision

· To meet the demands of young people and Transforming Youth Work in a phased approach, continue with universal entry and targeted groups.

· To increase capacity to respond to immediate concerns.

· To sustain the priorities in the Service strategic plan and support the Beacon development.

	Outcomes

· Core delivery 52 week contracts, increase sessional team, more contacts aim for 15% of the target age group.

· Restructure admin team and enhance - better information gathering, improved publicity, youth workers gain more time to support community and contact young people.

· Increase management capacity, so that management is more strategic and partnerships better supported.

· New training and development post - support for staff, better retention, increase in accreditation opportunities for young people – aim for10% of the designated cohort.

	Capacity

· Mainstream key posts that are currently fixed term.

· Provide budget for ICT developments and support.

· Increase delivery to young people as identified as priority in the consultation with young people.



	Sustainability

· Harmonising of working arrangements enhances planning, training and retention and provides continuation for young people.

· Continuation of service across year enhances planning and enables more young people to become more fully engaged.

	Communication

· ICT improved

· Annual questionnaire implemented.

· Partnership work and SLAs developing



	Option 3 Growth of a further £500,000

	Vision

· The role and purpose of the Youth Service is known and agreed by all stakeholders.

· Delivery is extended for young people, who have an active voice in this

· Increase in the number of opportunities for young people’s learning to be recorded and accredited increase to meet national criteria.

· Voluntary sector involvement and voice more firmly established.

	Outcomes

· Contact with young people increased to 20% of target age range.

· Development of new opportunities for young people’s accredited learning, meeting 75% of national target.

· New projects for young people to engage in volunteering and mentoring.

· Council for the Voluntary Youth sector established with full time worker support and engages with all projects delivering youth work to the 13-19 age range.

	Capacity

· Increase in staff teams to offer new work and additional detached contact.

· Strategic developments apparent and supported by all stakeholders.

· Programme of building development and maintenance established.

	Sustainability

· Fixed term posts used to pilot new work, bring in fixed term creative projects and enhance core.

· Increase in staff team and their continuous professional development enhances retention rates.

· Stakeholders’ confidence in the ability of the service to add value to their work growing.

	Communication

· Broadband in all venues.

· Web presence detailed and up to date with links to relevant sites, such as local authority sites, Connexions, Brook, UK Young MPs.

· Young people’s consultation and involvement strategy designed and implemented.

· Marketing and communication to young people in place.


	Option 4 full Education Spending Formula

	Vision

· The Service meets the Transforming Youth work agenda.  It offers universal entry and targeted work.

· The strategic lead is agreed and supported by all stakeholders.

	Outcomes

· The Transforming Youth Work targets and PIs are achieved.

· The contribution to the City plans and pledges is known and evidenced.

· Young people contribute at all levels.

· Young people access the work across the week with day and evening provision.

	Capacity

· There is a core funded Youth Service team in each community committee area delivering centre based and detached work and supporting voluntary and community groups with their youth work delivery.

· A central team of curriculum development staff provide creative support for the work and contribute to cross cutting strategies, bringing in further funding.

· There is a rolling programme of repairs and maintenance.

· There is strong ICT, which is updated and user friendly.

· The management team ensures coherence and maintains the strategic framework and developments.

	Sustainability

· The service is able to sustain the core work and meet new demands and expectations.

· The ability to access external funding is enhanced.

· Partnership work is clear and strong.

· The staff team is developed and secure.

	Communication

· Strategies are developed and implemented.

· Designated staff take responsibility for the ongoing updating and production of materials.

· Marketing and information is young people focussed.

· All resources are used to best effect, e.g. ICT texting, displays, reports and the media.

· Young people are active in the design and delivery of the communications strategy.


