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1 Introduction and Background

1.1 Introduction

This is a most interesting time for the development of services to young people nationally. Four factors are causing many forward thinking authorities to consider the quality, purpose and organisation of their services at present

1.2 Background

The City of Salford has contract consultants to assist in the development of an overall strategy for Children and Young People in Salford.
Young people in Salford benefit from a wide range of services and activities, which are provided by a large number of organisations.  Many of these organisations lie within the voluntary sector and are increasingly linking into Salford Council for Voluntary Service which has recently received funding from the local authority’s Youth Service, through its Transforming Youth Work Fund, to establish a Salford Council for Voluntary Youth Service.  Many other services and activities for young people are provided by agencies within the statutory sector, e.g. the PCT, the LEA, other local authority departments.

The local authority has adopted a model of Community Committees (currently 9 in number, and reducing to eight) which co-ordinate the delivery of the City-wide Community Plan and which, separately, commission pieces of work to meet local priorities.   At present, therefore, some services to young people are delivered directly through centrally based agencies and some are delivered by negotiation with the Community Committees.

The local authority’s Youth Service is a major provider of services to young people in Salford and has recently undergone a Best Value Review.

The overall picture which emerges from an initial survey of services to young people in Salford is of a fairly large number of providers who do not always work together in a co-ordinated way, often through lack of awareness of each other, and certainly because of the lack of an overarching strategy for youth issues across the City.  It is likely that this fragmentation and lack of co-ordination may lead to duplication of effort in some cases and neglect of need in other cases.  Whilst it will probably be impossible to avoid occasional duplication between the work of local authority providers and those outside the local authority, the development of a Strategy for Children and Young People would be a powerful tool to ensure the better co-ordination of all the services to young people provided by local authority departments.


The Lead Member for Youth in Salford believes that a City-wide Strategy for Children and Young People in Salford to which all providers could subscribe and make contribution would assist the development of a co-ordinated approach, which is most likely to meet the wide ranging needs of young people in Salford and encourage youth participation in planning and delivery of key services in as cost-effective a way as possible.  It is anticipated that, once a strategy has been developed, it will be necessary to establish mechanisms for embedding the strategy and for managing its delivery across the City.  This view is supported by the LEA Ofsted report which was published on 9th December 2003 and indicated improved interagency work particularly for children with Special Educational Needs and to promote Social Inclusion.

Age Range

1.3 Age range to be Covered by the Children and Young People’s Strategy.

Although services and programmes for young people are often provided by agencies that specialise in work with specific age groups, a young person’s growth and progress though life is seamless.  Salford has strongly indicated its preference for the production of a Strategy for Children and Young People that encompassed the age range 0-25 to reflect this seamless progression.  

As a result of initial meetings with the Officers and Members on the steering group the wish is for an outline strategy for 0-19 year olds, recognising there may be target groups with whom services are, or should be involved until the age of 25. Salford has a range of provision for early years. The Salford Early Years and Childcare Partnership provides a forum for the development of initiatives and the sharing of practice.


2 Purpose of the Consultancy

2.1 Purpose of the Consultancy

· Carry out an audit of existing services to, and programmes of activities for, young people in Salford, identifying their key priorities. Much of this work will draw on existing audits and reviews, together with working groups currently underway.

· Explore what scope exists to improve the co-ordination of these existing services and programmes.

· Carry out a process of consultation with a variety of targeted youth groups via existing participation work completed, and a joint seminar/participation event in the Spring of 2004.

· Work with officers and elected members of the Council and with representatives of partner organisations to produce a Strategy for Children and Young People in Salford that is truly inclusive and to which all partners can sign up, thereby leading to improved co-ordination across partners.

· Develop a self-assessment tool to enable key partners to measure progress towards inclusion and participation values, goals and targets.

· Make recommendations for leadership and management of the strategy and for the resources that will be required to ensure its effective development across the City.

2.2 Stages of Work Required

We identified the following draft stages for the work, and are pleased to report on actions and progress so far.

Stage 1 Scoping (Early November 2003).

Following the contract being signed we attended an early one/two day, on site programme to scope the work in detail. This involved initial interviews with the Steering Group and client officers. This group is made up of a sample of key stakeholders, including elected members with key portfolio links.  This meeting was helpful in that it enabled us to deepen our understanding of the Salford context, and gather a sense of the current range of aspirations and priorities for this work.

Early tasks have involved:

· building a relationship with the client and identifying the key stakeholders to be contacted

Staff in Salford have been very positive and helpful and have met and talked with the consulting team. As a result independent action is now possible, with an increase in the rate at which tasks are being accomplished. A wide list of contacts has been established and further names and roles have emerged from all the early interviews.

Developing interview schedules and documentation

This is progressing well overall, however it is not without problems. Many senior and key officers and members have very heavy schedules in the period leading up to Christmas and some interviews have been hard to arrange, or have been subject to last minute change. The interviews themselves are becoming very valuable sources of information and ideas. Several of the key interviews require re-visiting as interviewees are involved in other forum, reviews and actions over time which have a direct bearing on this project, are recently in post, and are themselves involved in developing their own basic data rather than having it to hand. The over-riding experience has been of people giving as freely of their time as is possible, seeking to meet agreed deadlines.

Attached is a list of the interviews completed so far, and those remaining to be conducted.

Establishing support systems (Office, communications and ICT) inside Salford

Libre now have a working and connected office in the Education general Office on the first floor. It is available when consultants are present on extension 0169. At other times contact is via Diane Munt on 0139 (secretary to Faith Mann), or via Faith Mann on 0133.

We are grateful for the hospitality and effort that has gone into making this provision.

Documents may be e-mailed directly to paddy.hall@libre.co.uk.

There is now a documents library in this room to which additional documents, maps and data may be added via Diane Munt.

The next key on site dates are:

· 15 December 2003

· 12 January 2004

· 13 January 2004 Interim review meeting 12noon to 1400

· 2 February

· 3rd February Briefing on Young People’s Seminar

· Sunday 8th February Young People’s seminar

Introducing the consulting team to the background materials and key people

All consultants have visited two to three times and met with Faith, Diane and many of the key contacts in their sectors. However there remain others where illness or diary pressures remain problems.

Key contacts are:

Paddy Hall  


Project Management, overview, youth work

Marrilynne Snowden 

Education 0-19, Inclusion

Philippa Evans 

Social Services and PCT

Rohney Malik 


Young People’s participation, Leisure, Voluntary 

Sector and Youth Offending Services. 

Developing the interview schedule

Developed and in use. Key questions from this schedule have been included in the framework for the final report. Others will be developed to assist with the February the 8th. Young People’s Event

Identifying a practical solution to the involvement of young people

See above. Rohney is now working with Jan Roche and Liz Cameron to develop this event. The date has been circulated to Chief Officers and Members.

The intention is to incorporate existing participation strategies and reports. Libre and key Members will be the ‘listeners’

A range of participation and consultation techniques will be developed to enable different ages and groups develop their voice.

Key areas for discussion may include:

1. Views of existing and known services

2. Response to the work so far

3. What is expected from significant adults who are there to help

4. Entitlement issues

5. Desirable characteristics of premises, information systems and other provision

6. Information sharing and the use of common and easily understood language.

7. Gaps and needs/wishes

Discussions with the Services involved in youth participation have already provided powerful feedback. The key points are as follows;

1. There have already been a large number of consultations with young people. Some nine reports ranging from Connexions, to the Green Paper have been listed. Respondents feel many of the answers we seek will be already available. For us the question is now one of inclusion.

2. Some young people (and groups) are growing weary of these events

3. There are, of course, hard to reach groups who have had had the same experience (Youth Offending, Special Needs, BME and others)

4. There has been very little reported feedback from Salford on the outcomes of previous events, developing a degree of cynicism. 

5. Not everyone is convinced that a Sunday will be productive as far as young people are concerned, or that question and answer sessions will work. Looking for more inter-active methods. Will members and Officers be OK with this?

6. Key personnel are on leave for this period (JR). Others are concerned to maintain a narrow focus, close to existing task, rather than widen out the programme.

Scrutinise key documents and plans

This has been a difficult area but now a wealth of documentation is appearing including developing structure and organisational charts, and the mapping of provision. There is no over-arching mapping of services for children, or universal connectivity between those that do exist. We have had sight of the LEA report just published and the final Best value review of the Youth Service
Key Service plans have now been provided for a range of services. These are very helpful documents, containing a wealth of detail about current programmes of activity. Our task is to get a sense of the gaps between these programmes where they exist, to take account of existing work plans, not replicate them, and ensure that existing planning groups do not lose focus unnecessarily because our project exists.

The authority has produced a Salford map for us showing the planning areas and listing schools. We hope to be able to map other services and resources onto this document.

Identify local perceptions of the key issues effecting the potential range of solutions.

These discussions form part of the generic interview framework, but are very partial at present except for the most informed. However Salford has key officers who are developing their understanding of possible responses to the Green Paper very rapidly. It is not clear how briefing beyond immediate working groups is taking place.

Understand the demographic and financial constraints at work in the City.

Requires further work but indications are that core funding for services to Children and young people are likely to remain low, although some opportunities for externally funded projects exist. 

· Take account of the results of the Best Value Review of the Youth Service currently reporting.

This report has now been made available to us, as has the LEA Ofsted report, and will inform future reports.

Identify the extent and role of the internal resource (Core project team) and other officers of the authority whose involvement might be required (finance, personnel, premises and legal services).

The Authority has been very positive and welcoming at this stage despite heavy workloads and the possibilities of overlaps. More technical assistance is likely to be needed in the New Year on issues such as data sharing protocols and legal responsibilities.

Seek to work with a group, or groups of staff and young people who should form part of the consultation process.  Agree with them a process for their involvement and agree staff (Youth Service, Connexions, Schools, Voluntary Sector) who would provide continuity to their experience and thinking and arrange for those outcomes to be fed into our consultation. Salford may have existing processes for youth participation, which subject to considerations of inclusion, could be incorporated into the design.

A working group has been established to access existing and new views of young people. It is emerging that several initiatives have taken place but that there is a need for a much better co-ordinated approach to the issue covering a range of good practice criteria, than exists at present.

Design and agree the basic consultation process and schedule, this to include a balance of direct interviews, facilitated group discussions, survey work and second level data search and document scrutiny.

This report represents an interim stage in what is becoming a coherent process. It is at a Donald Rumsfeld stage. ‘We know what we know. We know some of what we don’t know and need to know, but there may still be things we don’t know that we don’t yet know whether we need to know etc’
· Ensure that this process is itself inclusive, and contributions can be accessed from all sections of the community in addition to those well served by the existing 9 Community Committees. And the Salford Council for Voluntary Youth Service.

· Establish communication and reporting channels and milestones.

· 
Stage 2 Audit of Services November- early January 2003

Stage 1 will have established much of the preliminary story and some working hypotheses about possible options. We will use the period between then and the first milestone in December to:

· Conduct any additional high level interviews required – this has now been completed and the list is attached as Appendix 2.

· Seek a process by which the views from young people’s groups on existing provision and those who may be excluded from it can be gathered.

· Ensure that the young people are comfortable with the consultation process established for them – A working group has been established and meets in January to further develop tasks, roles and participants.
· Screen the Service plans against current national expectations and best practice, and produce a short report on those preliminary findings.

Emerging Findings and Issues

There appears to be a wealth of provision for children and families in Salford, both directly provided and funded by the local authority and/or the PCT, as well as services provided as a result of Government initiatives (for example Sure Start) and by various voluntary agencies commissioned and funded by the local authority/PCT in many cases in partnership with other funding agencies.

Some of the services are provided for all children, some by reference to age groups; others are targeted at specific groups of children, for example children at risk of significant harm, children at risk of exclusion from school and disabled children.

There is some interface between service providers but the extent of this seems to depend on where within the local authority the management of the service lies.  

There are some links between the local organisation of services and the defined areas of the 9 Area Community Committees – for example in the Youth Service and the PCT - but there is potential for further development of the Area Community Committees, for example as a point for the dissemination of information to and local consultation with children, young people and their families, and this needs to be explored further in the interviews scheduled for January 2004.

It is openly acknowledged by the local authority that there is no clear corporate strategy encompassing all children’s services and at present there is no identified person, body or group with a clearly defined responsibility for the strategic overview of all the service provision, or which has information about all available services.

As we understand it from the information obtained so far, the Children’s Services Planning Forum, with representation from the key statutory agencies, has a pivotal role in developing aims and objectives for the commissioning of children’s services throughout the statutory and voluntary sectors.

We need to understand better the present purpose and functions of this Forum and how it operates, and to consider whether the role could be developed further to encompass the key ingredients for a successful integrated corporate strategy.

We believe that such an integrated strategy should include a statement of shared values and underlying principles of good practice, as well as broad objectives, which would be applicable to all agencies involved in the provision of services: for example, principles of confidentiality and good practice for all staff, and stated expectations for each service provider of a minimum acceptable level of consultation with children, young people and their families as an integral part of the service.  This will ensure that principles of good practice are consistently applied throughout the service provision. 

The strategic aims, values and principles would need to be framed in a way which is acceptable to all those funding the services and would need to have inbuilt review mechanisms which would ensure that the development strategy could be responsive to future changes.

The strategy would also need to include the development of a comprehensive information base in relation to all services for children in Salford, the lack of which at present detracts from the local authority’s ability to identify gaps in service provision, promote best practice and ensure that in future services are developed in line with agreed corporate aims and objectives.

From the interviews carried out so far (and the interviews still to be conducted are listed elsewhere), a pattern is emerging of information bases existing within departments on a piecemeal basis.  The knowledge of other existing relevant services and the criteria for referral (if they exist), therefore, will often depend on the personal knowledge of staff, rather than a properly organised directory/database.  In this context, there is always a risk that children and families will miss out on opportunities for support/activities or that they will be inappropriately referred to a particular resource, where another service may be available, and equally or more appropriate.  As indicated above, the potential for information being available at local level through the Area Community Committees will be further explored.

In parallel with our research, consideration is being given to the future structure and organisation of Salford’s children’s services, having regard to the Green Paper.  It is still uncertain how much discretion the Government will allow in relation to these changes.  This clarity will not necessarily be available before the end of this project.

Our focus, therefore, is on the development of a strategic overview for all children’s services, which will be sustainable whatever the structure which Salford chooses to adopt.

There is no common mapping of provision for children and young people’s services.

As a result there is no unifying electronic or paper system covering all these service, enabling young people to find out from any of them, what is available elsewhere.

There are several very significant review groups and working parties that pre-existed or are forming, linked in some way with the green paper. In some cases there is confusion between their roles and timescales and the Libre Project. Salford will need to be clear how briefing takes place, and where unhelpful overlap  or delay may occur.

There is a lot of youth participation/youth voice activity. Many reports exist but the results are not co-ordinated, are often not fed back on (to the young people concerned) and are not inclusive. Much is funded from specific grants and therefore the focus for consultation, or the target group is narrow. There is no over-arching framework of good practice for all these arrangements for Salford. As a result some young people are over-consulted with, and other groups ignored. The overall effect is not inclusive.

In particular there is a need to engage with;

· Young people in Barnardos care

· Youth offending young people

· Young people with major health needs

· A range of other youth fora not included by City 2000

Emerging principles that may contribute to solutions

There may be value in initially separating the categories of strategic and operational roles  needed in relation to the Green Paper. 

A Strategic/commissioning Group will need to come together to lead on and co-ordinate:

· Values and Culture relating to children and Young people’s services

· Policy, procedures including data sharing

· Strategic needs assessment

· Strategic planning

· Commissioning and partnership development (strategic)

· Monitoring and quality assurance

An operational Group will need to contribute, and respond to the above:

· Contributing local or group needs assessment via appropriate local (8 neighbourhoods ) citywide or specialist organisations.

· Providing services solely, or with others

· Involving young people in the specification, management, delivery of , participation in, and evaluation of the services they receive.

· Sharing, storing and evaluating data at local level

· Delivering through appropriate local (8 neighbourhoods) or city wide planning areas

There is a need to be conscious of key continuum in the range of provision required.

· Open access, universal, personal development, preventative, early intervention, group work, case work, crisis intervention

· High to low levels of need as individuals or groups

Key Tasks Resulting from these Issues

· Progress the young peoples participation event working group in preparation for February 8th.

· Complete the interview schedule (see appendix 2).

· Absorb the wealth of documents presented to the consultants at their last visit.

· Expand on the general principals that should dictate the Salford strategy.

· Begin to draft a common policy and procedures document.

· Draft the outline shape for the Salford strategy itself.

· Develop a self assessment tool for any organisation to test itself against ‘inclusion’ and the emerging principles document.

· Develop a combined self assessment framework into which organisational self assessments can fit.

· 
Stage 3 Consultation on key Options (January 2004)

This period will be used for a number of particular purposes. They are:

· Establish a clear understanding of which target groups are, and are not able to access existing provision and have their needs met

· Establish options that enable the Local Authority to deliver the strategic expectations laid on it by recent and current/imminent national agendas, without sacrificing the contribution being made, and potentially available, from other stakeholders and partners

· Establish the actual and potential relationships with the Connexions partnership (which includes reference to many other smaller stakeholders).

· Establishing the strategic role the Authority seeks to play in developing a corporate approach to young people’s services, taking into account the long awaited Green Paper, ‘Every Child Matters’ the implication of Margaret Hodges emerging role, and developing Salford’s corporate issues around Health and Drugs Education, The impact of Crime and Community safety, Community Cohesion, Inclusion, Care Leavers, Homelessness and Teenage pregnancy.

· Enable the relationships established between children and young people to come together in early February to contribute ideas and responses to the emerging strategy and self-assessment processes.

· 
The National APYCO conference takes place in November, during this period, and Paddy Hall is contributing to conference. It should provide a good networking opportunity to test how appropriate models are working elsewhere. Libre are also conducting a Review of Children’s Services within the Coventry Children and Family Education Service, during December and will be able to draw on that experience to provide some models and benchmarking processes.

Stage 4 Project: Report Development and Dissemination

Following the consultation period we would a draft report with two or three possible models offering the potential strengths and drawbacks with each, unless a very clear and well supported model has emerged. 

We would then work closely with the yourselves to establish priorities, and to think through examples where movement of resources are indicated, before publishing a final report. You may wish us to consider developing and supporting an implementation plan at this stage, depending on the capacity of internal resources set against your timescales. This may need to be set alongside a modified version of the Youth Service Plan, and is likely to impact on both the Connexions Partnership plans and the EDP for 2004 onwards. There ought also to be significant penetration of other key Strategic Plans of the authority and its partners, particularly in relation to the ‘Green Paper’.

We are experienced at presenting plans, reports and proposals in public settings, either leading on the presentation, or in support of others doing so.

Assuming some clear decisions locally you may also wish us to be involved in presentation of the report in the February onwards (2004). We would then expect to provide debriefing to those involved in a variety of ways negotiated nearer the time. Options would include:

· A summary report circulated by the authority to all participants and stakeholders

· Seminars or preferably a combined launch conference.

· Web site versions of the above.

Finally, as a learning organisation ourselves, we would welcome an opportunity to be debriefed ourselves on our overall contribution to the project.

3 Appendices

3.1 Appendix 1: Interviews Completed

	Name
	Title
	Tel:
	Email
	Interview(s)
	By 
	Date
	Documents received

	Paul Greenway
	AD Inclusion
	
	
	PH
	
	Nov
	

	“
	“
	
	
	Marrilynne
	
	15/12
	Service Plan

	Helen Hayes
	Head of EY
	
	
	PH
	
	Nov
	EY Plans & Audit 

	Linda Pride
	PYO
	
	
	PH & RM
	
	21/11
	Dev. Plan

Service Plan

BV & QA

	Cllr Lee
	Education & Childrens Services
	
	
	PH & Phillippa
	
	4/11
	

	Mary McGuire
	Childrens Trust
	
	
	PH
	
	Nov
	

	Gail Harrison
	Area YW
	
	
	PH
	
	8/12
	

	Annette Hughs
	Connexions
	
	
	PH & RM
	
	21 Nov
	

	Faith Mann
	AD - EL& L
	
	
	PH & Marrilynne
	
	9/12
	

	Linda Ross
	Adult & Family Learning Officer
	
	
	Marrilynne
	
	15/12
	

	Jean Coward
	Bradshaw EYC
	
	
	Marrilynne
	
	9/12
	

	Christine Kelsall
	
	
	
	Marrilynne
	
	9/12
	

	Paul Woltman
	AD – Childrens Services
	
	
	Philippa
	
	9/12
	Eligibility Criteria plus others

	Susan Slater
	PCT - SureStart Co-ordinator 
	
	
	Philippa
	
	9/12
	Leaflets

	Harry Golby
	Head of Childrens Commissioning
	
	
	Philippa
	
	5/12
	

	Jan Roache
	Youth Officer - Participation
	
	
	RM
	
	21/11 & 15/12
	

	Alice More
	Belvedere EYC
	
	
	RM
	
	9/12
	Action Plan

	Liz Cameron
	Childrens & Young Peoples Officer – Social Services
	
	
	RM
	
	9/12
	

	Steve Hassle
	Manager- Salford Community Trust
	
	
	RM
	
	15/12
	Documents to follow

	Simon Hood
	Childrens Centre
	
	
	Marrilynne
	
	15/12
	

	Jill Baker
	        “
	
	
	PH & Marrilynne
	
	15/12
	


Appendix 2 Interviews to be Conducted

	Name
	Title
	Tel:
	Email
	Interview(s)
	By 
	Date
	Documents received

	Edna Robinson
	Chief Executive, PCT, Chair of Children’s Services Planning Forum
	
	
	Phillipa Evans
	
	
	

	Ann Williams
	Director of Social Services
	
	
	Phillipa Evans
	
	
	

	Tom McDonald
	Assistant Director of Social Services
	
	
	Phillipa Evans
	
	
	

	Tom Healey
	YOT, Social Services
	
	
	Philllipa Evans
	
	
	

	Cllr Warmison
	Lead Member (Children’s)
	
	
	Phillipa Evans
	
	
	

	Maureen Nuttall
	NCH
	
	
	Phillipa Evans
	
	
	

	Kate Lucy
	Director of Development – PCT
	
	
	Phillipa Evans
	
	
	

	Sue Ford
	SRB Coordinator
	
	
	
	
	
	

	Brian Wroe
	Police
	
	
	
	
	
	

	John Fa???? & Frank Doyle
	Police 
	
	
	
	
	
	

	Chrissie Verd???
	Hospital Trust
	
	
	
	
	
	

	Tim Smith
	Teenage Pregnancy Team
	
	
	
	
	
	

	Spurgeon’s
	
	
	
	
	
	
	

	Clr Connor
	Housing
	
	
	Paddy Hall
	
	
	

	Cllr Mann
	Education
	
	
	Paddy Hall
	
	
	

	Cath Inchbound
	Chief Exec’s
	
	
	
	
	
	

	Sarah Spence & Shirley Linnstram
	Libraries
	
	
	Rohney Malik
	
	
	

	Phil Slovic
	Info & Data Protocol
	
	
	Phillipa Evans
	
	
	

	Beth Aze
	Programme Development Officer, Performance Indicators
	
	
	Marrilynne Snowden
	
	
	

	John Stevens
	Dep Directo of Education
	
	
	
	
	
	

	Helen Hayes
	Head of Early Years (2nd interview)
	
	
	Marrilynne Snowden
	
	
	

	Susan Eldridge
	14-19 Forum
	
	
	
	
	
	

	Gail MacNally
	Inclusive Play Coordinator
	
	
	Rohney Malik
	
	
	

	Lee Turnbull
	Blackburn Children’s Society
	
	
	Rohney Malik
	
	
	

	Jackie Hughes
	Education (LAC)
	
	
	Marrilynne Snowden
	
	
	

	
	Children’s Information Services
	
	
	Marrilynne Snowden
	
	
	

	Vin Joseph
	Study Support Coordinator
	
	
	Marrilynne Snowden
	
	
	

	
	Head of Community Safety Unit
	
	
	Rohney Malik
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