Stockton on Tees Children’s Trust Board

Integrated Services/Integrated Service Areas

Consultation Report

Proposals on the restructuring and reconfiguration of Children’s Services

Executive Summary

1.
Introduction

1.1
This report proposes a restructuring and reconfiguration of children’s services across Stockton on Tees.  This is linked to the national drive to improve outcomes for all children and young people, arising from the initial green paper, Every Child Matters, through to the Children Act 2004 and the ongoing publication of central government guidance and the developing body of evidence-based research. 

1.2
Locally, the development of the Children’s Trust Board and the publication of the first Children and Young People’s Plan, 2006-09 highlighted the need to continue to improve our levels of integration of children’s services across the four areas of;

· Governance

· Strategy

· Process

· Delivery 

1.3
These proposals particularly concentrate on the delivery of services and the processes that will be needed to support delivery. 

1.4
The direction of travel is around;

· Multi-disciplinary working - bringing together the range of workers involved in children’s services into teams, with single line management, who can then deliver a more consistent and cohesive range of services.

· Multi-agency working – ensuring that where there are different services working together that there is clear planning of service delivery that ensures services are used effectively and efficiently.

· Co-location - looking to bring services together in multi-use premises which will support joint working and improve access to service users. 

· Geographically-based services - front-line services being based in geographical areas which are readily accessible to service users. 

· Common processes - bringing existing processes around management information, assessment and care management, case file systems, care pathways and the children’s index together. 

1.5 The proposals concentrate on a range of services across the local authority and the Primary Care Trust.  These include;

· SureStart/Children’s Centres

· Extended Schools

· Local Authority children’s services 

· PCT community based services, including Health Visiting, School Nursing Services and Speech and Language Therapy. 

1.6
Discussions and negotiations continue with partners, including voluntary/ community sector services, Police, Probation, Acute Trust services such as Midwifery in a phased way in order to promote the most appropriate levels of integration across services. 

1.7
The proposals therefore represent a starting point on a journey of continual improvement in services and should not be seen as an end in themselves. 

1.8
Relevant background papers to these proposals are;

National;

“Every Child Matter”  Department for Education and Skills Green paper

Children Act 2004

“Every Child Matters in the Health Service” Department of Health letter

Every Disabled Child Matters National Voluntary Sector Campaign

Removing Barriers to Achievement Department for Education and Skills, Strategy for SEN

14-19 Education and Skills white paper

Youth Matters Green paper and Youth Matters- Next Steps- Department for Education and Skills

National Service Framework for children, young people and maternity services

Local;

Children and Young People’s Plan, 2006-09

Consultation papers

· Integrated Service Areas part 1

· Integrated Service Areas part2

· Integrated Service Areas – Next Steps

1.9
The detailed report is available on Stockton on Tees Children’s Trust Board website at www.stockton.gov.uk/childrenstrust and on North Tees Teaching Primary Care Trust intranet.

1.10
Consultation is taking place between 7th February and 7th March, 2007.  Comments should be sent to;

Peter Seller, Head of Children and Young People’s Strategy at

peter.seller@stockton.gov.uk
2.
Phased development

2.1
Phase 1 (July/October, 2007).  This will see the appointment of 3rd tier (local authority tiers)/4th tier (PCT tiers) managers and will bring together the management of children’s services across Children, Education and Social Care/Stockton Borough Council and North Tees Teaching Primary Care Trust.

2.2
Phase 2 (October 2007/July,2008).  Once managers are in post, developments will take place to bring front-line services together within integrated services (borough-wide) and integrated service areas (locality based).

2.3
Phase 3 (September, 2008/March, 2009).  It is anticipated that at this point, integrated services and integrated service areas will be fully implemented.  This will be aligned with the development of integrated budgets and the roll out of integrated systems (Information Sharing Index, Common Assessment Framework, Integrated Children’s System).

3.
Proposed structures

3.1
The premise on which proposed structures have been developed is based on the following;

· Multi-disciplinary teams developed where appropriate

· Multi-agency integration with services being closely aligned and managed under common management

· Co-location of services 

· Linked processes in terms of IT systems, assessment and care management

· Geographically/locality based services which are accessible by communities. 

3.2
The key developments will see all statutory children’s services across the Children, Education and Social Care/Stockton Borough Council and North Tees Teaching Primary Care Trust sit under the Children’s Trust Management Team.  Joint accountability and governance arrangements are presently being developed and reporting arrangements to the local authority Cabinet and PCT Board clarified. 

3.3
The existing heads of service (head of children and young people’s operational services and head of school effectiveness) will be responsible for the management of Integrated Services and Integrated Service Areas. 

3.4
Links will be developed with key partner organisations, both statutory and community/voluntary sector. 

3.5
The present configuration of services for children and young people are primarily based around service functions.  Delivery of services has been around these functions, with the establishment of eligibility criteria being set for each service to identify who could access each individual service.  There have been a number of exceptions to this, e.g. Youth Offending Service, SureStart where multi-disciplinary teams or multi-agency structures have been established.  Significant changes have continued to take place over the last few years in the way that services are delivered, Education and Social Care have been brought together, Connexions is about to join the local authority family and there is greater alignment of health and local authority services and increased working with voluntary and community organizations.  

3.6
Existing senior management arrangements under the Children’s Trust Board are identified as below.






3.7
School Effectiveness

3.7.1. Head of School Effectiveness post will remain, with changes to service groupings as detailed below; 





3.8
Operational Services

3.8.1
Head of Operations post will remain, with changes to service groupings as detailed below;





3.9
Integrated Service Areas

3.9.1
Work has been taking place to develop the structures for Integrated Service Areas.  The proposed structure is;






3.9.2
More detailed descriptions of the functions and proposed make up of the teams can be found on the detailed consultation document.  Although 5 areas are identified, it is proposed that given the sizes and relative demands from the Western Area and Eastern Area Partnership Areas, that these areas come under one manager.  For the Central Area Partnership Area, this is being split with the boundary identified as in appendix 12.2. in the detailed consultation document.  The configuration of services however, cannot be set as static within these boundaries as consideration needs to be given to, for example, the nature of school and general practitioner populations which are across geographical boundaries.  The proposed configurations will be;

North; Northern Area Partnership Area

Central- North; Central Area Partnership Area

Central- South; Central Area Partnership Area

South; Western Area Partnership and Eastern Area Partnership Areas

3.10
Children and Young People’s Strategy

3.10.1
Head of Strategy to remain.  The additional responsibilities will be the management of Strategic Manager(Surestart).  This post will initially maintain the strategic oversight of existing Surestart/Children’s Centre services and support their move to integration within integrated service areas. 

3.11
Head of Performance and Head of Support Services; to remain unchanged and have a link to adult services

3.12
Director of Public Health;  subject to PCT reconfigurations.

3.13
Director of Operational Services (PCT); subject to PCT reconfigurations.  As part of these proposals, the children and young people’s operational functions would transfer to Head of Operations post and Head of School Effectiveness post. 

4.
HR process

4.1
The proposed reconfiguration / restructuring at Phase 1 of third tier posts outlined within the consultation document has workforce implications in the Children, Education and Social Care service grouping of the Council, and partners at the North Tees Teaching Primary Care Trust, which is itself currently undergoing substantial restructuring.  

4.2
The primary recommendations affect a small number of individuals in both organisations in existing third and fourth tier posts, and these changes are the subject of this consultation.  Comment and views are also sought for proposed alignments of functions and teams set out in the consultation document, though further staff and Trade Union consultation will also be carried out as part of the phased approach as detailed proposals are confirmed.

5.
Co-location process

5.1
Identification of opportunities for bringing staff together in Integrated Services and Integrated Service Areas is being progressed and will be further developed through phase 2 when 3rd tier managers are in place. 

6.
Pathway mapping

6.1 Access to services is crucial to the effective and efficient delivery of services. Common points of access are to be developed supported by integrated systems.  This will be linked to the Common Assessment Framework, development of resource panels and clarification of eligibility criteria.  The Lead Professional will be a key development in supporting children and young people, parents and carers through the system

7.
Information Sharing Process

7.1
The development of integrated services/integrated service areas will see the need for the further development of information sharing processes.  This will need to be based on clear information sharing protocols, the development of protocols for integrated case file management and the linking together of electronic record keeping systems across the different agencies.  These developments will be linked to the introduction of the Information Sharing Index, the Common Assessment Framework (CAF) and the Integrated Children’s System, all of which are presently being developed.  The integrated services/integrated service areas project team will be developing these processes as phase 2 is rolled out. 

8.
Training/Induction Process

8.1
An induction process will be established for all newly appointed post holders, which will address the role and function of the new job, establishing links with key partners and developing an understanding of the integrated agenda.  Staff development sessions will be arranged as necessary for new teams as they are introduced. This will concentrate on team development, promoting the integrated agenda and understanding roles and functions.

9.
Consultation Process

9.1
This document is produced for the formal consultation process on the development of integrated services/integrated service areas.  It is being shared with staff across the Primary Care Trust and the Local Authority's Children, Education and Social Care Services who have an involvement in Children's Services, with Trade Unions, with partner agencies and community/voluntary sectors.  The timescales are identified below :


Consultation on document starts 
7 February


Discussions with 3rd Tier Managers
16 February


Consultation document ends
7 March


Confirmation of report by CTMT 
14 March


Discussion at CMT
19 March


Agreement at Children's Trust Board
21 March


Agreement at PCT Board                                                       to be determined


Cabinet pre-agenda
2 April


Cabinet
12 April

9.2
The document will be made available on Stockton Borough Council's Website and the Primary Care Trust Website.  An Executive summary will be sent to Trade Union representatives, all partner agencies and the voluntary/community sectors with a link to the website address.  Hard copies(paper/cd) will be made available on request.  Further information can be obtained from Peter Seller, Head of Children and Young People’s Strategy at peter.seller@stockton.gov.uk or 01642 527043

9.3
A range of open meetings will be held for all staff to attend :

3.00 p.m. -   4.30 p.m. 
21 February - Education Development Centre

3.00 p.m. -   4.30 a.m. 
28 February - Central Library

9.00 a.m. - 10.30 a.m. 
  2 March - Education Development Centre

An elected members seminar is being arranged (date to be confirmed).

9.4 The involvement of parents/carers, children and young people will be through existing partnership groups, Renaissance Area Partnerships, Head Teachers meetings, Youth Assembly and School Councils and the PIC Network.

10.
Financial Implications

10.1
The restructuring and reconfiguration process is planned to be done within existing budgets.  Full details will be developed following clarification of new post gradings and PCT funding decisions. 

11.
Governance arrangements/professional leadership/clinical supervision

11.1
The present proposals for the development of integrated services/integrated service areas involve the bringing together of local authority and primary care trust children’s services.  Overall governance for the delivery of services rests with the PCT Board and the local authority Council, with appropriate delegated responsibilities being delivered through the chief executive of the PCT and the Director of Children, Education and Social Care in the local authority. 

11.2
The Heads of Service will be directly responsible for the management of the multi-disciplinary teams and integrated services appertaining to their roles. Where staff are seconded into a multi-disciplinary team, employment responsibilities re terms and conditions will remain the responsibility of the employing organisation. Professional support and development will also be the responsibility of the employing organisation.

PCT Chief Executive





Director of Children, Education and Social Care





Head of School Effectiveness





Head of C&YP's Operations





Head of Strategy


(Joint PCT/LA)





Director of Operational Services (Adults/ Children)


Subject to PCT reconfiguration





Head of Performance (Adults/ Children)








No change





Head of Support Services (Adults/ Children)





No change





Director of Public Health (Adults/ Children) Subject to PCT reconfiguration








Head of School Effectiveness





Workforce Strategy & Development Manager


Slotting in of existing post holder





School Improvement and pupil support-


Chief Adviser





Slotting in of existing post holder





Sports Development  Service Manager


EXISTING POST





School and Governor Support Manager


EXISTING POST 





Complex Needs-  Service Manager





NEW POST





Head of Operations





Children Looked After/Through Care Service Manager


EXISTING POST





Emergency Duty Team Manager





EXISTING POST





Operations Safeguarding Manager


Slotting in of existing Service Manager(Fieldwork)





Integrated Youth Support Service Manager





NEW POST 





Integrated Service Area Managers


X 4


NEW POSTS





Integrated Service Area Manager





Extended Services(Surestart/Children’s Centre  


Manager





Integrated Youth Support Services- Preventions Manager





Targeted Services Manager





Early Intervention & Support Manager








5th February, 2007.


