Appendix 12.2


Developing the Children’s Trust

Integrated Service Areas- Next Steps.

1. What are we trying to achieve?

Better outcomes for all children and young people in the Borough of Stockton on Tees, through improved integration of services and delivery of locally based and easily accessible services. 

These developments will be supported by;

· Integrated governance

· Integrated strategy and commissioning

· Integrated processes 

· Integrated delivery

2. What have we done so far?

Earlier documents on Integrated Service Areas ( Part 1 and 2) outlined the vision and principles behind Integrated Service Areas. It also set out a number of proposals and timescales for the next stages of development. These are summarised in a document which was shared at the Children’s Trust Board on 20 September, 2006 and is attached at appendix 2.

That document was used to consult widely with staff in the Borough Council and across partner agencies through November, 2005 to January, 2006. This was followed by consultations around the development of the Children and Young People’s Plan which supported further discussion and debate around the whole area of integrated services and the principles involved.

The Children and Young People’s Plan was agreed by the Children’s Trust Board in March, 2006 and subsequently by the Council and is now in place. This has set the key priorities and strategies for the Children’s Trust Board over the next three years. Within this the principle of developing Integrated Service Areas has been accepted. 

The Children’s Trust Board is now in place with its oversight roll in terms of the future development of children’s services. Its membership includes statutory and voluntary sector agencies and representation from the wider community through Area Partnership representation. 

A joint commissioning framework and principles document has been agreed by the Children’s Trust Board and is being implemented across agencies. 

Extended schools clusters are being developed in line with the proposed integrated service areas. Workshops have been taking place across three cluster groups of schools within the Integrated Service Areas. These workshops have been developed to include both statutory and voluntary/community sector partners in working towards delivery of the core offer of Extended Schools. Workshops for the other two clusters are taking place during the latter part of this year. 

Surestart/Children’s Centre developments continue with a further 6 centres to be identified and put in place by 2008. Work is ongoing in terms of identifying premises/facilities from which the core offer of children’s centre services can be provided. This is being developed in collaboration with the work around Extended Schools both in terms of provision and premises/facilities. 

A review of services for children with complex needs has been started. This has initially focussed around special school provision and the development of specialist services, but is also now looking at how the specialist services can best support schools and children/ young people, their parents and carers in their localities. 

BEST/BIP services have been reviewed and reorganized with the emphasis back on schools to clarify what there particular needs are. Service Level Agreements have been developed with schools for the delivery of services. 

Planning has been taking place around bringing together the range of individual pupil panels/meetings and joining them together where possible in the Integrated Service Areas. This work is not yet complete. 

The Capital Strategy and Asset Management Group has been developing information around the asset base of buildings across the borough. This is being used in consideration of the building assets which may be available in the integrated service areas for co-location and development of integrated services. 

The Common Assessment Framework is being project managed by a multi-agency group, with pilot implementation this autumn across a range of services. The role of lead professional is being developed within this.  It will also link to the development of the Integrated Children’s System and the Information Index.  

A co-ordinating group has been set up “Integration in Action” which is coordinating the strategic development of services in the Integrated Service Areas, initially around Extended Schools and Surestart/Children’s Centres. This has been looking at how the Extended Schools core offer and Surestart/Children’s Centre core offers overlap and come together. 

3. Feedback from consultations/discussions

There has been discussion and consultation on the vision and principles of Integrated Service Areas, through the initial documents on “Developing the Children’s Trust” , as part of the development of the Children and Young People’s Plan and ongoing within individual service groupings. Across the board there has been general enthusiasm for the development of Integrated Service Areas. The identification of 5 geographical areas aligned to the Renaissance Area Partnerships appeared to make sense. There were some concerns around the need to not have boundaries too closely defined. This was partly as a recognition that school populations, although largely identified in geographical terms and linked to admission zones, do have an intake of pupils from across the Borough. This also applies to GP practices as their patients do come similarly from across the Borough. 

Concerns were expressed over what services would be brought together in geographical areas and which would form multi-disciplinary teams. This came specifically from some of the smaller, more specialised teams who were concerned about their ability to deliver consistently if spread across the Borough in 5 separate teams. They were also concerned about loss of professional identity.

There were mixed views about the speed of change, some wanting things sorted out quickly, others keen to see a more measured approach taken. What was evident in the early consultations was a very variable level of information and understanding of what was happening and what the proposals were. 

4. Other issues for consideration.

Joint Area Review will now take place in December, 2007. This will impact heavily on all services across the Borough in terms of preparation time and when the actual review takes place. This will need to be borne in mind when planning any major reconfiguration of services. 

The PCT is going through a major reconfiguration in this year. Proposals are being developed now on the overall structure for the PCT and are to be confirmed by the Strategic Health Authority in the Autumn. 

Connexions service will move to the local authority by March, 2007. Discussions and consultation with staff have been taking place in terms of possible future configurations and are ongoing. 

Youth Services will need to reconfigure in line with Youth Matters- Next Steps. Meetings have taken place with staff to consider possible options. These have focussed around a hub and spoke model of an element of centralised services around specialisms and delivery of the wider, generic youth services on a locality basis. 

Budget pressures within the local authority and the PCT over the next two years will mean that the scope for new development will be limited and there will be considerable pressure on existing services.   

5. Proposed configuration. 

As the next step, what is proposed is a configuration of services around the Integrated Service Areas, which attempts to meet both the need to provide integrated teams on a geographical basis and ensure that some of the more specialist services are able to operate without undue dilution. 

In developing a reconfiguration of services, the following principles, which were set in the Children and Young People’s Plan will need to be adopted;

Integrated Governance; in the development of the Children’s Trust Board and moving towards integrated services, there is a clear need to ensure that proper governance arrangements are in place, at the top of the organisations in terms of strategic decision-making, through to front-line delivery and the use of for example pooled budget arrangements. At present, at a strategic level, there has been no specific changes to governance arrangements under the Children’s Trust Board. The Children’s Trust Board is responsible for the oversight of the development of children’s services through the Children and Young People’s Plan and for coordinating work across the 5 ECM outcomes to maximise integration. Work will be taking place during the course of the year to develop proposals for future governance arrangements. Individual agencies retain their responsibilities for services and service delivery. 

Integrated Strategy/Commissioning; the Children and Young People’s Plan is in place. Plans and strategies across partner agencies and organisations are linked to this plan. A joint commissioning principles and framework was agreed at the June meeting of the Children’s Trust Board. The next stage will be the development of an integrated commissioning plan for service development across the Board’s activities. 

Integrated Processes; it is anticipated that developing integrated processes across agencies will be a major vehicle for supporting better outcomes for children and young people by ensuring that agencies communicate and share information in a timely manner. The Common Assessment Framework will be a key tool in identifying children and young people who may need more targeted services. A project team is in place and piloting of the process is due at the end of the summer. 

There has now been government guidance on the development of the  Information Index and this will need to be  rolled out by 2008. 

The Integrated Children’s System providing a system for assessment and care management of children in need is also now being rolled out with a new database system provided by Careworks. 

Integrated Service Delivery; services should be integrated at the point of delivery either through multi-agency teams, co-located teams on a geographical basis and  services delivering in a coordinated fashion with similar processes. 

The proposals have been set, based on the above principles and adopting the three earlier caveats, from the Children and Young People’s Plan,  that there should be 5 Integrated Service Areas, that each area should have an “Integrated Service Area Manager”, responsible for the integrated services delivery and that there should be a focus on developing early intervention and support services, whilst maintaining a focus on targeted services. Some considerations have also been given to bringing two integrated service areas together under one Integrated Service Area Manager (East and West), given the volume and capacity of work. This will need further discussion in light of analysis of workloads etc. 

At this stage the proposals are presented in terms of functions, without going into the detail of staffing, levels of service and budgeting. Work will commence on the more detailed structural and budgeting arrangements and will be subject to more detailed consultation with all parties, including union representation. Consultation at this stage around the functions is designed to ensure the focus is on outcomes(ie will it make a difference?) and in order to achieve ownership. 

Where possible services are to be delivered through the integrated service areas. However there are some services which by their nature are more specialist and/or too small to easily disaggregate into the integrated service areas and are to be maintained as borough-wide services. 

The Children’s Trust Management Team have considered all the various options, including “no change” and are proposing the following model for delivery of services. The building blocks are presented for further discussion and consultation. All services will need to consider how their services could  be delivered  through the model and whether it will bring improvements to services and better outcomes for children and young people. 

6. The Model. (Appendix 1)

The Children’s Trust Management team supports the work of the Children’s Trust Board and directly manages much of the work of children’s services. At present the team comprises;

Corporate Director of Children, Education and Social Care(CESC)

Head of Service, School Effectiveness(CESC)

Head of Service, Children and Young People’s Operations(CESC)

Head of Service, Children and Young People’s Strategy(CESC/PCT)

Head of Service, Performance(CESC- Children and Adults)

Head of Service, Support Services(CESC-Children and Adults)

Director of Operational Services(PCT-Children and Adults)

Director of Public Health(PCT-Children and Adults)

Lead Elected Member for children and young people(SBC)

The proposed model for service delivery assumes the integration of local authority based provider services and PCT provider services for children and young people. The integration of other partner agency staff is proposed, but will need further discussion/consultation with partners. This would remove the children’s responsibilities from the Director of Operational Services(PCT). Further discussions will need to take place around this in light of PCT reconfigurations. 

The model is based on 5 Integrated Service Areas(ISA), coterminous with Renaissance Area Partnership Areas. Central Stockton to be divided into Central North and Central South. The Children’s Trust Management Team has considered and agreed proposals for the boundary line between the two central areas. 

 Integrated Service Areas

It is proposed that each ISA is to be managed by an Integrated Service Area Manager, at 3rd tier level. The manager will be responsible for overall service delivery within the ISA and ensuring that outcomes, under the 5 Every Child Matters outcome framework are met. This will include specific responsibilities for Children’s Centres in the ISA and for integrated service teams(Family Support Services and locally-based targeted services). The Integrated Service Area Manager will be responsible for ensuring effective links with services in their area, including Extended Schools cluster, GP practices, Community Paediatricians, Police, Probation and Voluntary and Community Sector organisations.

Local services will be developed in co-located and locally based premises, where this is possible and financially viable. Consultations will need to take place within localities around location, ease of access, involving service providers, service users and the local community. 

Local services will be developed around two service models;

· Family Support Services

· Targeted Services

Family Support Services

These services will include;

Responsibility for delivery of universal services to children and young people, 0 to 19.

Early Intervention and Support Services

Management of Children’s Centre

Referral to specialist services

Transitions(to adult services)

Services will be developed on the basis of integrated, multi-disciplinary teams and will include for example;

Social workers, Connexions workers, Youth Workers, School Nurses, Health Visitors, Surestart/Children’s Centre workers, midwives, support workers, attendance officers. 

Developments are being proposed around the introduction of locality panels(family support), which will be responsible for coordinating multi-agency involvement with children and young people where there is a need for early involvement and support from more than one agency. Links will need to be established with the developing approach to access to services.

Targeted Services

These services will include;

Assessment and care management of Children in Need

Child Protection enquiry and investigations

Key Worker responsibility re Children Looked After

Services will be developed on the basis of integrated, multi-disciplinary teams and include;

Social workers, specialist child protection nurses, support workers, Police(to be discussed)

(First contact/duty; some of this function could be taken up through Access to Services and the development of Family Support Services. Further discussions are taking place around the issue of initial assessment/ child protection inquiries re children in need and whether this can be within targeted services, based in ISA or should be in a Borough wide service. If it is integrated within Integrated Service Area teams, then it is proposed that there will be a need for a post to support front-line managers and ensure consistency in terms of performance and outcomes across the borough) 

The Common Assessment Framework, which is presently being piloted across a range of services, will be an assessment and referral tool for all children and young people who need to have services over and above universal service provision. This will link to and complement more specialist assessments which already exists in many service areas. 

Borough-wide services

A range of services will need to be provided across the whole borough, either because they are very specialist in nature or that they are too small a service to split and fully integrate within the Integrated Service Areas. Although these services will be borough-wide, they will still need to ensure that links are made with the Integrated Service Areas and that delivery where possible is locality based and easily accessible. Each service group will be managed by 3rd tier manager with reporting to Head of Service. 

Integrated Youth Support Services

This will be a borough-wide service, providing the full range of youth offending services which is already integrated in terms of governance, commissioning, process and delivery and including central functions of the present Youth Service and Connexions. The development of the youth offending preventative services will increasingly be aligned with Integrated Service Areas 

Children and Young People in Care/Leaving Care

This will include;

Children Looked After Residential Resources

Leaving Care Services

Children Looked After support services

Fostering and Adoption Services

Services will be developed on the basis of integrated, multi-disciplinary teams.

EDT

EDT will remain as a Tees-wide service, covering children’s and adult’s services. 

School Improvement

This will continue to provide the full range of improvement services through the advisory service. 

Children and Young People with complex needs

This will include;

Services for children with a disability

SEN services, including EPS service

Specialist Learning Support

Early Years Support

Occupational Therapy/Physiotherapy

Speech and Language Services

Specialist Nurses- Epilepsy, diabetes, continence

Respite services

It will also need to develop clear links with existing CAMHS services and community paediatric nursing services. 

Services will be developed on the basis of integrated, multi-disciplinary teams where this is possible and appropriate given the specialist nature of some of the functions. 

There will also need to be clarification of the commissioning and providing roles within this service grouping and commissioning elements linked or moved to the joint commissioning unit as appropriate. 

School and Pupil Support

This will include;

Attendance Service

Behaviour for Learning Service

Governor Support

Music Service

Multi-lingual service

Sports Development

Further work to take place on this service group, around the specific areas of commissioning, healthy schools and sports development. 

Asylum Seekers Team

Further discussion will need to take place around the future development of the team and whether it needs to be a centrally located team or one which can be delivered through integrated service areas. 

Workforce Development

It is proposed that this encompasses specific responsibilities for CESC workforce development and for the strategic development of the children’s workforce across Children’s Trust Board partners. 

Strategic development and Commissioning of services.

It is proposed that strategic development responsibilities continue under the Head of Children and Young People’s Strategy. However for all 2nd and 3rd tier managers there is an element in their posts which is clearly strategic and this will remain.

Overall responsibility for commissioning remains with the joint commissioning unit through the operation of the joint commissioning framework and principles document. A range of commissioning activities presently take place across and within services groupings and this will be increasingly linked into the work of the joint commissioning unit in order to achieve consistency and value for money. 

The key elements of this are detailed below;

School Organisation Planning/BSF

Recent addition to service group is the responsibility for BSF. No other changes are proposed.

Strategy/Review Unit

Present responsibilities include project management of CAF and the management of the Review Unit. No other changes are proposed. 

Joint Commissioning

To include developing wider commissioning role across all partner agencies, including responsibility for Surestart/Children’s Centre commissioning.

Schools Admissions

Student support function has recently moved to centralised service run by the Student Loan Company. No other changes are proposed.

Partnerships. 

Responsibilities include support to the Children’s Trust Board, developments of Partnerships, links to NRF, strategic oversight of PIC network

Local Safeguarding Children’s Board. 

Responsibilities include business management of the LSCB. No other changes are proposed. 

Issues for further discussion.

Some services have not been identified in the above configuration and will need further debate as to where they should sit;

Community Dental Services

Family Planning Services

Transitional services 

These services overlap between children’s and adult services and consideration will need to be given as to how best to position them. 

7. Information Services

Work is taking place at present and a report is being considered on the configuration of Integrated Service Area Profiles which will include information on the following;

· Demographics

· Workload measures

· Process measures

· Outcome measures

· Workforce information

· Service Directory information

This information will be used to inform the development of structures around Integrated Service Areas.

Work is also taking place to develop the Children’s Information Index and its links to CAF/ICS and other relevant children’s databases.

8. Next Steps.

· Consultation/discussion on this document with partner agencies and organisations, and in particular with 3rd/4th tier managers who will be directly involved. 

· Consultation with Children’s Trust Board

· Consultation with users/carers, children and young people

Development of a project plan that will detail the following;

· Development of detailed workforce structures to underpin Integrated Service Areas. 

· Consultation on detailed workforce structures.

· Development of an implementation action plan 

· Identification of co-location bases across the Integrated Service Areas.

· Development of Integrated Service Area Profiles

· Identification of Integrated Service Area Budgets

· Development and implementation of Integrated Service Area “Early Intervention and Support” Panels 
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