
Children and Young People’s Executive 

30 October 2009

Children’s Trust Arrangements

Introduction

At the Children and Young People’s Board meeting held on 16 July 2009 the chair asked for a review of the existing Children’s Trust arrangements, particularly in relation to the role and function of the age related groups. This discussion paper is intended to stimulate debate with a view to strengthen our Children’s Trust arrangements.

Decisions needed

· To note the report

· To agree or otherwise the direction of travel 

· To commission further work to flesh out the proposals.
Background 

The 2004 Children Act requires Leicestershire as a ‘children's services authority’ to make arrangements to promote co-operation to improve the ‘well being’ of children and young people in the area with relevant partners and other organisations. This is to ensure that we are working together effectively to ensure the best possible outcomes for local children and young people. The legislation and guidance does not prescribe the shape of a ‘Children’s Trust’. However, guidance suggests that the arrangements should include a strong integrated partnership board representing all key delivery partners at senior level to drive change to improve outcomes.

The ‘Children’s Trust Arrangements’ are underpinned by statutory guidance, issued under section 10 of the Children Act 2004 and to which all local authorities and “relevant partners” must have regard. The latest version of the guidance issued in November 2008 states that:

The local Children’s Trust is the embodiment of the local partnership between all commissioners and current and potential providers of services for children, young people and their families. The Children’s Trust is in part a planning body which informs commissioning decisions and ensures, (through a range of sometimes agency-specific approaches) that front line services work together to improve outcomes. It is underpinned by the duties in section 10 (1) and (5) of the Children Act 2004 on local authorities and their ‘relevant partners’ to cooperate in the making of arrangements to improve well-being for local children.

The Guidance identifies five ‘essential features’ of a Children’s Trust:

· developing and promulgating a child and family-centred, outcome led vision for all children and young people via the CYPP, clearly informed by their views and those of their parents and the Joint Strategic Needs Assessment

· putting in place robust arrangements for inter-agency governance (through the Children’s Trust Board)

· developing integrated strategy: joint planning and commissioning; pooled and aligned budgets; and the Children and Young People’s Plan

· supporting this via integrated processes: effective joint working sustained by a shared language and shared processes

· developing and promoting integrated front line delivery organised around the child, young person or family rather than professional or institutional boundaries.

The Trust arrangements in Leicestershire consist of:
· a Board, which reflects the wide partnership delivering improved outcomes for children, which sets the strategic direction for service development to improve outcomes 

· an Executive, accountable to the Board, with responsibility for implementing the strategy set out by the Board and driving the implementation of the strategic direction (set out in the CYPP) and agreed by the Board

· age related and cross cutting working groups reporting to the Executive. 

In Leicestershire the Children’s Trust arrangements have been in place since late 2006. They were formally reviewed by the Board at an away day in January 2008. As a result of this:

· Membership of the Board was expanded

· The relationship between the Executive and the Board strengthened 

· Performance reporting mechanisms established.

Strengths of our arrangements 
In reviewing the current arrangements a number of real strengths of the current arrangements have been identified:
· Leicestershire services for children and young people are high performing and deliver good outcomes for local children and young people – this has been confirmed by external inspection

· All the relevant agencies are actively involved, with good attendance and participation at meetings with more partners raising issues at Board level
· There is strong partnership working between partners in many areas, such as safeguarding, children’s centres, Common Assessment Framework, 14 to 19 developments, Integrated Youth Support Services etc.

· The Board has agreed a Children and Young People’s Plan (CYPP) and the children and young people’s element of the Local Area Agreement 

· There is regular performance monitoring of outcomes against the objectives set out in the CYPP at both the Board and the Executive 

· Good support from Committee Services within the County Council to clerk the meetings, ensuring meetings are arranged, papers circulated in a timely way and meetings minuted effectively 

Areas for development 

However, there are a number of areas for further development:

· The current arrangements do not provide clear accountability for actions from the age related groups and cross cutting groups to the Executive, nor from the Executive to the Board

· There is a lack of rigorous performance management within the Trust – there is effective performance reporting, but a lack of clarity about which are the most important priorities

· There is a lack of resources to enable the trust arrangement to work effectively – they do not have their own ‘directorate’ – staff do actively support the arrangements, but it is seen as a small part of their overall job

· There is lack of clarity about the ‘wicked issues’ that require high level strategic input to unblock progress to achieving better outcomes 

· The agenda at the Board and at the Executive is overly led by the County Council. In addition it is not clear what should be considered by the Board, so some relatively minor issues have been discussed 
· The structure of age related groups do not really fit – children and young people’s needs cross age barriers and there are a number of different drivers from central government to group children in different age bands, for example 11 to 16 – secondary age and 14 to 19 Diploma developments. An alternative developed by some Trusts is Every Child Matters Outcome groups – these have been found to be problematic, given that all outcomes are inter-related, so that issues around say early years provision has to be discussed in each group
· The relationship between the Board and the LSCB, is not clear, with the LSCB responsible for scrutinising the work of the Board to ensure safeguarding, whist the Board is responsible for scrutinising the work of the LSCB. There is similar ambiguity in the relationship between the Board and the Youth Offending Service Board.

Priorities 
The Children and Young People’s Plan for 2009/11 sets out the agreed priorities as:
· Improving emotional health and well being of children and young people

· Raising attainment fro all children and young people, particularly the progress rates between key stage 3 (year 9) and Key Stage 4 (GCSEs)

· Improving attendance and attainment for children in care 

· Improving attendance and engagement, particularly in secondary schools

· Actively involving children and young people

· Supporting parents and carers. 

These top priorities are largely driven by the County Council’s agenda, rather than a shared agenda where there is agreement that working together add value.

Underlying these priorities in the CYPP are a considerable number of other priorities measured by a performance framework with 71 different targets. Progress against these targets is regularly reported to both the Board and the Executive. However, there is:

· no clarity as to which targets are the most important, so in effect there are no priorities, because all targets have equal priority
· no routine challenge of performance, particularly where performance is identified as not being on track

· an lack of analysis of the reasons for:
· success, to allow the Children’s Trust to share good practice – becoming a learning network – 
· or for sub-optimal performance, so that issues that require some strategic input to unblock progress and be identified and tackled. 
A shared agenda across the Children’s Trust would have the following priorities (not necessarily in priority order): 
· Safeguarding

· Improving emotional health & well-being
· Improving outcomes for children in care 

· Tackling inequalities and the associated outcomes in health, attainment and other outcomes, in particular those related to disability 
· Improving active involvement by children, young people parents and carers 

· Reducing obesity/enabling positive healthy activity 

· Access to services and customer service standards 

· Crime, disorder and social cohesion. 

This should be achieved by:

· Implementing integrated multi agency/professional care pathways
· Integrated locality working 
· High quality integrated children’s workforce in Leicestershire. 

Structural Implications 
In order to deliver the new priorities the Children’s Trust arrangements need to focus on:
· Actively performance managing priorities where partnership work adds value, ensuring that only SMART targets are agreed and that there are mechanisms in place to report back progress on achieving the targets 
· Commissioning short life task and finish groups to work on particular issues 

· Taking a stronger commissioning role in relation to service delivery and quality assurance. 
Trust arrangements also need to be mindful of the newly created local authority / PCT Joint Commissioning Board, which includes the Chief Executives of the LA and PCT, Directors of Adult and Children’s Services and PCT Director of Strategy
C&YP Executive

It is recommended that we move away from the current mode of operation of the children and young people’s Executive - which has a broad stakeholder remit, a large complex agenda, a large agenda of information exchange and a group that comprises a mix of providers and commissioners. 

The future model would involve creating a group focused on two primary objectives:

· Assuring delivery of a smaller number of prioritised projects and service improvements, targeted from a joint commissioning perspective 

· Assurance for performance management and quality within existing service provision and associated regulatory requirements. 

The C&YP Executive will oversee a number of working groups targeted to delivering the joint commissioning priorities rather than having the age related and cross cutting groups as is the current model.

The work of the C&YP Executive will be conducted using simple project management documentation and a small suite of reports which will summarise project delivery, exceptions, and risks, likewise for targets, performance and regulatory data, such that a dashboard governs the work of the group and issues can be reported effectively to the C&YP Board.
In order to support the work of the Executive existing resources in NHS LCR and LCC will need to be re-configured to provide:

· Dedicated programme management, which will drive delivery of the sub group work and support the C&YP Executive plan and deliver its agenda. This focus is needed to ensure best use of senior decision makers time and that the C&YP Executive focuses discussion on performance, delivery, and managing risks. 

· Dedicated data analyst resources to ensure effective performance reporting 

The C&YP Executive will continue to report to the C&YP Board as in the current governance arrangements.

CYP Board 
The CYP board will continue to have the same membership as currently, with a broadly similar remit. However, there will be a stronger relationship with the Executive. The Chair of the Board should continue to be the Lead member for Children’s Services, because of the statutory function. The vice chair should be a senior officer from one of the other main statutory organisations – perhaps a Director from the PCT

To ensure that the Board is focussing on the areas where it can really make a difference the Executive will suggest the agenda for the Board on the recommendation of the programme management resource. The agenda will be finalised by the Chair and Vice Chair.
The agenda will be divided into two parts – papers for information and those for discussion and decision making.
Communication 
There will still be a need to connect with the wider stakeholder group and ensure two way communications. It is recommended a communications and engagement plan is drawn up to support this objective, with good access to patient/user/carer input and opportunities for providers to help shape local service ideas and innovate with commissioners. 

The engagement plan also needs to assist commissioners to develop the market by involving both existing and potential suppliers in discussions about future service models, innovation and how value for money can be achieved in light of the cold climate financial environment over the coming years.

The C&YP Executive will have support from a communications and engagement professional and from either NHS LCR or the local authority.

Financial Implications 

None arising directly out of this report; ensuring our Trust arrangements are effective will require additional resourcing. However, because of the financial climate this will have to be achieved by re-aligning existing resources.
Equalities issues/implications

None arising directly out of this report – ensuring equality of opportunity underpins the CYPP; our Children’s Trust arrangements must ensure that partners are held to account for their contribution to promoting community cohesion

Safeguarding issues/implications 

Our children’s Trust arrangements must be sufficiently robust to effectively hold the LSCB to account 
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