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	Programme:
	Children and Young People in the Community – Integrated Youth Services
	Project Executive:
	Ruth Rogan

	Project:
	Targeted Youth Support
	Project Manager:
	Jamie Spence 

	4  Project Initiation Document (PID)
	To define the project, forms the basis for its management and the assessment of overall success.  The PID is made up of several documents and must be frozen when signed off.  

	1 Background

	Targeted Youth Support (TYS) is required as part of the Integrated Youth Services vision set out by the government in Youth Matters in 2006. It forms one of the four compulsory strands of an integrated youth strategy the others being: Things to Do and Places to Go, Information, advice and Guidance and Volunteering. 
The Newcastle Integrated Youth Strategy and Action Plan, which sets out the vision for integrated youth services in the City, has two additional strands: Participation and Progression both of which will also support the delivery of TYS and assist with improved outcomes for vulnerable young people.
TYS must span the City as a whole but also address the needs of young people in localities and neighbourhoods particularly those living in deprived neighbourhoods or in poverty.

“Targeted Youth Support, Integrated support for vulnerable young people, a guide” published by DCSF in 2008, clearly sets out TYS must deliver but is not a list of requirements. TYS must reflect local need so this project must include processes to ensure that Newcastle’s TYS offers all the elements of TYS in a locally owned, young person and family accessible way.

The Guide clearly identifies who TYS is for. It is aimed at vulnerable young people and should help them to identify early and address their difficulties as soon as possible and prevent their problems escalating. “This often means working with young people who may not meet traditional thresholds for statutory or specialist services but who, without help, are at future risk of further problems such as substance misuse, youth offending, teenage pregnancy and homelessness.” Young people who will benefit from TYS are likely to experience one or more of the following:

· Persistent absence or exclusion from school
· Behavioural problems

· Poor emotional, social or coping skills

· Poor mental health

· Learning difficulties and or disabilities

· Low self-efficacy

· Poor aspirations

· Attitudes that condone risky behaviours

· Poor family support, family conflict or problems such as parental substance misuse

· Poor support networks

· Family, friends or involvement in groups who condone high-risk activities

· Living in a deprived neighbourhood

· Poverty

Developing TYS, including early identification and prevention work, will enable more young people to access targeted services through universal settings e.g. schools, and prevent escalation to high need, high cost specialist services. Ultimately the aim of TYS is to “support all vulnerable young people to settle back into and thrive in universal settings.”

	2 Project Definition & Business Case (Based on the Project Profile)

	2.1 Project Objectives

· To ensure that all young people in Newcastle have appropriate access to services which enable them to reach their full potential by building their resilience and supporting them to:
            Develop social and emotional skills, enabling them to make  

            positive choices, manage change and navigate risk.

           Raise their aspirations and help them to achieve and feel 

           positive towards learning. This includes helping them to be 
           engaged and stay engaged in the wider range of learning 

           opportunities becoming available for 14-19 year olds.

         Helping to foster supportive and positive families, communities

         and peer groups.

· To ensure that universal, targeted and specialist services work together effectively and that a culture of co-working rather than referral is developed.

· To ensure that all services recognise that any young person may be vulnerable during part or all of their teenage years and ensure that practitioners are aware of and act upon signs of vulnerability with all young people with whom they work.
· To build on identified areas where targeted youth support approaches are evidenced as working e.g. YOT ETE progress meetings and established practices in Neighbourhood Youth Projects across the city.

· To identify and use MI systems that will enable the early identification of young people who may be vulnerable so that services can be targeted towards them. Examples could be: CCIS, GIS mapping of SO areas, workless households, clients known to YISP or YOT.  Development of a joint Targeted Youth Support data set across services. 
· To use early identification of and intervention with young people to support them to access targeted services in universal settings and prevent escalation to specialist services.

· To use CCIS as a monitoring and tracking database for young people, particularly those identified as vulnerable and for all at points of transition. (Rationale: it is the most comprehensive database we have on 13-19 year olds, it has fields for minimal, targeted and intensive support required, it can record all contacts made with young people and the outcome, it can be adapted to make it available to other services.)
· To embed and support the use of CAF for young people identified and ensure that a lead professional is named to take the lead on co-ordinating activities with the young person and their family, in line with directive from CYPSPE and NCCs ‘Assess and Decide’ project.
· To ensure young people are at the centre of TYS developments, enabling young people and their families to be involved in the design and delivery of practice of services for young people.
· To use the Progression strand of IYS, the September Guarantee and eCAP to ensure that the progression in learning and the provision of appropriate opportunities for older vulnerable young people is managed and monitored.   

· To use the Things to Do and Places to Go and Volunteering strands of IYS and ensure that they provide a range of opportunities for young people from vulnerable groups to access positive and developmental activities. CCIS will become the recording mechanism for this.
· To ensure that young people from vulnerable groups and their families received enhanced IAG and support to access services that remove their barriers to progression. In this context IAG must be viewed in its widest sense and include information, advice, guidance, support and where necessary referral on all aspects of teenage life including IAG, support and referral around all five ECM outcomes and their indicators. IAG also has a key role in ensuring that the spirit of the September Guarantee is met with an appropriate offer of learning to all 16 and 17 year olds.

· To develop effective information sharing and action planning between services to ensure that they work in a co-ordinated way to meet the needs of vulnerable young people as both groups and individuals.

· To report, using CCIS, on the progression and success of young people from vulnerable groups. Also compare their progress with those young people requiring minimal support. Celebrate achievement. This will enable us to report on the success of TYS in Narrowing the Gap between outcomes for vulnerable young people and the rest.
2.2 Project Benefits (how and when they will be measured)
· Improved outcomes for young people who currently are at risk of not reaching their potential in the 5 ECM areas.
·  Measured by data on specifically identified groups but also on improved outcomes for all young people in Newcastle.  Development of joint data set that incorporates all areas listed below.
· Better, more appropriate learning provision for young people from vulnerable groups available and accessible by the effective delivery of the September Guarantee. Being in learning is s good proxy indicator for achievement of some of the other ECM outcomes e.g. being at risk of offending.
· Monitored and reported on by Connexions via CCIS database and reported on through 14-19 Progress Checks.
· Lower negative perceptions of young people. 
· Safe Newcastle perception reports, Newcastle residents survey.
· Less anti-social and criminal behaviour by young people. 
· YISP, YOT and police reports.

· Improved attendance and reduced exclusions
· School attendance and exclusion figures.

· Improved attainment. 
· 14-19 Progress Checks.
· Improved progression at 16, 17 and 18. 
· Connexions activity Survey and 16-18 NEET data.

· Continued reduction in teenage conceptions. 
· Teenage Pregnancy Partnership Board.

· Reduced instance of STI amongst young people and higher rates of Chlamydia screening.

·  Health and Teenage Pregnancy Partnership data.

· Reduced drug and alcohol misuse.
· D’n’A progress reports, Safe Newcastle Reports, Police, YISP and YOT data.

· Fewer young people needing to access tier 3 and 4 services.
·  Report on referrals to C.S.C and analysis of referrals resulting in N.F.A.
· Lower drop-out rates from mainstream provision at transition points.
·  School attendance figures. Connexions Activity Survey and 16-18 NEET data.

· Take up of Positive Activities and Volunteering opportunities and ensuring that these are structured to embrace the dissemination and achievement by young people of the 5 ECM outcomes.
· CCIS database will be adapted to record this. PAYP is already recorded. 
· Better support for the parents of young people.
· Monitoring the level of parental use of FIS database. Monitor the level of professionals’ contact with parents and subjects on which they seek advice. Parents reporting knowing how to access and receiving better support from services when they seek it.  Data on access to parenting support programmes by parents of young people.
· Take up of services through schools. 
· Use of extended services through schools.

· Number of children living in poverty

· Percentage of young people living in workless/low income households

· Number of young people contributing to TYS questionnaire

2.3 Planned Project Approach

· Review and re-shape service communication and CAF implementation in order to maximise appropriate use and foster a culture of co-working rather than referral.

· Establish clear outcome improvement plans to deliver an early intervention and prevention strategy, supported by all agencies/institutions, to ensure that vulnerable young people and their families receive a co-ordinated package of multi-agency support before issues escalate. These should include managed access to all elements of Integrated Youth Services.
· Encourage and support all services for young people to update and maintain FIS profile/data.

· Collect and disseminate examples of how the above approach has improved outcomes for young people and families including their perceptions of the quality and effectiveness of service delivery.

· Develop the capability of CCIS to be used as an identification, tracking, monitoring and outcome reporting mechanism for all young people in Newcastle including those identified as being from vulnerable groups. Include developing searches that will clearly assess improved outcomes achieved not activity by services.

· Develop better links with services for adults and families so that transition to adult life, parenting support and the team around the family approach is developed as the normal and embedded way of working. “Think Families”.
· Identify opportunities for the Youth Support Workforce Development project to support training/development opportunities to grow a home grown integrated workforce.

· Further develop inclusive work with locally based Youth Projects to embed joint working and approaches to joint planning at neighbourhood level.

· Examine recognised models of working/delivery (in line with local and national good practice examples) to establish Newcastle offer.

· Evaluation of developing practice (e.g. Friday night work and mobile bus provision) to establish impact on TYS outcomes.

2.4 Project Scope (noting any exclusions)
                 Within Scope:
· This project will look at all vulnerable young people in Newcastle. It will need to address the outcomes for residents of the City but also those young people educated within the City, particularly those attending mainstream and special schools.
· The project will support universal services and practitioners and managers in those services to develop effective early identification, intervention and prevention work with young people at risk and their families before they reach crisis stage.

· The project will, where necessary, ensure that young people and families who need targeted and/or specialist support are able to access these, as far as possible, within universal settings.

· The project will ensure that young people and their families are empowered to influence and evaluate the services they receive and that services will respond and adapt to address issues.

· This project will aim to instil a culture of early identification, intervention and prevention within universal services, including learning settings, and develop and embed a culture of co-working rather than referral.

· This project will aim to embed the outcome accountability culture within all services for all young people so that as many young people as possible are able to access all the support they need within universal settings and through joint approaches.

· This project will not seek to create a new targeted youth support service, which would push vulnerable groups further into silos of provision, but ensure that all services work more effectively together to identify young people at risk and act in a timely fashion to help them develop resilience and coping strategies.

· This project may result in services being re-aligned or reshaped to ensure appropriate access by young people and maximising value for money and effective outcomes.

· This project will need to align with Workforce Development to ensure that practitioners and managers are supported through the culture change that will be needed.

Outside Scope

· This project will not seek to change current services in terms of nature or management of service but ensure better co-ordination and communication between services with the focus being on the young person and their family.

· This project will not seek to create a new targeted youth support service.

· This project will not necessarily seek to co-locate staff but will encourage the culture of co-working on each others’ premises to the benefit of young people and their families.
2.5 Project Products / Outputs
· Improving Outcome Plans for universal services detailing how they will implement early identification, intervention and preventative work with vulnerable young people. Also including how they will liaise with targeted and specialist services to ensure that young people and their families can access services they need in universal settings with minimum stigmatisation. 
· Clear and shared protocols for joint working including effective information sharing protocols which take into account existing guidance and statutory responsibilities.

· Adoption of and adherence to any quality standards for services e.g. IAG National Quality Standards.

· Improved access to services to improve outcomes for Young People with additional needs.

· Staff training sessions, case studies and scenario examples delivered on a rolling programme to all staff working with young people across Newcastle. To be delivered in multi-agency, universal, targeted and specialist mixed groups to embed the principles of working with vulnerable young people in universal settings. 

· Regular joint service delivery planning and evaluation meetings of both universal and targeted services to assess progress towards outcomes for vulnerable young people against data collected.
2.6 Constraints

· Residual resistance to cultural change
· Some organisational/institutional change on retaining vulnerable young people, especially those with challenging behaviours, within universal settings to access targeted and specialist services.

· Resources identified for alternative provision and positive activities outside of mainstream learning.

· Apprehension for some organisations/institutions regarding the retention of vulnerable individuals bringing down overall performance, particularly with reference to national league tables.

· No or little additional capacity or funding to drive forward.

· Agreement from all organisations to continue to promote the principle of targeted youth support within universal settings and adopting an outcome improvement approach and outcome achievement evaluation.

· The demands placed on VCS organisations funded other than through children’s services and working to ensure that priorities align.
2.7 Interfaces & Dependencies (including any contacts or links)
· All strands of the Integrated Youth Strategy for Newcastle:

           Information, Advice and Guidance

           Things to Do and Places to Go

            Volunteering

            Progression – 14-19 Learning Partnership Board

            Participation Steering Group

            Newcastle Youth Service Transformation

· Assess and Decide project

· Workforce reform including Youth workforce support project.

2.8 Assumptions

· That all services/institutions will accept the principle of targeted support delivered in universal settings as being the right way to deliver services.
· That, in Newcastle, we have much of the targeted support service in place and this project is about rationalisation and integration of what currently exists and so can be delivered without significant additional resource.

· That this is not a short project but must implement a change in working culture and practices that will require ongoing updating and monitoring.

· Link into outcomes of locality working review and CTP projects.

	3 Project Organisation Structure

	· Project will report to the TYS steering group and the Integrated Youth Strategy Steering Group in terms of overall progress and development.

· Children and Young People’s Strategic Partnership will receive regular reports on progress and impact. 
· Project assurance will be delivered by an independent PAO.

· GONE will have an oversight role on behalf of DCSF

	4 Communication Plan (attach)

	Stakeholder analysis and communication plan to be finalised once the TYS group has been formed in accordance with guidance.


	5 Quality Plan

	· TYS must be delivered within Children’s Services and Newcastle Safeguarding Children Board standards.
· Budget and resources are limited but services within TYS and universal services to young people should operate within the quality standards above. Where services are purchased/commissioned then delivery organisations will also need to adhere to these standards.

· Statutory targets should be met. Standards for delivery organisations, where these are set out in national guidance or requirements must be met e.g. Enhanced CRB checks.

· Where national quality standards are in existence these should be met e.g. National IAG Quality Standards.

· Quality will ultimately be measured by improved outcomes for young people in vulnerable circumstances but as this project is primarily concerned with culture and practice change within services rather than the creation of a new service it is anticipated that services will monitor and adapt their own quality assurance mechanisms to reflect this. 

· Review of TYS impact on outcomes for young people from vulnerable groups to be reported quarterly to the Integrated Youth Strategy Steering Group and six monthly to the CYPSPE.

	6 Project Plan (should be updated throughout project life cycle)

	

	7 Key Risks to Project Delivery

	· Meeting the timescale of having TYS established City-wide by December 2008.
· Resistance to cultural change

· Some organisational/institutional change on retaining vulnerable young people, especially those with challenging behaviours, within universal settings to access targeted and specialist services.

· Apprehension for some organisations/institutions regarding the retention of vulnerable individuals bringing down overall performance, particularly with reference to national league tables.

· No or little additional capacity or funding to drive forward.

· Agreement from all organisations to the principle of targeted youth support within universal settings and adopting an outcome improvement approach and outcome achievement evaluation.

· Ability to engage with young people and families from some of the most vulnerable groups and improve their perception of services.

· Ability to raise the aspirations of young people and families who have chaotic or dysfunctional lifestyles to enable them to achieve their potential.
· Marrying the requirements of what must be a City-wide approach, and the delivery of some key TYS services is City-wide, to the needs of localities and neighbourhoods. 
· The communication with and buy in from elected members.

	8 Project Controls

	8.1 Change Request Process
Change Control is a standard process used to track ALL changes from the original plan.  All changes are considered at Steering Group meetings, where they are approved and actioned or rejected.  
8.2 Configuration Management
All documents developed as part of the group should be dated and given a new version number every time a change. This ensures anyone accessing the document knows if they are looking at the most up to date version or not.
8.3 Risk and Issue Escalation

If a risk or issue cannot be managed at the level within which it is identified it needs to be for consideration and resolution. When a risk or an issue requires escalation, the Project Lead should notify the Project Executive and/or Theme Project Board as soon as possible.
8.4 Progress Reporting
Reports from individual projects and workstreams to the Project Board will be via regular Traffic Light Reports completed by each Project / Workstream Manager. These reports will give a brief overview of progress, current risks and issues impacting on the project and a budget overview (if relevant).
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		Project Plan for:

		Task Ref		Task Name		Duration		Start   Date		Target End Date		Dependencies		Resource Names

		(Example) 1.0		Production of Toolkit

		1.1		Lead officers nominated for toolkit development		1 Day		14th Feb		14th Feb				Project Manager

		1.2		Key groups for consultation identified & briefed		14 Days		21st Feb		10th Mar				Project Manager, Senior Advisor 1

		1.3		Links to other policies & strategies outlined		7 Days		21st Feb		1st Mar				Senior Advisor 2

		1.4		Production of protocols to support toolkit		20 Days		2nd Mar		29th Mar		Task 1.3		Senior Advisor 2

		1.5		Draft Toolkit developed		10 Days		2nd Mar		15th Mar		Task 1.3		Project Manager, Senior Advisor 1 & 2

		1.6		Toolkit out for consultation with stakeholders		14 Days		16th Mar		4th Apr		Task 1.2		Senior Advisor 1

		1.7		Toolkit finalised		3 Days		5th Apr		7th Apr		Task 1.6		Project Manager

		1.8		Toolkit signed off		0 (Milestone)		11th Apr		11th Apr				Project Executive, Project Board

		2.0		Implementation of new protocols

		3.0		Training
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1. Communication Plan

		Programme:		CHILDREN'S SERVICES - TRANSFORMING OUTCOMES PROGRAMME

		Project Executive:		See Structure Diagram

		Project:		Reference and name (from structure diagram)

		Project Manager		Your Name

		Criteria		Levels

		Importance		LOW		MEDIUM		HIGH

		Impact on Stakeholder		LOW		MEDIUM		HIGH

		Stakeholder Group
(Who)		Importance (Power) of Stakeholder		Impact On Stakeholder		Areas of Interest
(What)		Method of Communication
(How)		Responsible Officer		Frequency
(When)		Key Dates

		THEME PROJECT BOARD		HIGH		HIGH		- Details of progress against Project Plan		- Traffic Light Reports from each Project plus verbal updates		Project Manager		Monthly

		Membership:						- Any proposed changes to schedule or scope		- Submitted to Board as required and recorded on a Change Log for approval.		Project Manager		As required

		Theme Executive						- Risks and Issues at Project Level		- Update and escalation by Project / Workstream Managers verbally or via Traffic Light Report		Workstream Managers / Project Manager		As Required / Monthly

		Theme Assurance								- Risk/Issue Logs as standard agenda item		Theme Support		Monthly

		Other Project Managers						- Record of decisions made and proposals approved		- Theme Board Minutes (to be circulated within 2 weeks of Board)		Theme Support		Monthly

		Other Senior Suppliers / Users						- Links and dependencies between projects		- Milestone/Dependency table to be discussed as required and changes made to resources as necessary		Project Manager		As required

		WORKSTREAM MANAGERS AND PROJECT TEAM		HIGH		HIGH		- Feedback from Board Meetings		- Project Managers to feedback to their Project Team within 1 week of Board		Project Manager		Monthly

										- All Projects to be represented on the Theme Board		Project Manager		M onthly

								- Any changes made impacting on their work		- Board Minutes & papers circulated to all Project Team members within 1  week of Project Board. For discussion in individual Workstream Teams.		Project Support		Monthly

										- Circulate Change Log when required		Project Support		As required

								- Key Risks and Issues at a Project/Theme level impacting on their work		- Escalation to Project Board as required via Traffic Light Report and verbal update. Logged on Risk/Issue Log.		Workstream Managers / Project Manager		Agenda Item for Project Team Meetings

								- Dependencies between projects impacting on their work		- To be monitored, managed and reported by Project Manager. Details of all links and methods of communication to be recorded in Project Comms Plan as required.		Project Manager		As required

								- Reporting Schedule		- Meeting/Reporting Schedule sent to Workstream Managers		Project Support		As identified

										- Reminders sent to Workstream Managers 1 week in advance of due date		Project Support		Bi-monthly

		All Key organisations, partners stakeholders involved in the Project.

List:

		Any other organisations, partners stakeholders iimpacted by the outcomes of the Project.

List:

		Any additional advisory roles required for the project.

List:
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2.Detailed Stakeholder Analysis

		Programme:		CIP Theme 4

		Project:		4.2 Partnerships

		Key

		C		Current Commitment

		R		Required Commitment

		Anti		Stakeholder is against the change.

		None		Stakeholder is passively negative about the change.

		Let		Stakeholder is neutral, they will allow the change to happen, but have no strong feeling for or against.

		Help		Stakeholder understands the benefits and will help facilitate the change.

		Make		Stakeholder is actively promoting the change.

		Stakeholder Group
(Who)		Anti		None		Let		Help		Make		Benefits, Changes Needed and Percived Resistance

		Programme Board

		Project Manager & Workstream Managers

		Directors
(CMT)

		Interested Members

		Executive

		All Staff (General)

		Other Organisations Involved

		General Public

		Media

		NCC Communications & Marketing Unit
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