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Targeted youth support toolkit

This toolkit sets out a flexible change process to help partners in local authority children's trusts redesign their targeted youth support provision.

Based on feedback and input from 14 local authorities participating in a one-year pathfinder project, this toolkit supports a five-stage change process. It will help children's trusts to uncover and anaylse the needs of young people and their families, and identify strengths and weaknesses in service provision. In the long term it will help develop and deliver sustainable improvement.

Click for an overview of the change process or use the following links to go straight to each stage and access the activities and supporting tools. The activities and tools that support the process can be used in isolation, but the change process is far more powerful when followed sequentially.

1. Mobilise 

2. Discover 

3. Deepen 

4. Develop 

5. Deliver 

The aims are to: 

· Improve outcomes for young people 

· Improve service experience for young people 

· Get better value for money and improve service efficiency 

Improved outcomes for young people are assessed by annual performance assessments and joint area review inspection frameworks, all of which are reflected in national PSA targets and embedded in local area agreements.

The following pages have further information and resources on targeted youth support and the pathfinder project:

· What is targeted youth support? 
An introduction to targeted youth support and how it fits within the wider Every Child Matters agenda

· Targeted youth support pathfinder 
Describes the pathfinder project and provides the scopes chosen by the 14 pathfinders as well as critical questions that have been identified

· Case studies 
Supporting case studies, which include both pathfinders' experiences of the change process and general good practice for targeted youth support

· Additional resources 
A range of further resources, prompted by the pathfinder project, relevant to the redesign and implementation of TYS 

What is targeted youth support?

All young people require access to high-quality universal services, but young people at risk of poor outcomes (young people with additional needs) require extra targeted support from services.

As these young people's needs are not met by mainstream or specialist services in isolation, and as they often do not meet eligibility criteria for statutory services, they frequently do not get the balance of support and challenge they need.  

They often have multiple issues and needs, including: disruptive or anti-social behaviour; parental conflict and/or lack of parental support; involvement in or risk of offending; poor attendance or exclusion from school; experiencing bullying; special educational needs; disabilities; disengagement from education, training or employment post-16; poor nutrition; ill-health; substance misuse; anxiety or depression; housing issues; pregnancy and parenthood.

To ensure these young people get the support they need, the green paper Youth Matters set out a vision that, by April 2008, every young person at risk of not achieving the five Every Child Matters outcomes should be able to access the following TYS from their local children's trust:

· A single point of contact to support and challenge - a lead professional

· A support package that draws on mainstream and specialist services of sufficient quality and quantity 

· A single route of referral to extra support from different agencies as soon as risks emerge

· Help to access support earlier on 

· Support to live in a stronger family environment 

TYS is delivered collaboratively through a range of services, including: education welfare, behaviour support, Connexions, youth services, social services, drugs and alcohol, sexual health, mental health, housing support, school nurses, youth offending services; and through Positive Activities for Young People, the Young People's Development Programme, Positive Futures, youth inclusion programmes, and the Teenage Pregnancy Strategy.

How does TYS relate to the rest of the Every Child Matters: Change for Children programme?

Youth Matters has the same overall aim as the 14-19 education and skills white paper and subsequent implementation plan, the Better Schools white paper and the white paper on further education. These reforms are mutually reinforcing.

These proposals, which help schools and colleges strengthen their quality of education and training, are boosted by curriculum and qualifications reforms which engage and challenge more young people, raising participation and achievement.

In turn, these reforms are supported by improvements to advice and guidance, helping more young people choose courses which meet their needs and aspirations, and by improvements in youth services which enable more young people to undertake wider activities and overcome barriers to their achievement.

Each of these reforms is valuable in its own right. In combination they are an immensely powerful force to better meet the needs of young people.

Targeted youth support: overview of the change process

The redesign of targeted youth support (TYS) is, in effect, Every Child Matters for at-risk young people, so it builds on work local partners are already doing to develop more personalised and effective TYS.

Most local authorities and schools are already familiar with the remodelling change process through TDA Development (formerly National Remodelling Team) programmes that support the implementation of the national agreement and the development of extended schools. The TYS pathfinder project has adapted this process and based it around partners in local authority area children's trusts, young people, their parents and their communities, in a way that:

· Keeps a focus throughout on service users and improving their outcomes

· Is inclusive, valuing the input of staff and stakeholders, young people, parents and communities in creating and implementing plans for tailored change in an atmosphere of consensus

· Identifies where change is necessary

· Provides a flexible step-by-step framework. Wherever you are in delivering this agenda for young people, the toolkit can help

· Builds upon existing good practice and children's trust planning

· Takes account of the emotional, political and rational factors of change

· Ensures equal opportunity for all during the implementation process 

The TYS change process is flexible. Other initiatives for young people such as core Every Child Matters polices like the Common Assessment Framework, the lead professional role, Sure Start children's centres, extended schools, multi-agency teams and joint planning and commissioning can and should be integrated into it. People with responsibility for these other initiatives should, when appropriate, be included in TYS senior management teams.

While many of the activities and tools in this toolkit can be used in isolation, the process is far more powerful when implemented sequentially through the five stages:

1. Mobilise stakeholders and agree the local change programme 

2. Discover and assess the current situation 

3. Deepen understanding of the current situation through the experiences of young people and their families 

4. Develop future service models and how to get there 

5. Deliver the service model 

Local teams will have experience and skills that they may choose to use in addition to the activities and tools provided, to help deliver their change process objectives.

As you move through the change process, it is helpful to be aware that teams typically follow an emotional change curve, affecting levels of motivation and confidence.

There is a often a temptation to look for solutions quickly without following the change process. But this should be avoided, since pathfinders have reported many instances when the process revealed that assumptions were not comprehensive or accurate. Accuracy is vital if effective solutions tailored to meet specific needs are to be developed. 

While there is no set timescale for the initial run-through of the change process, it is typically run over a period of six months to a year and continues to be run into the long term to resolve new issues as they appear.

What you see here, in June 2006, is the first stage of the toolkit's development, outlining how to develop the change process and unpick the truth about current needs and service provision. The content will grow as the pathfinders continue to September 2006.
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