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CUMBRIA YOUTH OFFENDING SERVICE 
STRATEGIC PLAN: 2011-12
SETTING THE SCENE
	Manager: Deborah Royston, Cumbria YOS County Manager

	The Principle aims of the Youth Offending Service are to prevent offending and reoffending by young people.
Our Vision
To reduce youth crime,  its impact on the community and in doing so contribute to developing the potential of young people in Cumbria.

We will achieve our vision by:

· Working in partnership with statutory and third sector organisations to provide a coherent and effective response to youth crime, and, improve outcomes and future life chances for young people.
· Adopting a restorative approach wherever possible and helping young people to understand the consequences of their behaviour
· Ensuring that we have a competent and committed workforce

· Placing the prevention and reduction of youth crime at the heart of all resource decisions made

· Providing a quality service which is effective, efficient and value for money

· Engaging with and listening to the voice of children, young people, their families, and victims in shaping our services

Cumbria Youth Offending Service (CYOS) is a partnership, created by the Crime and Disorder Act 1998, and made up of a range of statutory and other key partners. The County Council, under the auspices of the Crime and Disorder Act 1998 are responsible for establishing and maintaining a Youth Offending Service in the county in partnership with core agencies (Police, Probation and Health). As such the YOS’ Strategic Plan needs to be informed by the priorities of a range of services, and in particular, the County Council’s. 

The key priorities of the County Council are stated as :
· Challenging poverty in all its forms

· Ensuring that the most vulnerable people in our communities receive the support they need

· Improving the chances in life of the most disadvantaged in Cumbria 
In particular the Council’s aspiration for children and young people in the county is stated as:
“We want Cumbria to be a great place to be a child and grow up in; a place of opportunity where young people are able to live happy and productive lives; a place where young people will want to live and work in the future”

Additionally, the strategic priorities detailed in the delivery plan for the county’s Criminal Justice Board are:

· … focussing on innovative ways to prevent offending and support initiatives designed to reduce reoffending. 

· … make best use of nationally recognised tools to produce more efficient systems and processes, designed to strip out wasteful practices in all of our organisations and provide a better service to the public.

· …continue to give careful consideration to Victims needs in designing and agreeing new systems and processes to support these outcomes”.

Therefore in setting the YOS priorities for 2011-12 we have decided to retain the key focus form 2010-11, as the priorities remain highly relevant for the work of the YOS and its partners. 
Alongside the overarching priority to prevent Youth Crime (through reduction of the onset of offending as well as re-offending) the priorities for 2011-12  will be:
(1) Supporting vulnerable groups of young people to achieve their full potential, through increasing the engagement by young people who offend in suitable education, employment, and training (EET); reducing the use of custody: and, reducing the misuse of substances (especially alcohol) through supporting young people to make healthy choices in their lifestyles
(2) Work with Families and Carers to support young people to make better life choices, through increasing the support offered to parents and carers of those young people subject to YOS supervision
(3) Increase Public Confidence in CJS,  through increasing the use of Restorative Interventions, and,  increasing the number of positive Victim satisfaction questionnaires received
Context
The Youth Offending Service works primarily with children and young people age 10-17 yrs although some of our prevention programmes will take referrals from those aged 8 years upwards, and some Court orders require us to supervise young people after they have reached their 18th birthday. In Cumbria there are approximately just under 50,000 10-17 year olds living in the county. During 2010-11, just over 1,300 were involved in criminal activity; this represents approximately 2.5% of the youth population. Alongside this, of those who have been involved in offending, 35 young people (less than 0.01% of the population) committed crimes so serious that they were sentenced to a custodial sentence. The reoffending data that we collect shows positive performance against the targets that we have been set. Additionally, there were 40% less young people entering the criminal justice system for the first time in 2010-11, compared to 2009-10.
The YOS works closely with a range of other agencies, seeing this as a key method of ensuring that our priorities and objectives are closely aligned with those of the key strategic partnerships in the county as well as ensuring the most effective use of resources.

As a statutory ‘relevant’ partner within the Children’s Trust partnership the Trust’s Partnership Board is fully aware of its role in preventing youth crime and reoffending. The YOS has a key role to play in making the link between criminal justice and social welfare systems.

Similarly, in respect of the Criminal Justice Board, and the Safer and Stronger Thematic Partnership in Cumbria, the YOS is a key partner and works closely with other CJS and community partners to support the reduction of crime in the county. In turn this improves victim satisfaction, and works towards supporting a more effective, transparent and responsive criminal justice service for victims and the public. 

Governance and leadership

The leadership, composition and role of the management board are critical to the effective delivery of local youth justice services. The YOS Management Board is made up of senior management representatives form both statutory and other key partners. Board Members are:

· Assistant Director, Children Services, Children & Families  (Chair)
· Assistant Director, Children Services, Strategy & Commissioning
· Assistant Chief Police Officer
· Chief Executive of Connexions Cumbria
· Service Manager; Children and Young Peoples Service, Cumbria Partnership NHS Foundation Trust
· Head of Local Delivery Unit – Cumbria Probation Trust

· Deputy Justices Clerk –HMCS

The YOS Management Board meets quarterly and receives reports form the YOS to facilitate scrutiny and discussion around key service delivery and performance areas. The Board is directly responsible for:

· delivering the principal aim of reducing offending and reoffending

· strategic performance oversight

· ensuring the effective delivery of justice services for children and young people.

· accountability and representation of youth justice issues within the local authority

· ensuring that children and young people involved in the youth justice system have access to universal and specialist services delivered by partners and other key agencies for

· ensuring local authorities discharge their duties under the Children Act 1989, in particular those in Schedule 2, paragraph 7, to:

· discourage children and young people within their area from committing offences

· take reasonable steps designed to reduce the need to bring criminal proceedings against children and young people in their area

· avoid the need for children within their area to be placed in secure accommodation.

· Partnership arrangements to ensure effective work across  services to improve outcomes for young people 
We have four locations; three of these are operational teams, and one accommodates staff who have a county remit. The Operational teams are based in Carlisle, Maryport, and Barrow in Furness. Each cover two district council areas.
The Operational Teams are made up of a number of directly employed staff and seconded staff. Each Operational team has seconded staff in them in line with the Crime and Disorder Act requirements and national guidance i.e:
· Probation Officer

· Social Worker(s)

· Education Representative

· Health (CAMHS) practitioner

· Police Officer

Alongside this there is a range of other specialist staff employed directly to the YOS and we commission a range of services from third sector partners.

The overall budget for the YOS in 2011-12 is £2.2m This is made up of a direct grant from the national Youth Justice Board/ Ministry of Justice (£1.13m), and a pooled budget from our statutory partners:
Cumbria County Council (Children’ Services):£650,000
Cumbria Constabulary: £155,669

Cumbria Probation Trust: £136,961

Cumbria PCT: £145,255

(The pooled budget is via cash, in-kind, and staffing contributions)
The YOS has made efficiency savings in 2010-11 through improved financial management and budget control which enabled us to identify areas for savings. Similarly we have had review a range of services this year to ensure that we deliver effective services against a budget that has, for the first time, significantly reduced as a result of the national economic climate and Comprehensive Spending review decisions. The 2011-12 budget has reduced by 22% compared to 2010-11.
The effective and efficient use of resources is also dependent on effective commissioning arrangements. Effective commissioning means ensuring the right services and the right people are in the right place at the right time for children and young people. The YOS directly commissions a number of services from the 3rd sector (e.g. to deliver Integrated resettlement, Intensive Supervision, Prevention, etc). 
In terms of the impact of the cuts, this will very likely impact on services to children and young people. Whilst statutory court orders will continue to be supervised and managed, the levels of general support and effectiveness of wider interventions with young people on those orders will be affected. Services provided in terms of prevention, engagement in education, training and employment, and, substance misuse will be reduced as these are not statutory requirements. These are all, however vital elements to enhancing services to “wrap around” statutory work.

It is notable that due to the reductions in First Time Entrants, and, in reoffending, the “workload” of statutory interventions has reduced over the 12 to 18 months (approximately 5% reduction in Final Warning, 8% reduction in YOS supervised Court orders, and overall 13% drop in Court sentences) this is not at the same level as the reduced resourcing to the YOS from 2011-12 onwards. The YOS is committed to working with partners both in the statutory and voluntary sector to ensure all opportunities for more effective and efficient service delivery models are reviewed and implemented where possible.


2. Where are we now?

	How did your team perform in 2010/11? 

	Key Objectives 

Reduce Youth Crime:
· Implementing the new “Yot Solutions” interventions

· Improving Assessment and Planning skills

· Increasing intervention that address alcohol misuse


	Performance and any issues

· Both First Time Entrants and Re-offending have reduced (at least) in line with set targets. However, whilst crime levels have fallen across the majority of the county, there have also been a number of serious crimes committed by young people with little previous history of offending. We need to review these cases and respond to any lessons that can be learnt from them

· Improved the QA and development processes in relation to Assessment and Planning skills. Further development is still needed though in addressing the consistency of assessment and planning processes across the county

· Delivered additional training in respect of working with young people who misuse substances, particularly addressing issues around alcohol misuse. There is however still a large number of young people referred to YOS where alcohol has played a key role in their crimes. 

	Support Vulnerable groups of young people to achieve their potential:

· Work with partners to increase sustainable EET opportunities for clients

· Continue to develop “lead professional” and multi agency support for more those with more complex needs

· Support and Develop young people’s emotional resilience, and links to Children’s Trust Social Inclusion strategy


	· Whilst new initiatives have seen individual examples of very positive outcomes for children and young people in respect of EET, we do still have a high proportion of NEET in the county 

· Work has continued to develop integrated working in relation to CAF and Lead professional roles

· We have worked closely with Health colleagues to review and develop the role of the CAMHS practitioner in the teams, although further developments are still required to ensure this is integrated effectively into the wider health services.

	Work with Families and Carers to support young people to make better life choices:

· Developing staff skills and confidence in working with families

· Continue to work closely with FIPs

· Work closely with other providers to jointly deliver interventions
	· We have continued to work closely other partners to address the support needs of families and have had some staff develop specifically working in this area to develop their skills further

· YOS worked closely with the development and implementation of FIPs and played a key role in the resultant governance arrangements

	Increase Public Confidence in the CJS:

· Continue to Develop Restorative Interventions

· Maintain high levels of victim satisfaction


	· As a key member of the Reducing Reoffending group, the YOS has worked with partners to promote the need for services that support families such as the FIP to become involved in the developing Integrated Offender Management agenda

· The use of Restorative Interventions has been greatly increased both pre Court and post sentence

· We continue to have very positive feedback from victims in respect of the work we have

·  undertaken, although the numbers of Feedback form from victims has decreased which needs to be addressed


	Indicator
	National or Local Target
	2010 /11 Target
	2010-11 Actual
	Our Performance against target
	Performance Against national Benchmarks**

	Reduction in First Time Entrants
	National
	10% 
	40%
	Very Strong
	Very Strong

	Reduction in rate of reoffending**
	National
	10% reduction 
	45.5%
	Very Strong
	Strong

	Custody
	National
	5%


	3%
	Very Strong
	Very strong

	ETE (School aged)


	National
	90%


	66.5%
	Poor
	Poor

	ETE (Leavers)


	National
	90%
	60.9%
	Poor
	Poor

	Parenting Interventions
	Local
	20%
	10.2%
	Poor
	poor

	Access to acute CAMHS services
	Local
	95%


	100%
	Very Strong
	N/a

	Access to non-acute CAMHS services
	Local
	95%
	97.4%
	Very Strong
	N/a

	Restorative Justice


	Local
	25%
	33.7%
	Very Strong
	N/a

	Victim Satisfaction
	Local
	95%
	93.3%
	Moderate
	v/a


*Based on 9mth rate as this is always published 3mths in arrears (9mth rate will be used for final plan, and available from the end of July 2011)

** Full year 2010-11 Benchmarking data to be added once published by YJB/MOJ for 2010-11 (in late June)

3. Where do we need to be?

SWOT analysis
	Strengths:

· Well established partnership

· Good performance in the 3 National Measures
· Operates within budget

· Unique Selling Point i.e. Brings together Criminal Justice and Welfare

· Statutory organisation not just an informal “partnership”
· Feedback from clients is positive

· Court credibility

· Improvements in risk management and safeguarding procedures within YOS
· Increased alignment of our work with Children’s Services

· Increasing clarity of roles for secondees
· Restorative work in schools

· High level commitment from Senior Officers linked to Police agendas.

· Working in partnership with agencies to focus less on pure enforcement agenda and recognise benefits of early intervention

· Problem solving among partner agencies 

· YOS provides strategic forum for Managers to discus issues regarding disengaged and often vulnerable youth/young people.


	Weaknesses:

· ETE engagement for hardest to reach young people
· Performance relating to suitable education or training – often these are already long term issues for young people referred to YOS
· Sometimes having a low profile to other agencies / lack of understanding about key priorities for YOS
· Need to improve links from strategy/governance to operations
· Need to improve evidence and delivery of parenting support and interventions
· Seconded staff not maintaining focus/specialism of their core role


	Opportunities:

· ‘Green Paper’ Prevention

· Continued increased emphasis from reactive to preventative

· Review of costs

· Review of responsibilities

· Working “Smarter”
· Losing a target driven culture

· Local issues

· Change length of secondment/ utilise staff “base” approach instead
· Increased partnership working opportunities across range of agencies
	Threats:

· Cultural barriers to the significant changes

· Reductions in resources
· Not evidencing that we provide value for money
· Youth Crime reductions not being priority in other agency prevention work
· Not “selling” / having clarity about our “core offer”/priorities
· Other services delivering instead of YOS as a result of above (e.g. payment by results initiatives such as seen in Probation)
· Issues “falling through the net” in relation to change in Education Welfare roles and the YOS Education representative 
· “Gap” between end of Education Maintenance Allowance and introduction of new bursary system especially impact on the most vulnerable and disadvantaged groups
· Ensuring the balance of  targeting resources between high level/high risk court ordered interventions and the needs of young people on “entry level” orders


4. How will we get there? 
In line with the County Council’s Aspiration for its Children & Young People:

WE WANT CUMBRIA TO BE A GREAT PLACE TO BE A CHILD AND GROW UP IN; A PLACE OF OPPORTUNITY WHERE YOUNG PEOPLE ARE ABLE TO LIVE HAPPY AND PRODUCTIVE LIVES; A PLACE WHERE YOUNG PEOPLE WILL WANT TO LIVE AND WORK IN THE FUTURE

	CUMBRIA COUNTY COUNCIL PRIORITIES
	Challenging poverty in all its forms


	Ensuring that the most vulnerable people in our communities receive the support they need


	Improving the chances in life of the most disadvantaged in Cumbria


	CRIMINAL JUSTICE BOARD PRIORITES
	To make best use of nationally recognised tools to produce more efficient systems and processes, designed to strip out wasteful practices in all of our organisations and provide a better service to the public.
	To continue to give careful consideration to Victims needs in designing and agreeing new systems and processes to support these outcomes”.


	To focus on innovative ways to prevent offending and support initiatives designed to reduce reoffending.



	CHILDRENS SERVICES

DIRECTORATE PRIORITIES
	TARGETING RESOURCES TO SUPPORT THE MOST VULNERABLE, AND KEEPING CHILDREN AND YOUNG PEOPLE SAFE
	MAXIMISING OPPORTUNITIES AND RAISING ASPIRATIONS
	STRENGTHENING SERVICES AND IMPROVING PARTNERSHIPS

	Youth Offending Service PRIORITY WORK AREAS FOR 2011/12

Key Actions

	Work with Families and Carers to support young people to 
make better life choices
	Supporting vulnerable groups of young people to achieve their full potential
	Increase Public Confidence in CJS


	
	· Work with wider Children’s Services to ensure effective links are developed within their new structures e.g. new delivery methods such as Triage and Early Intervention services 
· Develop services to support the most hard to reach families where young people are at risk of custody or care


	· Develop further work to increase take up / engagement in EET

· Review and refresh Assessment and Planning in the Service in line with the national review by MoJ/YJB
· Further integration of Restorative interventions across the range of services

· Work closely with partners to continue to develop Integrated Offender management, with particular reference to the transition needs of 17-18 year old persistent offenders


	· Improved analysis of crime types/patterns to ensure resources are effectively targeted 

· Work with partners to develop Neighbourhood Justice Panels




Performance Indicators 2011-12
	 
	10/11 Benchmark
	2011-12 Target

	National Measures

	Number of 1st time Entrants
	40%
	Nationally Decided / TBC

	Secure Estate; Sentenced
	3%
	Nationally Decided / TBC

	Reoffending Rates
	tbc
	Nationally Decided /  TBC

	Local Indicators 

	Service User Feedback        
	 
	 

	Victims
	18.0%
	50%

	Young people
	n/a
	90%

	Parenting Interventions
	10%
	20%

	Overall Education Training & Employment
	 
	75%

	ETE (school age)
	67%
	75%

	ETE (Leavers)
	61%
	75%

	Use of Restorative Justice    
	 
	 

	At Final warnings & Referral orders
	34%
	25%

	At Community Orders
	n/a
	25%

	At Custody
	n/a
	25%

	Substance misuse Issues ( for monitoring)
	 
	 

	Referral Orders & Final Warnings
	18%
	Less is better

	Community orders
	58%
	Less is better

	Where alcohol primary factor
	 
	 

	Referral orders & Final Warnings
	70%
	Less is better

	Community orders
	76%
	Less


Risk analysis

To be completed for final draft
	Risk identified 
	Risk Rating
	Action to overcome this risk
	Lead Manager*
	Deadline
	Success criteria

	Will need to ensure the responses to budgets cuts do not leave statutory services compromised and that quality standards are maintained
	
	
	
	
	

	The significant reduction in resources for 2011-12 onwards leads to a singular focus on statutory work
	
	
	
	
	

	Early indications in 2011-12 that the trend in reduction of reoffending is reversing, with a potential poor direction of travel
	
	
	
	
	

	Changes in YOS structure leaves skills and knowledge gaps in key areas 
	
	
	
	
	


KEY

	Likelihood
	6
	
	
	
	

	
	5
	
	
	
	

	
	4
	
	
	
	

	
	3
	
	
	
	

	
	2
	
	
	
	

	
	1
	
	
	
	

	
	
	1
	2
	3
	4

	
	
	Impact


Impact

1  =
Negligible

2  =
Marginal

3  =
Significant

4  = 
Critical

Likelihood

1 = 
Almost Impossible

2 = 
Very Low

3  =
Low

4  =
High



5  =
Very High

6 = 
Significant




Scoring Range = 1 - 24
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