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Youth Justice Plan 2011-12

Resourcing and value for money

The financial year 2011-12 provides significant challenges for all public service organisations and the Bradford Youth Offending Team is no exception. Bradford Council is required to make savings of £56m in the financial year  In addition the YJB has reduced its grant to the YOT by 17% and probation and police are also needing to make savings which have impacted upon the YOT. This has all had significant planning and financial implications.

However, these budget reductions, although not confirmed in any detail until the last few weeks have been predicted for the last 12 months and the YOT has been able to introduce a number of measures to reduce expenditure. This includes moving all staff into Bank House and closing Shipley and Barkerend Road bases with a consequent reduction in administration and running costs. A council recruitment freeze has been in place which has meant staff who have left have not been replaced and management posts have been cut through voluntary redundancy. All commissioned services have been reviewed, will be subject to a rigorous recommissioning process advised by the commissioning officers for Children’s Services and will focus upon key provision. 

The council budget has been finalised with priority being given to vulnerable groups which include children and young people who offend or are at risk of offending. This means that the YOT budget from the council will be subject to efficiency savings but otherwise will not be significantly reduced. This includes the Early Intervention Grant which will enable the YOT to continue some of its prevention activities.

The YOT is proposing to restructure its service delivery to seek further gains in efficiency. The existing structure is based upon team function, with specific teams for prevention and final warning, presentence and court work, referral orders, YROs, ISS and intensive and custody. It is proposed to move to a geographical split in accordance with the two police divisions and to merge the functions of the teams. This will promote efficiency savings by avoiding duplication of activity within the same family by workers from different teams. It will also reduce the difficulties associated with the transition from one order and case manager to another order and different case manager. The proposed new structure will be:

Crime Prevention and final warning team (Bradford wide)

Pre sentence and court team (Bradford wide)

2 x Referral order and YRO teams (Bradford South) and (Bradford North and Airedale)

Intensive and custody team (Bradford wide)

Intervention Team (Bradford wide)

Of particular note here is the alignment of resourcing to the intensive and custody cases. This recognises that the two groups share very similar properties and allows resources to be targeted more accurately at those of the greatest risk of reoffending or harm to others. 

The proposal is currently subject to consultation with Human Resources and the unions

The budget reductions do mean that the YOT will not be able to commission the same level of programme activity from partners and the voluntary sector which has previously been a feature of the Bradford YOT. A rigorous commissioning process will ensure that activity bought in will continue to provide value for money and meet the diverse needs of the Bradford population.

The YOT will continue to be alert to opportunities of additional external funding and is contributing to council and partner activity in relation to Total Place and Bradford’s designation as a Community Based Budget prototype. It is a partner in the West Yorkshire Resettlement Consortium, a YJB initiative to promote activity in relation to young people  leaving custody. The YOT is also leading the West Yorkshire YOTs Payment by Result Pathfinder to reduce custody and prepare the way for the local authorities to finance custodial placements.

The YOT will continue to have to respond to the economic situation and this will dominate planning activity but it is hoped that core activity will be maintained with no deterioration in offending rates or outcomes for young people.

YOT Budget 2011-12

	Social Care
	1,166,400

	Probation
	203,514

	Education
	60,000

	Police
	83,599

	Health
	114,083

	YJB
	1,506,371

	Early Intervention Grant
	225,000

	
	£3,358,967


Structures and Governance

The Bradford Youth Justice Board is chaired by the Director of Children’s Services and the YOT Manager is directly reportable to Assistant Director Children’s Specialist Services. All relevant agencies are represented at a senior level and provide strong guidance and support to the YOT. There is a clear and pervasive sense of corporate responsibility for improving outcomes for young people, increasing their contribution to society and reducing their offending.

Bradford has agreed to retain its Children’s Trust arrangements and the YOT Manager is a member of the Children Trust Board.

The YOT Manager is a member of the Safer and Stronger Communities Partnership Board and the Reducing Reoffending Strategic Group responsible for the activity of the Offender Management Unit.

The Bradford Youth Justice Board meets quarterly and receives comprehensive reports on the activity of the YOT including performance. A subgroup of the board is tasked with reviewing all serious incident reports and subsequent actions. The Board also receives updates on progress against strategic priorities, serious incident or serious case review action plans and inspection action plans. 

The Board oversees the structural arrangements of the specialist services within the YOT and receives regular reports on relevant issues. Access to specialist services is largely through mainstreaming arrangements which the YOT consider give added value when compared to more conventional arrangements. Whilst all the statutory agencies are represented in the YOT there are formal arrangements in place giving access to specialist and universal services. For example the education representation and arrangements allow the YOT direct access to the Behaviour and Attendance Collaboratives, Pupil Referral Units, education advisors etc. There are YOT nurses in post but, in addition, a virtual team has been created to allow direct access to CAMHS, primary care, substance misuse agencies etc

The duties of the YOT police officers have been realigned in accordance with the recent ACPO guidance and work directly with the Bradford Offender Management Unit.

Partnership Arrangements

As outlined above the YOT effectively represented strategically in both the criminal justice and children’s services arena

The YOT has developed a range of partnership arrangements which both maximise access to universal services but also timely intervention and advice from specialist services. These are captured in existing SLAs or are about to be developed

YOT nurses are seconded into the YOT from the PCT and are able to link into their own primary care services. The YOT nurses work closely with a CAMHS nurse and a consultant psychiatrist whose caseloads are YOT focussed. The consultant is a specialist in dual diagnosis. The CAMHS staff will see a young person immediately if there is an emergency. There is also an immediate referral route to the Drug and Alcohol team from Social Care which comes into the YOT to provide both education and 1 to 1 support. All the health and substance misuse agencies meet weekly to discuss referrals and direct to the most appropriate treatment and support agency

Referrals to the YOT nurses are made through a well established pathway incorporating Sqifa and Sifa if appropriate

The YOT Education Officer acts as a conduit to Bradford Education Behaviour Improvement Officers who in turn have responsibilities to the Behaviour and Attendance Collaboratives. This ensures that every child with an educational issue can be discussed with a view to supporting and maintaining a mainstream school placement or alternatively seeking special school or PRU placement. A monthly meeting between YOT and Education Bradford is held at strategic level which focuses on those who are not accessing appropriate education facilities. 

In addition Bradford Education has established a virtual PRU, More4U, comprising a range of community providers for those unlikely to return to mainstream schooling. The PRU head or deputy meets weekly with YOT staff to consider arrangements for young people. The YOT Manager is a member of the governing board of the PRU

A protocol is in place with Foundation Housing to ensure timely and appropriate access to accommodation for young people. The YOT has access to 8 flats all supported by workers from Foundation Housing.

Foundation Housing has a presence in the YOT and the YOT is represented on the Supporting People Strategic Group

A protocol is in place with Social Care Independent Living Team to ensure that statutory requirements in relation to Sec.17 and Sec.20 are upheld with respect to young people leaving custody  
There is a long established relationship between the YOT and Integrated Youth Services which resulted in the formation of the Young Peoples Support Unit. This provides a simple referral route into universal services for those identified as needing targeted support.

The YOT Manager is a member of the Children’s Trust Board and the Safer and Stronger Communities Partnership Board. The Youth Justice Plan and the activities of the YOT are aligned with the Children and Young Peoples Plan and the Community Safety Plan.

Risks to Future Delivery

Bradford Council has been required to make savings of £56m in this coming financial year. However, priority has been given to vulnerable groups which includes children and young people who offend or are at risk of offending. The YOT is required to make efficiency savings but otherwise the contribution from the council has been protected. 

The financial situation remains precarious with the possibility of further efficiency savings being required. The grant from the Youth Justice Board has been reduced by 17% with an expectation that all services will continue to be delivered to previous levels. To some extent these reductions have been predicted and cost saving measures adopted as outlined in the Resources section. YOT planning will address the financial restrictions, but these must remain as the biggest risk to future delivery.

As part of the strategic response to the financial situation the council has embarked upon a ‘Changing our Council’ programme which is exploring radical new ways to deliver council services. In the YOT this has impacted particularly upon ‘non frontline’ staff whose numbers have been reduced and new directives have been issued on the span of managerial control and layers of accountability which has reduced the capacity of the management team.

This will be particularly noticeable in relation to the administration of, retrieval from and interrogation of YOIS. Steps have been taken to address this with the Transformation section of Children’s Services who have agreed to assume some responsibility for these functions. Unfortunately the position has not helped by a proposed reduction in their staffing which will reduce their capacity to deliver on this.

Later this year the service is due to update to the ChildView information system. A project plan for this is being drawn up with ICT and transformation services but this may be subject to similar concerns in relation to capacity as those outlined above.

Paul O’Hara
YOT Manager

21 June 2011
Approved by Bradford and District Youth Justice Board


         21 June 2011
Performance against National Indicators

NI.19 Reoffending

January - March 10 cohort reoffending after 9 months. 

264 offenders committed 236 offences after 9 months giving a rate of reoffending of 0.89 offences per member of the cohort.

This compares with the figure of 0.75 after 9 months 09-10 and gives rise to concern that further reductions in reoffending may be difficult given the changing nature of the cohort being measured. The number in the cohort fell from 402 in January-March 09 to 264 this year with the biggest fall being in the pre court population (183 to 108), which is the target group of NI.111 Reduction in First Time Entrants. The cohort therefore comprises a reducing proportion of those least likely to reoffend. 

It should be noted that although the rate of offending increased from 0.75 to 0.89 the number of offenders this represents fell from 120 in Q3 2009-10 to 91 Q2 2010-11 and the number of offences fell from 305 to 236. Thus, although the rate has increased this year, the number of offences and the number of offenders has fallen significantly

Comparative information for the Yorkshire region for reoffending after 6 months also shows an increase from 0.65 to 0.75 (Bradford increased from 0.60 to 0.75) 

NI.111 First Time Entrants

This indicator has now passed to the Ministry of Justice following the abolition of the DCSF although the methodology remains unaltered. Information is extracted annually from the police national computer system, and then new entrants expressed as a rate per 100,000 of the 10 – 17 population. The target for the year 2009-10 is a rate of 1850 per 100,000 and for 2010-11 0f 1790 per 100,000

The Ministry of Justice has now published the results for 2009-10 which gives a rate of 1080. This is comfortably within target of 1850 and also below the national average of 1160 and the regional average of 1250.

In order to effectively track progress against this indicator proxy accumulative quarterly targets were established for 2010 -11 to give the maximum absolute accumulative numbers of FTE required to come in below the Ministry of Justice target rate of 1790 (number of FTE divided by 10 – 17 population 54,826 x 100,000).

The cumulative figure for the year April10 – March 11 is 376 and is comfortably within the target of 980. 

The YOT proxy figure for 2009-10 was 513 indicating that improvement has been continuous.

In 2006-7 the figure was 1323. This means that over the last year 947 young people were prevented from entering the criminal justice system compared to 2006-7, a reduction of 71.6%
NI.43 Custody

This continues to be a challenging indicator. The return for the year 2010-11 is 89 custody sentences out of 970 disposals or 9.2%

This compares to the 09-10 return of 82 custody sentences out of 1094 disposals or 7.5%. Thus there is a small increase in numbers sentenced to custody but more importantly there is a fall in the court population of over 11% almost entirely accounted for by the reduction in new entrants.

The target agreed with the Regional Youth Justice Board is to maintain above average performance. The family average for last year was 6.7%

NI.45  Education Employment and Training

The return for the year is 409 in ETE out of 609 = 67.2%. This compares unfavourably with the 09-10 return of 69.1% and 69% of the Yorkshire average and perhaps reflects the difficult economic situation. Having said that the district is continuing to reduce levels of NEET through an increasing number of young people going into learning. The concern might be that the YOT population is likely to be the most resistant to increasing learning opportunities

The target agreed last year with the Regional Youth Justice Board was to reach the then current family level of 67% by 2011. This target has therefore been achieved.

NI.44 Ethnicity

This indicator is reported upon annually (last years figures in brackets).  It shows that no section of the BMI population is significantly over represented (+2.5%)

	10-17 offending population

10-17 general population

Difference

White

66.3%  (71.8%)

67.7%

-1.4% (4.1%)   

Asian/British

25.8%  (21.6%)

27.0%

-1.2% (-5.4%)

Mixed

5.7% (3.9%)     

3.4%

2.3%  (0.5%)

Black/British

2.2% (2.7%)

1.2%

1.0%  (1.0%)  


	
	


Key Achievements 2010-11

· Inspection October 2010

· Safeguarding work Good (moderate improvement required)
65%
· Risk of Harm to others work Good (moderate improvement required)
66%
· Reoffending work Excellent (minimum improvement required)   80%

· 88% of 121 young people who gave their views as part of the YOT inspection said they were less likely to reoffend


· Reduction in number of offenders and number of offences.

· Reduction in number of young people entering the criminal justice system for the first time.

· Koestler Trust national awards for artwork by offenders

· Bradford YOT Showcase 5 won U.18 Special Award

· Knockout – NACRO and Inspiration Gallery won U.18 Special Award.

· Hip Hop Rap Grime, a knife crime rap, won a Platinum Award

· Bradford YOT with Justart won a Commended Award with George the Duck  

· 89% of Magistrates rated the work of the YOT as Excellent / Good

· Two awards ceremonies celebrated the educational success of over 80 young people

· Volunteers award ceremony recognised the contribution to the YOT of 35 volunteers

Priority Areas for 2011-12

· Financial Management. 

The YOT has taken a number of measures over the last 12 months or so in advance of predicted budget reductions. However, it is likely that further savings will be required. In recognition of this there will be significant changes to the YOT structure with the introduction of geographically based teams and the merging of functions. This will reduce the difficulties associated with the transition from one team to another and promote more efficient ways of working.

· Improve engagement to reduce need for breach action

The YOT is concerned at the number of young people who are sentenced to custody following persistent breach of their orders. The YOT is also aware that reoffending is the most difficult to influence amongst those on community orders. Improving the engagement of those most likely to breach will reduce custody and reduce levels of reoffending

· Reduce use of custody for those sentenced and on remand.

The YOT is leading the West Yorkshire consortium Payment by Result Custody Pathfinder. The merger of the Intensive and custody teams will focus YOT resources on those most at risk of custodial remands and sentences. This will reduce the use of custody as a prelude to the costs of custody transferring to the local authority.  The YOT will support with Children’s Services the new West Yorkshire Custody Resettlement Consortia supported by the YJB.
· Implement Inspection Action Plan

The YOT will continue to implement the inspection action plan. Considerable attention has already been given to the format and function of risk of harm and vulnerability management plans. The plans will be shared with other relevant agencies and preparation is underway to facilitate this. The management team has agreed the expectations of the quality assurance process 

· Serious Case Review Action Plan

The recommendations of the Serious Case Review on child J have been implemented and will continue to be monitored to ensure practice is firmly embedded.

· Changing your Council

The council is having to make significant changes to the way that services are delivered as a result of the reduction of funding from central government. The YOT has been incorporated into a new division known as Specialist Services. The YOT will need to respond to these recent developments as indeed it will to any further changes as they become known.

· Review of Anti social behaviour activity

The Safer Communities Partnership is reviewing all activity in relation to anti social behaviour. This will require the YOT to respond accordingly. Linked to this is the development of a high level strategic group ‘Reducing Reoffending’ which also incorporates the strategic board of the Offender Management Unit. The YOT will be a significant partner in these new arrangements as they develop.

· Improvements in Workforce development

There is a need to adopt a more systematic approach to appraisal, training needs and workforce development. The immediate goals are

a) to support appropriately identified staff through the Youth Justice National Qualifications Framework, 

b) to ensure YOT staff receive Child Care Training by through available links with the local Children's Workforce Development Unit 

c) increase the take up of elearning opportunities in relation to a number of areas of YOT activity

· Education, Employment and Training.

The YOT will need to respond effectively to a rapidly changing ETE environment. The Connexions service is facing financial cuts and indeed its whole future is clouded in uncertainty. In July the responsibility for educational services will return to the council from Education Bradford. Youth unemployment is rising significantly as a result of the economic situation which will also limit the opportunities provided through the councils regeneration programme. On the further horizon attention needs to be given to the implications and practicalities of the raising of the school leaving age in 2013

Bradford YOT Inspection Action Plan - 1 March 2011

	
	Recommendation
	Action 
	Responsibility
	Timescale
	Progress



	1
	A good quality assessment and plan, using Asset, is completed when the case starts
	Quality assurance process is reviewed quarterly by the management team to ensure continuous improvement
	Paul O’Hara
	Ongoing

Commence April 2011 
	To commence

	2
	Specifically, a timely and good quality assessment of the individuals vulnerability and Risk of Harm to others is completed at the start as appropriate to the specific case
	Training to be arranged to demonstrate how past behaviours and the different elements of Asset contribute to more comprehensive indicators of risk of harm and vulnerability
	Paul O’Hara
	31 March 2011
	Completed

	3
	As a consequence of the assessment, the record of the intervention plan is specific about what will now be done in order to safeguard the child or young person from harm, to make them less likely to reoffend, and to minimise any identified Risk of Harm to others
	Training to be arranged to demonstrate how the intervention plan should inform and relate to the RMP and VMP 

RMPs and VMPs to be clear as to the expectations of partner agencies in the management of risk.

Instigation of process of circulation of VMPs and RMPs to appropriate relevant agencies
	Paul O’Hara

Paul O’Hara

Paul O’Hara
	31 March 2011

30 June 2011

30 June 2011
	Completed

Commenced

Commenced

	4
	The plan of work with the case is regularly reviewed and correctly recorded in Asset with a frequency consistent with national standards for youth offending services
	Quality Assurance process in place to monitor case manager performance and capability
	Paul O’Hara
	31 March 2011
	Commenced

	5
	There is evidence in the file of regular quality assurance by management especially of screening decisions, as appropriate to the specific case
	Management team agree consistent approach to the quality and content of RMPs, VMPs and ROSHs in order that a countersignature indicates a robust and rigorous assessment and plan.
	Paul O’Hara
	31 March 2011
	Completed


	Recommendation
	Actions
	Lead Agency of Chief Officer
	Intended Outcome
	How Will success be measured / evidenced?
	Date for completion of action

	(i)


	a) YOT performance manager to produce updated QA monitoring template.

b) YOT Head of Service sends out briefing note to all YOT staff
	Youth Offending Team
	To improve practice by increasing focus on the family.  Improve assessment quality through a “think family” approach.
	Via the QA monitoring process and supervision by line managers
	01/07/10

Done, monitored quarterly

	(ii)

	a) YOT Head of Service to include in above briefing note.

b) Performance Manager to include new section in the YOTs Risk Management Policy
	Youth Offending Team
	Promote joint approach to the interventions.  Improve practice by information sharing
	
	01/07/10

Done

	(iii)

	a) Performance Manager to update QA monitoring template.

b) YOT Head of Service to include in briefing note.
	Youth Offending Team 
	As above in (i) and (ii)
	
	01/07/10

Done

	(iv)

	a) Head of Service to instruct line managers to include in annual appraisal.

b) Head of Service to support identified training needs.

c) Head of Service to include this issue in the briefing note.
	Youth Offending Team
	Improve safeguarding practice by raising awareness in case manager and other staff about the impact of domestic violence on children.  Increase the importance of exchanges of information with other agencies when domestic violence known
	
	30/04/11

Training on Assessment.

All YOT staff to have Domestic Violence update to be included in appraisals
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BRADFORD YOT PLAN TO REDUCE THE NUMBER OF YOUNG PEOPLE IN CUSTODY 2011/12
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BRADFORD YOT PLAN TO REDUCE FIRST TIME ENTRANTS 2011/12





Enhanced offer on release





NEW


Resettlement Consortia Enhanced offer





IOM





Accommodation





Motivators


Mentors





Education/Training/ Employment





Liaison with IOM





Outreach Work Tracking


Volunteers – Get in touch Out of  hours





Quality Programmes





Asian Mentoring





Crown Court





PSRs





Family Initiative





Remands


- Micro managing remands





NEW


Custody Reinvestment Pilot





NEW


Engagement of young offenders on community sentences to reduce breaches





% Looked After Children in Custody








Supported Accommodation





NEW


Improved Engagement on Order	





NEW


Improved joined up working through RMP and VMP





NEW


Better Post order access to Support





More outreach


�





Tracking Staff/Volunteers


�


Improved communication parents


�


Reduce breaches


�


Face victims


�


Quality of Programmes








Improved Reparation








Links with IOM

















Health/CAMHS


�


Act on findings of Customer Led Research


�


Drugs/Alcohol


�


Accommodation


�


PRU/Looked After Children








Connexions/ Further Education








Focus on young offenders with Learning Disability








NPT





Youth Service





Local Services


�


Mentoring


�


Education/ETE





NEW


Create Crime Prevention Team	





Aim to provide more integrated service to risky young people with Youth Service





Support Youth Restorative Disposal as option





Monitor reforms in Green Paper





Consider Arrest Diversion Scheme with Police





NEW


Asbo Review





Focus on improved offer with high risk young people





Improve communication ASBO staff/YOT staff





Improved communication Tools young people





NEW


Improve Integrated working





Safer Schools Partnership and NPT





High risk groups PRU/Looked After





Prevention 8 – 12 years JYIP





Summer Activity








Youth Offending Team Manager: J. P. O'Hara

