Charity Profile: Youth Inclusion and Support Panels (YISP), Norfolk

The Centre for Empowering Practice is conducting research into the personalisation agenda; assessing potential impact and change that could be caused, hopes fears and expectations felt by the voluntary sector. 

Our aims are; to raise the profile and the awareness of voluntary sector organisations delivering services in East Anglia; to promote and enhance person-centred practice and; to drive the personalisation agenda, providing more choice to children, young people and their families or carers. 
This charity profile has been compiled following an interview conducted by Ben Blunt (Person-centred Action Researcher, Centre for Empowering Practice) with staff from Norfolk YISP team. The topics discussed were; what the YISP service is, and the roles of the staff members interviewed; the referral and intervention process; Common Assessment Framework; understanding of Person-centred practice within YISP services and; recording outcomes and evidencing the work of YISP 

Interviews were completed with:

· Sam Allen, YISP Practice Manager, Norfolk

“My role is YISP Practice Manager, I guess really it’s two-fold. One is the operational side, which is the line management & case supervision of Key Workers. So I line manage Deb and also the other Key Workers in other parts of the county. The main part of this is looking at resource allocation, looking at the referrals coming in to assess whether they are suitable and meet our criteria – which is linked to our funding – and then allocate across the staff that I manage. The other part of the job is around the strategic level, part of the role is to represent YISP but also YOT (Youth Offending Team) at various county, and area based steering groups and working groups, things like integrated youth support, which is a government agenda working with a group of people and the police trying to prevent offending from young people and families that we know have additional needs. It is an operational and strategic role. The age range is 8 – 14 ½ except in Norwich where we have a project called Challenge and Support, this is funded differently from YISP but this project works with 13 – 17yr olds specifically in Norwich City Council area.”
· Deborah Blackwell, Key Worker, North Norfolk
“I am the YISP Key Worker for North Norfolk, so what that involves is basically receiving referrals from mainly schools & the Safer Neighbourhood Teams for children who they are concerned about, who are at risk of offending, or any kind of anti-social behaviour. From that I will come and assess them, ensure that they meet our criteria. Then I go from the assessment and formulate an individual plan – what we call a voluntary support plan – which is basically identifying the areas of risk and how we are going to address these in the plan. So we work on that, YISP usually works on interventions for around six months and during that time we work on this plan and review it every 3 months to see what is going on and by the end of the six month period we have less anti-social behaviour or less risk for the young person. The sort of things that we look to do with the young people may be; funding school uniforms because it is an issue that the family don’t have the funds to supply that kind of thing. This can be quite closely linked to self-esteem which is a risk factor that can lead onto offending. We look at addressing things like impulsivity, consequential thinking, anger; any of these factors can be a concern in the home, school and the community. Things like anger management I have found quite successfully addressed through activities like Judo or Boxing or Karate where they have had a specific area to get that emotion out and then the can use the skills they have learnt in other situations to manage their anger.”
· What are the aims of YISP?
Deborah Blackwell: - “Our key aim is to reduce first time entrants into the criminal justice system. What this means is; we can go as far as a final warning, as soon as they have had a final warning they are classed as having entered the criminal justice system. So our aim is to get the low level antisocial behaviour which could be anything really; chucking stones, getting into fights at school etc, and work with them so that they don’t eventually end up living a criminal life. Recently there has been a drop of 33% of first time entrants to the criminal justice system in Norfolk.”
Q:  “Is that through programmes like YISP?”
Sam Allen: - “It’s the work we are doing and also there has been a change in policing, there used to be a policy called “Offenders Brought to Justice”, which meant that a lot of young people who we would perhaps call more petty offenders were taken into the court system. They have changed that so that we now have much more of a restorative approach, pre-court pre-statutory orders, so that young people can be in receipt of restorative approaches also something called the “Youth Restorative Disposal” which Norfolk has piloted and which will now go nationwide. So it’s a combination of intervention programmes such as us and the programmes I have just mentioned.”
Q:  “It sounds like there has been a change of attitude?”
Sam Allen: - I think that there has, the police, certainly the group I work with in Broadland recognise the need for prevention and the need to try and support families and young people before we get to the situation where they are becoming prolific in their offending.

Q:  “Do you think that YISP is part of this prevention strategy?”
Deborah Blackwell: - “Definitely, it’s classed as an early intervention programme. I think that people’s attitudes towards young people are also changing, whereas before they would say “you’re spending a lot of money on these young people” (we don’t spend a lot of money in the grand scheme of things) but actually if we spend money now and invest in them now – it costs over £80 000 a year to keep someone in prison, whereas we can spend as little as £50 on somebody helping them to get onto the right track which will end up saving thousands.” 
· How many people does YISP work within Norfolk?
Sam Allen: - “Countywide last year we had 237 young people that we worked with in 08/09, we don’t know yet this year’s numbers. There is the equivalent of 7 full time Key Workers. But now we have two additional parenting coordinators, working with the parents of the people who are referred to us.”

Deborah Blackwell: - “We’ve [Key Workers] got a maximum case load of around 20 people, these are each for an average of six months”

“We find that you can do a lot with the young people but this can be undone by putting them back in to the same environment they’d been causing trouble in. Sometimes it’s the environment and the parenting style that has been used with them that has caused a lot of the issues. It takes a holistic approach to look at all the different influencing factors in each young person’s life to try to do what you can to help them change and manage for themselves. It’s very much us working with them and not doing for them, probably the key thing for the YISP programme is that it is voluntary engagement.”
· Where do referrals come from and how does the process work?

Deborah Blackwell: - “The main areas where we get referrals from are the schools and the Safer Neighbourhoods teams”
Sam Allen: - “Social Care also (Children’s Services).”
Deborah Blackwell: - “Because these are the main areas where the behaviour would be noticed. When we get a referral in we tend to get at least two areas of antisocial behaviour occurring; this could be in the home, the community or the school. Quite often it’s all three – they have been excluded from school, aggressive at home and/or in the community and are part of a gang or something. So we get the referral in, the person making the referral has to get the consent of the young person and the adult (parent or carer), that is why a lot of my role initially was promoting the support YISP could offer to other agencies because if they have a greater understanding of YISP they can utilise it. In terms of consent they [young people] have to sign a consent form confirming that we can go to see them, and that their data can be shared (because we work with lots of other professionals and they have to consent for us to write to them to get more information); it’s important that they have an understanding of it. Also because it is voluntary it shows that they want to work with us and address the issues which I think is a really powerful tool for change.”

Q:  “So, the referral has been done, you have been assigned as their Key Worker, and you go and meet them – how would the first meeting go? What’s the process?”
Deborah Blackwell: - “Just before the meeting we will write to the other agencies involved getting as much information as we can on the young person; we write to Children’s Services, and agencies working with the family. We get validation, which means we validate the information that we have got and add to it.” 

Q:  So this is the information you have been given in the referral?

Deborah Blackwell: - “Yes, sometimes the referrals can be a little vague about the exact nature of the antisocial behaviour and we need people to be really specific. Because if they aren’t specific then it’s hard for us to evidence that we have met our criteria, and if we can’t meet our criteria then we can’t offer a service. So I’ll get the referral, I’ll have it all signed confirming the information I’ve got, I’ll go and meet the family. Usually I meet the parents and the child on their own; I find that it’s easier to meet the parent/carer on their own because if there are any issues that the parent doesn’t want shared with the child (a lot of the families have domestic abuse in their lives and sometimes children don’t have a full understanding of actually how that has impacted on the parent and their parenting style) and quite often the young person is more free when talking if the parent is not there. So I’ll go in and explain what YISP is because sometimes they don’t have a good understanding of what they have signed. I get them to tell me why I am there, particularly the young people because this can be very interesting. Sometimes they are upfront and will say “it’s because I was shoplifting” others will act as if they have no idea, but when you ask them questions it all comes out.”
“So I’ll go over what YISP is and I’ve got the assessment form with me – it’s called an Onset Assessment, it goes through all different areas for the young person; home, school, community, substances, physical health, mental health, attitudes to offending & motivation to change. I ask pretty much the same questions to the adult as to the young person – it can be very revealing to see how much the adult knows about the young person; sometimes they’re well informed, but I have had parents who don’t even know what their child’s favourite subject at school is.”
Q:  “What sort of information are you looking to gather during the assessment? 
Deborah Blackwell: - “As much information as possible about what their risk factors may be, for example within the home – are they living with other offenders, is dad in prison – indicators like this that could have an impact on how the child may be behaving – has mum suffered domestic abuse, has the child witnessed this etc.”
Sam Allen: - “We know from research that there are certain factors that increase the likelihood of offending; mental health, substance misuse, domestic violence and exclusion from school are all the big indicators.”
Deborah Blackwell: - “Things like lifestyle as well; when they’re out do their parents know where they are, what they’re getting up to and who they’re socialising with. A lot of the children we work with have an older peer group and this obviously opens up to whether they are susceptible to peer pressure, are their older peers engaging in antisocial behaviour and is this being modeled, are they involved in substance misuse – if you have a 10yr old mixing with a 16yr old are they then vulnerable to drinking and trying substances. So it’s kind of looking at all the different areas and what might impact on to their behaviour. Things like attitude to offending; do they think that offending is quite a cool thing to do, do they glamorise it, or think that prison could be a fun place to go, or do they have friends in prison. Also motivation to change is a key thing, do they want to change or do they think that their life is going in the direction that they want it to continue and there’s not a problem with what they are doing then it’s a huge issue. So it’s looking in the areas for each of the different factors which will ring alarm bells.”
Sam Allen: - “Safeguarding is also a big part of what we do and this is part of my role.”
· Are there any difficulties with the engagement of the young people?

Sam Allen: - “luckily this doesn’t happen a lot but on occasions, when you ask how much say young people and their parents have, on occasions they can be subject to Child Protection Plans or Child in Need Reviews and actually sometimes they become involved with us as part of the statutory process. So they may have consented but they may not be very willing to participate in this process. This can cause difficulties but it only happens in the minority of cases.”
Deborah Blackwell: - “We have had cases where the adult has really wanted us to work with the child but the child has just decided to say no. This puts us in a difficult position because the parent/carer wants us to make them but we have to say that if they are not ready and don’t want to work with us then we cannot force them. That’s the only real issue we have with that.”

Q:  “Do you ever have it the other way round, where the child is seeking help and the parents refuse their involvement?”
Deborah Blackwell: - “I never have.”
Sam Allen: - “It’s not overtly like that, but what we sometimes find happens is; where we actually feel that the more that we become involved unfortunately the parent/carer is sabotaging the process. Outside of the home environment the child is doing OK, but the issues are remaining at home and some of the things that happen around appointments make us feel that the parents are not overtly disengaging in the process but actually sabotaging and destabilising the support. The other thing they will do is where we have suggested parenting support then they either won’t agree to it or they’ll agree but won’t participate. In the majority of our cases there are parenting issues, and therefore if the parent isn’t willing to participate and engage with us on this it limits how successful we can be.”
Deborah Blackwell: - “I think that a lot of the family’s attitudes are that we’re going to go in with a magic wand and make everything right and they don’t have to invest in it. But for YISP we put our skills into the pot and they have to invest into it as well. But I think that it can be really good when they are investing. Also the other side of things is when they don’t want to work with us I will explain that they can work with me by their own choice, or they can work with the Youth Offending Team if their behaviour continues and this will not be by choice. I explain the whole Criminal Justice/Criminal Record thing to them and a lot of them initially don’t understand, they are 10 or 11yrs old and they don’t see how having a criminal record at this age will affect their whole lives.” 
· What is YISP’s involvement with the Common Assessment Framework (CAF) process?

Deborah Blackwell: - “Recently we have moved towards the referral procedure being through the CAF to get to us.” 

Q:  So you’d be a consequence of a CAF?

Deborah Blackwell: - “. If you look at every child that we work with then you see it’s not just the offending, there are so many different aspects and areas of need. So we should be a result of a CAF, they should be addressing other factors and we should just be addressing the behavioural aspects. This could free up a lot of our time and enable us to work with more young people. 

“Also we have been using CAF as an exit strategy as well. We will have worked on the behaviour but there may be still other issues that the young people need to address, so we will suggest to the school that they start a CAF. It’s a similar approach to the one we use; it’s a multi agency approach and means that they have the support. Whereas we can only work with a young person for 6 months, it can be more dangerous to withdraw all support and could put the young person back to where they were before, but if we have the CAF to hand back and to  continue to offer support to the young person then it makes a big difference. I think the CAF has a lot of benefits.”
Sam Allen: - “I used to be a CAF trainer; what I would say is that it is different across the county; the use of a CAF. The area where it is particularly strong is Great Yarmouth, which is an area I manage. This is because they have been running for quite a long time. If I have to refuse a referral then quite often I will recommend the referrer do a CAF. Even when we have accepted a referral we sometimes have to put people on waiting lists, particularly in Norwich or Great Yarmouth, and so I still recommend, a CAF; I will say that there are needs that are evident and they shouldn’t wait for us but should start a CAF and we will come in when we can. So it fits in very well with our process..” 

· How do you ensure that you provide person-centred support to the young people that you work with?

Sam Allen: - “I’ll talk about the theory and Deb can talk about the practice. The model we use and the theory around it is one of the reasons we do an individual assessment. We are looking for the particular individual needs of that child and their family. So that’s how we assess everyone. From the assessment it is the individual needs of the person and their family which are pertinent that are moved through into an action plan. An example is: We have identified that the child has been excluded from school, so one of the things in the action plan is that we should be looking to support the child getting back into some form of education because we know that this is an issue for them and it raises the risk of them becoming involved in some sort of antisocial behaviour. So we are very much looking for what the issues are for the particular child and putting these into the action plan for the child and family and bringing in other agencies which can also support that need – that’s the ethos that we have.
Deborah Blackwell: - “I think that probably the key thing here is that the child agrees to work with us; so it’s actually them saying they want to work with us. From the assessment obviously it is their views, their information that they provide us with and before I have the panel meetings (which is where we review the process) I always go back to the young person and make sure that I have everything correct about what they have been saying. From the assessment I write my list of recommendations and prior to the panel I’ll always go through this with the child and the parent/carer to explain my reasons and to get their opinions; are there any thing’s they really don’t want to do. I think it’s really key that it’s acknowledged that we are working together here; it’s not us doing something to them, we’re in it together. The last thing that I want is to get in to a meeting where I say I want them to do something and they refuse. So I always check that they are comfortable with everything, if they are not comfortable then we’ll talk about it and I’ll put my rational across and I’ll encourage them to have a think about it. I always give them an opportunity to add things that I haven’t thought about and things that they could themselves be working on. At the panel meetings the young person is always present, this is because it is about them, and we’re not meeting as a group of professionals without them there. They need to be there, to understand that it is about them and that they have an important part to play. Their opinions, attitude and values are really valued in that forum. I think that it can be quite powerful for a young person to come in to a room and have that stance where they are able to give their opinion on things and they can hear all the positives that the agencies involved are saying. It’s aiming to build on the positive aspects on their lives to give them the confidence that they can change. Its very needs led.” 

Sam Allen: - “Deb here is also underselling herself; it is also about the relationship. We know that it is key to any change happening. Time and again I see the benefit of a good relationship between the child and the Key Worker.”
Q:  “What are the fundamentals of a good relationship?”
Deborah Blackwell: - “I think that they need to feel listened to, they need to feel that they are important and valued. I think that they need to feel that their needs are being met and things are being followed through. There is nothing worse than telling a young person something is going to be setup and then not actually following through with it. So I think that you need to build on that trust between the two of you, I think you need to be able to empathise and relate to them; you’re not “friends” with them, but you’ve got their best interests at heart and they need to understand this.”
Q:  “Does this mean not always agreeing with them?”
Sam Allen: - “Absolutely, I wanted to just come in here and say is that one of the things that I brought with me having worked in both Connexions (which is a consent based service) and the Statutory side of the YOT which is where court orders are issued and there isn’t any choice, it’s about being honest with people. It’s about telling the service-users what’s going to happen and explaining it fully, but being honest. In my experience people may not like what you are saying to them, but if you are honest and explain the reasons behind the rationale you can take them with you. Young people have fed back to us that the boundaries actually are something that they quite like; it’s safe, it’s structured. So we always try to be honest even if it means saying something that they perhaps don’t want to hear.” 

Deborah Blackwell: - “This can be the issue with the parents, they may think; “I’ll tell the child what they want to hear all the time and this will make them love me”, when actually the child wants to know that it’s not OK for them to be out until 10pm, that mum does want to know who I’m with. At first for a child this sort of thing can seem quite attractive, “I can do what I want, when I want”, but actually the children we work with who are allowed to do this have the most issues.” 

Q:  “Do you think the role that you have is giving the children a picture of where things could end up?”
Deborah Blackwell: - “A lot of the children don’t realise the consequences of their actions, they may be slamming doors at home, getting physical and damaging property and they don’t realise that this isn’t just affecting them and their house but could affect others in the community; there could be an old lady next door terrified that something may happen or someone may come round and attack her. So it’s really putting their behaviour into context and getting them to see the full picture of their behaviour.” 

Q:  “What do you think in your mind would be the key barrier to person-centred working within YISP?”
Sam Allen: - “I think the key barrier is that we still don’t know enough about the views of young people and their families. It is difficult to get them to tell us, finding methods where they feel comfortable to tell us what they think. That’s the main barrier for me. There is a will here, we do want to know, but it’s finding people and the method to get them to tell us. I think historically people are so used to being done to, that people aren’t used to being involved.”

Deborah Blackwell: - “I think a lot of it involves spending more time with the young people, because if you spend more time with them then you are getting to know them more, and just by having invested that one-to-one time with them you get to find out about issues that have been holding onto and have buried for many years for whatever reasons. But this is difficult when you have a caseload of 20 and you have to do this, this and this with them. Actually it would be nice to before starting with say anger management to spend a bit of time with the young person and get to know them better, to find out a little more about them, and it may influence questions we ask – because actually our assessment tool can be a little structured. So investing time in the relationship is important.” 

· What outcomes do you have to work towards for your funders?
Sam Allen: - “For the Youth Justice Board it’s the reduction of first time entrants to the criminal justice system. For the Children’s Trust it will be depending on the Local Area Agreement and these are also in line with the Every Child Matters outcomes so we are expected to be able to evidence that we work towards those.” 
Q:  What process do you use to evidence that you meet these outcomes?

Sam Allen: - “We have a case recording system, which the key Workers are expected to complete with any pieces of work that they do, for example; if there is one-to-one or group work being done, then the expectation is that they will record the session around the aims, expectations and outcomes to evidence the work being done. Obviously we also have the plans that are drawn up and the evidencing is done through showing what has been achieved and what the plan was. Those are really our main systems. To be honest it is a difficult one as you are always wondering if you have enough evidence.”
Q:  Is it clear what the funders want?

Sam Allen: - “Yes, I think generally it is.” 

Deborah Allen: - “We used to have to get a portfolio of evidence for each of the 5 Every Child Matters outcomes, but now we just provide one, so one case will have something on “Making a Positive Contribution”, a piece of evidence may be that they are attending school every day and doing something in the community – putting something back – so we’d say as evidence of the voluntary support plan.” 

Sam Allen: - “Each key Worker is expected to provide one good piece of evidence on those outcomes.” 

Q:  “And anecdotal?”
Sam Allen: - “Yes, and we will do an overall report which will incorporate these pieces of evidence.”
