Guidance document

Introduction:
Following the sign off at County level of the Lancashire Strategy for Prevention and Early intervention work is now underway to implement the supporting structures outlined in it. Implementation is not intended to replicate currently existing groups and processes; it is, intended to support radical redesign of services and increased effectiveness when meeting the needs of individuals and communities as early as possible.  These groups cannot be successful while there continue to be large numbers of multi agency meetings ongoing in districts. A commitment to a fully integrated approach such as ceasing other forums should then contribute to a reduction in demand for specialist services. The structures are the early intervention part of the journey towards the "Key Principles" set out in the new CYPP. In addition implementation is intended to act as key driver in refreshing and continuing to embed CAF as a tool to evidence unmet need for individual young people. The ambition for any panel and sub group is that it does not increase the number of meetings and that it actively works towards the establishment of :
         -    Shared locations
· Shared information
· Shared ownership
· Shared pathways
· Shared commissioning and delivery. 

The structure: 
In order to achieve county wide consistency which can then respond to differing need in a district each district will have 
1. A PEI resource panel
2. A PEI sub group ( of the local trust partnerhip)
The element of consistency will allow approaches to monitoring and evaluation to be shared as  well as creating some equity of experience for families and users. 
The PEI resource panel:
The purpose of this panel is to 
· Act as a 'one stop shop' for information on how to meet identified  need ( by using existing knowledge of services, skills sharing, sharing resources etc)
· Act as a forum to discuss radical new ways of meeting identified need such as joint working, integrated approaches, sharing systems, sharing current research and models 
· Act as a local forum for workforce development e.g. holding joint training and awareness raising ( up-skilling level 1 and 2 services)
· Act as the first point of escalation for any issues that are encountered when trying to meet needs in a district.
Access to the panel is via the GAP IN SERVICE form attached sent to the district EIDO.
The gap in service form may be used when-
A practitioners has completed a CAF assessment but does not know (having consulted members of the TAC where appropriate) how to meet the needs identified
Where the needs have been met but could not be met in the most effective way (e.g. when a preferred service cannot be accessed)
De –escalating from a statutory service e.g when assessments do not meet CSC thresholds but there are needs which may result in re referral.
De-escalating from statutory services e.g when completing a court order but there are unmet needs the TAC process cannot resolve 
Practionners from workforce other than CYP (adult services) are aware of unmet need in relation to young people and want to initiate a more coordinated approach
Practionners are running 'distinct' pieces of work ( such as local projects) and there are gaps in their provision
Examples:
· A teacher has completed a CAF assessment and has agreed with the family that bereavement counselling is needed for a young person. They do not know where and if this is available
· They would submit  the gap in service form to the EIDO  to access the resource panel 
Possible outcomes would be: 
There may be a service but the assessor did not know about it; the person can then be informed. If this has been the case before the EIDO can update the bereavement counselling service about the need for publicity etc
A specialist service may not be needed and the panel could recommend the use of skills from that group or resources such as worksheets etc 
A resource may be identified but cannot be met due to waiting lists ; again if this is a repeated issue this can then be fed up to the sub group 

· A residents group leader has completed a consultation and has feedback from young people about needs in relation to diversionary activities. They want to coordinate their approach with other services but don’t know where to start. They can complete the 'gap' form and submit to the EIDO for discussion

Possible outcomes
The panel can identify resources already going into that area and raise awareness
The panel can offer support in the form of time or resources
There is no available support but as it clearly contributes to the district aims financial or staffing issues should be raised via the sub group. 
Core business and membership:
The PEI panel can draw on evidence of unmet need either from individual assessments or agency management information (an evidence base).
The starting focal point for each panel should be the district priorities identified as part of the CYPP. Membership can initially be aligned with these priorities which may help larger organisations to make decisions regarding relevant role, position etc. 
Panel needs to consider in relation to the district priorities: 
"what are the early intervention opportunities in relation to (district priority) "?
"who are the people who would be able to offer skills/time/expertise/resource in relation to these needs"?
" who needs to be included as a member from complimentary workforces such as adult services, community representatives"? 

This should result in:
Clear structures in place with a process to access them that are consistent across the county
Membership that can contribute to the identified priorities which represents families not just children and young people 
A focus on thematic areas of need identified as part of the CYPP aiming to intervene early in an integrated way.

The PEI sub group

The purpose of the group is to
Receive collated information from the EIDO in relation to the 'gaps in service' evidence data from PEI panel
Receive monitoring information regarding impact of provision from the panel , via the EIDO
Take a whole family approach to presented data from partner agencies and use to contribute to planned working
Monitor and review progress against district priorities 
Look at possibilities for sharing resources where it is not appropriate to do so at the panel level e.g. sharing or aligning budgets; allocating or changing staff time or duties
Act on information about barriers to integrated working where these cannot be resolved at practionners level
Act as a point of escalation for CAF issues ( formally the DIWP)
Inform the Childrens Trust Board about any barriers or issues which may have county implications.
Share best practice with the Local Trust which in turn may choose to report into County. 
Steer delivery of EI towards the 5 overarching key principles and ensure that any commissioning or de commissioning takes these into account.

Core business and membership: 
Information will reach this group by one of 3 routes:
· Via the agency sitting on the sub group eg their management information, data
· Via the EIDO report based on the gaps in service forms taken to the resource panel
· Via the CAF escalation form to be submitted to the EIDO prior to the sub group 
The members of the sub group should steer the delivery in order that we can demonstrate impact of spending and moves towards integrated working. The business of this group should be based on -
" does the information show we are meeting the need wherever possible"
" can we being about change in order to ensure that we are and that we are moving towards increased shared pathways/ systems etc"? 
" does the information this group receives indicate we doing this in the most effective way ( avoiding duplication/up skilling staff/ sharing resources)"?
" is there anything that needs to be resolved or shared at a trust level as potentially a county issue "? 
" what are the caf issues that need to be shared at a county level into the CAF ISA steering group" ?

Membership of this group should again reflect the priorities the district is seeking to address along with key representatives of universal services. Members should have a clear understanding of their own agencies targets/ themes.  
The EIDO will act as a link between the panel and sub group and will be responsible for collating and reporting on data coming into the groups other than management information contributed by agencies themselves 
Summary:

Please see attached 
Flowchart
Gaps in service form
Caf escalation form
Who to contact
Relevant links 




