Stronger Links

Final Report

1. Introduction

This report aims to present a vision and strategy for how regional youth work infrastructure might be strengthened and developed so that the youth service can enhance its capacity and capability to influence policy and improve practice in the best interests of young people. 
The vision and strategy have evolved from a consultative process with key national and regional stakeholders
 and it is hoped and intended that this report reflects the shared view of the way forward. It is the last of a series of short papers designed to stimulate discussion and consideration of progress that would win the consent of all partners. 

Consultations and debates on regional infrastructure  have been taking place at a time of considerable turbulence in the policy environment:  as the Children Bill makes its way through parliament, as local youth services are becoming embedded in new integrated departments of education and children’s services, as pathfinder children and young people’s trusts are being piloted and as a green paper is being drafted heralding a new integrated youth offer.

In parallel, government has published a framework for capacity building and infrastructure support for the voluntary and community sector. The ChangeUp report published in June 2004 set out a ‘bold but achievable aim- that by 2014 the needs of frontline voluntary and community organisations will be met by support which is available nationwide, structured for maximum efficiency, offering excellent provision which is accessible to all while reflecting and promoting diversity, and is sustainably funded.’
 

At the same time the national government  impetus for extending regionalisation  has been interrupted by the decision, following a local referendum, not to create a regional assembly in the northeast. 


2.  Background

The Stronger Links project was established to further develop a regional infrastructure for youth work in England. This was in response to a growing regional dimension being promoted by government across a number of public policy areas.

It is funded by the DfES and managed by a Steering Group comprising The National Youth Agency, the National Council for Voluntary Youth Services, the National Council of Voluntary Child Care Organisations (NCVCCO), Connect Youth International (CYI), British Youth Council (BYC) and the Association of Principal Youth and Community Officers (APYCO). 

An initial report looked at regional capacity, communication and models for improvement. NCVYS and The NYA were then charged with taking this forward in close partnership with CYI and with a commitment to involve all the core partners in future developments. 

The Steering Group commissioned Mary Marken and Bryan Merton to work with national and regional stakeholders to achieve a shared future vision and strategy. The consultation process had two major elements:

· a first phase of telephone interviews with 36 stakeholders
 across all nine regions and across different national agencies and a meeting with officers from the regional youth work units.  This was undertaken in January and February 2004 and was followed by  
· a stakeholder conference in September 2004 

3.  Overview

The first phase of telephone interviews highlighted the willingness of all involved to engage with each other in order to strengthen and position more strategically any regional youth work infrastructure. The stakeholder conference was also marked by a high degree of unanimity on most of the issues discussed. However on the  key question as to whether  the development of any regional youth work infrastructure might combine arrangements for local authority youth work and voluntary and community sector youth work within a single unified platform, or whether there should be separate  platforms for the two different sectors there was considerable debate and it was not possible to achieve total agreement on this

 Underlying this debate it seemed was concern by some voluntary sector colleagues about the difficulty of achieving parity between the voluntary and community sector and the local authority sector in any integrated arrangements, coupled with the importance of building alliances across the whole voluntary and community sector to address common issues.

An alternative viewpoint which seemed to represent the broad consensus within the conference recognised that the voluntary and community youth sector needs to align itself within the wider voluntary and community sector in the same way as the local authority youth work sector needs to align itself within the wider local authority sector. In doing this, both the voluntary and community youth sector and the local authority youth sector risk marginalisation in relation to young people, youth work and the role and contribution of youth services.  In this context, the purpose of having a regional youth work platform was to enable both sectors assert the value and role of youth work in achieving real benefits for young people within the broader voluntary and local authority sectors. It was further  acknowledged that such an integrated model would only work if there was a real commitment to parity between partners and a genuine valuing of the independence of the voluntary and community sector and that these aspects needed to be clearly reflected in policy and practice. 
Our own considered view is that provided there is the commitment to parity and a valuing of the independence of the voluntary and community sector, then a single integrated regional youth work infrastructure is more likely to provide a coherent power base from which to influence policy and practice and to achieve best use of available resources through pooling of resources.  However we recognise that these conditions do not currently  exist in all regions and that collaboration between a voluntary youth sector platform and a local authority youth sector platform, (as is currently the case in one region) may provide the most effective route to a mutual partnership agenda in relation to young people and youth work.      

The conference also recognised the importance of young people being involved as partners in the development of regional youth work infrastructure  and discussed how best to meet the challenge of developing this partnership.   

The next two sections outline  the way forward. The first section elaborates an ‘ideal model’ as a statement of shared vision. Section 5 sets out a plan of action to establish and develop an alliance of national and regional interests committed to realising this vision.  Within this,  diversity within and between the regions is acknowledged as a reality and valued as a rich source of creativity. 

4.  The Concept of Regional Platforms

The term ‘regional platforms’ has been used to denote an ‘ideal model’ of regional infrastructure against which the current range of practice might be evaluated and developed. This ideal model has evolved from the consultative work and reflects best practice across the regions. 

It is envisaged that these platforms will be governed and supported by the increasingly broad range of stakeholders that have an interest in youth affairs, youth work and young people in the local authority and voluntary and community sectors It is their interests the platforms are established to serve. The platforms are described by reference to what we call the four Ps: the purposes for which they might be established, the principles from which they will work, the practices they might adopt in undertaking their key functions and the positioning they will need to consider if they are to have maximum impact.
Purposes 

It is proposed that their purposes are:

· To promote and support youth work values
 

· To maximise the capacity of the youth work sector to make use of the opportunities, resources and initiatives that present themselves at regional level; and to make timely and well co-ordinated responses.

· To represent the voice of the wide range of service managers, practitioners and young people and strengthen its influence in discussions and decisions at regional level concerning youth policy, services for young people and youth work.

· To analyse information and intelligence generated locally about local needs, emergent issues and good practice and communicate the underlying trends and regional overview emerging to national and regional bodies and to disseminate across regions; to pass relevant information and intelligence from national and regional bodies to local organisations that may not come through other routes.

· To encourage and facilitate debate about youth work practice, policy and development across the wide range of interests

· To actively encourage innovation within the youth work system in line with assessment of need, trends and government expectations

· To identify, support, and encourage quality in youth work

Principles

The consultation revealed a concern that these regional platforms should be steered by a common set of values or principles. The aspiration is that these core values would inform the ways that agencies interact with each other and conduct their business. 

Five guiding principles are proposed: -

Interdependence, recognising that self-governing organisations depend on each other if they are to operate effectively in partnership in arenas that extend beyond their usual remit or authority

Inclusiveness and diversity, encouraging the involvement of the full range of organisations and agencies that practise youth work based on agreed values and working methods; and seeking to ensure that this diversity becomes strength in its work; and seeking appropriate ways to involve young people. 

Consistency, enabling the key functions (see below) of the platforms to be conducted effectively across the nine regions, while recognising that there are likely to be variations in pace and impact

Quality, providing for good practice in the key functions through setting and observing minimum standards of performance for regional platforms and the means for each to assess itself against them.   

Equality, working for parity of status across all stakeholders including young people and to address blocks to participation

Practice

What exactly are the functions of these platforms? We set out below what we understand to be their key functions: 

· Provide a regional forum and platform for the discussion of policy and practice in youth work and associated services for young people

· From analysis of intelligence and information identify gaps and trends that have strategic implications 
· Actively identify, support, and disseminate good quality in youth work practice and management

· Arrange meetings and events which bring the different interests in the youth work sector together with regional bodies to explain and explore issues of common concern

· Create and support projects and partnerships, where appropriate, between local, regional and national bodies to co-ordinate views or action on policy developments affecting youth work and services for young people

· Provide or secure information, advice, training and consultancy support to the local authorities and voluntary and community sector organisations in the region with regard to the improvement of youth work and services, and in particular some of the key aspects of infrastructure and professional development. These would include promotion/marketing of youth work; recruitment, retention, training and development of staff; quality assurance; curriculum development; and research.

· Building the capacity of young people to find their place and voice at regional level and creating opportunities for them to participate in and influence policy-making

Positioning 

The potential impact of any regional platform is likely to be influenced by many factors. Principal among these will be the position it takes in relation to other regional bodies, to the national youth bodies, local authorities, the voluntary and community sector and to young people.  By “the position it takes” we mean how well it is able to both advocate and affect views, the alliances and partnerships it forms in order to do so, and its capacity to network and mediate, collaborate and compete in order to acquire the influence it needs to be a key ‘player’ in policy making, implementation and review.

Our ideal model of a regional platform envisages one which:

· Has as its core a partnership between the voluntary and community youth sector, the local authority youth services and young people 

· Has arrangements for governance that actively engage all the key partners 

· Recognises that such a partnership at regional level exists requires effective positioning within the broader voluntary and community sector and the broader local authority sector. 
· Recognises that such a partnership at regional level has its roots in partnership at local level and therefore encourages and supports policies and initiatives, which strengthen cross-sector working and build the capacity of the voluntary and community sector and the active engagement of young people.

· Recognises and supports the independence and initiative of the voluntary and community youth sector including in the determination of its own support structures
· Has credibility and an ongoing dialogue with regional government offices, and other regional bodies, including the regional arms of national agencies such as the Learning and Skills Council and Connexions.    

· Has the capacity and credibility to contribute to and deliver, as appropriate, national programmes and initiatives for the benefit of young people and the youth work sector

These 4 P’s summarise the vision of regional youth work platforms. 

It also seems important to underline the ways of working identified in the consultation conference as essential for success:

· Focus on securing extra benefits for and with young people. For every proposal advanced at regional level, the question has to be asked (and answered): “how does this benefit young people in the region?” 

· Develop partnerships with each partner having equal opportunity to contribute; be inclusive of all stakeholders; secure a proper place for young people; recognise and value the different contributions of partners.

· Take shared responsibility and action across the platform, for example in developing processes and protocols for regional and national bids for resources.

5.  Ideal and Reality – An Agenda for Action

In elaborating the vision of regional youth work platforms, it is not the intention to argue for the imposition of some unified structure across England. Rather it is to outline the basis on which a broad alliance of stakeholders might commit themselves to collaborative action.

The vision reflects current best practice and the benefits to be gained from that practice are clearly evident within those regions in which the infrastructure is most developed. These include: 

· More resources, activity and impact 

· Higher profile for youth work

· Greater involvement of young people and their voice being taken seriously

 in policy-making

And there is marked diversity – of aspiration, capacity and practice.  Some regions have regional youth work/youth service units with an independent Board, dedicated staff including some assigned to work in the voluntary and community youth sector, and a core capacity to deliver at a level commensurate with the ideal model and beyond. In others, although both local authority and voluntary sector structures exist, they are minimal and run along parallel lines with limited resources, mutual contact, activity and impact.   
We recognise a further important factor: any regional infrastructure development cannot be imposed. It has to grow from within the region itself.   However it is our view that much can be done to encourage and support region-led developments and to encourage collaboration both across the regions and  between regional and national stakeholders. This was an important strand in the initial stakeholder interviews and in the consultation conference. 

The proposals, which follow, are grouped under the key elements of a change process as follows:

1. Establish an alliance

2. Agree a programme of action

3. Utilise different contributions

4. Resource Change

5. Immediate Next Steps

Establish an alliance 

Proposal #1 
National and regional partners be asked to consider and endorse the model of regional platforms as outlined in this paper as a vision towards which they are prepared to work. 

It is hoped that the consultation process leading to the production of this paper has built sufficient ownership and that the vision would be endorsed by all members of the Stronger Links Steering Group, by regional youth work units and by regional voluntary and community youth sector networks. With  sufficient support from partners, this endorsement could form the basis of an alliance between willing partners to work together towards a shared vision.  

The continuing involvement of the DfES and Regional Government Offices in building Stronger Links is essential.   Their support and active involvement are sought for  the vision for regional platforms on which the alliance is based . For example,  we believe that the Government Offices have an important part to play in encouraging local authorities to contribute directly to building the capacity of their voluntary and community youth sector partners at local level and in creating governance arrangements for regional youth work units that would allow for a genuinely shared local authority/voluntary sector partnership based on parity of opportunity and status.

Agree a programme of action

The consultation conference identified a number of areas on which national and regional organisations could work together. These included:

· Regions becoming the pivotal point of communication between national and local bodies as well as across regions.

· Providing  strategic  support for smaller voluntary and community organisations.

· Training.

· Quality assurance.

· Developing a single, powerful collective voice.

· Engaging with young people.

· Maximising the opportunities available for youth work. 

It also identified barriers to be addressed:

· Variability  across regions in relation to the level of regional resource available, and  also in the strength of relationships between the stakeholders.

· The "set-up" problem of ensuring each region has a reasonable level of infrastructure resource.

· Involving the non-specialists - those organisations that have a potential contribution to work with young people, but who may not identify themselves as being linked to youth work.

· The time and politics of change - including getting proper conversations going that “acknowledge and learn from the past, dwell in the present and build for the future”.


Proposal #2 An annual programme of joint action should be agreed which would include the development of overarching strategies to support development on specific themes within and across the regions and initiatives to strengthen capacity.
Proposal # 3 An annual planning and evaluation cycle for regional and national collaborative initiatives  be established based on an annual conference of stakeholders including young people to review progress and set targets for future action  
Following the enactment of the Children Bill efforts to integrate resources, personnel and the provision of services for children and young people are likely to be redoubled. The pace is likely to quicken in seeking to develop children and young people’s trusts at local level as an approach to integrating these services. The regional youth work platforms should seek to influence how such integration takes place, drawing on the experience of both local authority and voluntary and community sector youth organisations in implementing policies and developing good practice.

This includes:

· Involvement of children and young people in the planning, delivery and evaluation of services and;

· the potential role of extended schools to make provision for children and young people.   
The experience of local authority and voluntary and community sector providers of youth work in relation to both of these s should be drawn upon as discussions and decisions about participation mechanisms and the functions and ways of working of extended schools take place. Regional platforms could provide a valuable source of information and intelligence on these and other potential developments and that should influence the process.

Proposal #4   Secure a place for regional platforms in influencing the children and young people’s agenda that will follow on from the Children Act.
Utilise Different Contributions

The conference considered potential action which different groups of stakeholders could take. This included:

Regional Units

· Update the audit of what exists at regional level which was undertaken by S. E. region

· Share good practice across regions

· Proactively develop links with the national organisations

· Principal Youth Officers and other local authority representatives to influence colleagues in line with the vision
Regional Government Offices 

· Stronger messages required from DfES to Government Offices in support of the regional agenda
· Encourage coherent picture across regions
· Enable dissemination about what is happening across regions to influence development
· Advise on how TYW/REYS framework can support regional development
National Bodies

· Make best use of  existing infrastructure - GO meetings, NCVYS regional reviews, and RYWU meetings.

· Facilitate meetings between national organisation and regions on key issues

·  Share information on models of development that work within the generic  voluntary and community  sector as well as the more specialist youth sector (e.g.  on support for small voluntary community organisations, establishing equal contributions, links to generic voluntary sector beyond youth work)

· Be clear about the priorities and common messages

· Identify regional champions 

· Share information on who does what in national and regional voluntary organisations

· Ensure consultation processes engage the regional ‘hubs’ for voluntary sector infrastructure

· Establish working group on bidding protocols and practice, for example on joint bids being made by national and regional youth work bodies.  

· Finding evidence for what works and building on it 

Proposal # 5  There should be an annual programme of joint action that would include action points from individual stakeholder organisations and from key groupings, such as APYCO 

Resource Change

The change envisaged within the model of regional platforms requires resources, including those that would::

·  enable the voluntary and community youth sector  to operate on equal terms with local authority sector
·  secure the involvement of young people 
·  build the capacity of  existing regional units and networks towards the vision of regional platforms  
·  fund the alliance to plan and act in support of the way forward
Proposal #6 The alliance develops a resourcing strategy which would include:

· an assessment of funding opportunities that might be utilised at national or regional level in the next 3-5 years.

· proposals that  might be necessary  to ensure ways of funding  regional youth work units that encourage joint ownership and governance

· consideration of an appropriate financial contribution  from  the  voluntary and community youth sector which might support their positioning  as equal partners    

Immediate Next Steps

In order for any of the above to happen, the alliance needs to be serviced. How this is managed in the longer term is an important area for discussion. However, in the first instance, a secretariat capacity is needed to convene and service one or two initial planning meetings/events and disseminate decisions. 

Proposal # 7 The National Youth Agency provides a secretariat function in the first instance pending decisions within the alliance about more permanent secretariat arrangements. 
 


Mary Marken and Bryan Merton 

November 04 
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Appendix Two   
Stronger Links 

Issues emerging from Phase One

Background

The Stronger Links project aims to develop a regional infrastructure for youth work in England. This is in response to a growing regional dimension being promoted by government across a number of public policy areas.

It is funded by the DfES and managed by a Steering Group comprising The National Youth Agency, the National Council for Voluntary Youth Services, the National Council of Voluntary Child Care Organisations (NCVCCO), Connect Youth International (CYI), British Youth Council (BYC) and the Association of Principal Youth and Community Officers (APYCO). 

An initial report looked at regional capacity, communication and models for improvement. NCVYS and The NYA have been charged with taking this forward. They have done this in close partnership with CYI and a commitment to involve all the core partners in future developments. 

We have been contracted by the Steering Group to enable national and regional stakeholders achieve a shared vision and strategy of how regional youth work platforms might be strengthened or developed so that the youth service can enhance its capacity and capability to influence policy and improve practice.    

This paper aims to advise NYA, NCVYS and CYI (on behalf of a wider partnership of national organisations) on the key issues that have emerged from Phase One of this project and to reflect these in our proposals for future direction and next steps. 

Phase One aimed to map ‘the lie of the land’ and identify:

· what may be necessary at regional level to develop confidence in the national initiative 

· what might be the most useful starting points for a national framework for development

Within Phase One we undertook telephone interviews in January and February 2004 with 36 stakeholders across all nine regions and across different national agencies. We also met with officers from the regional youth work units during one of their regular meetings at The National Youth Agency in January 2004. The ideas and issues that form what follows in this report derive principally from the views expressed in these telephone interviews and meetings.

Overview of Current Position

All interviewees expressed a willingness to engage with each other in order to strengthen and position more strategically any regional youth work infrastructure.

This willingness to work together is somewhat qualified for regional partners by: 

· the unintended adverse aspects of preceding national initiatives. This includes the previous Stronger Links process, NCVYS Regional Officers and the Community Fund bid which have generated in some regions confusion, concern and/or suspicion;

· their perception that the current state of national partners’ thinking, as reflected in the Community Fund bid, takes insufficient account of the diversity of regional practice, developments, aspirations or needs; seeks a ‘one size fits all’ approach to infrastructure development; and neither acknowledges the differences between infrastructure support at regional and national levels nor recognises the possible tensions between them;

· their perception that, despite the national consortium approach, the NYA and NCVYS do not speak with one voice; and the purposes and agendas of the other national partners are not always clear;

· anxieties about a ‘one size fits all’ approach. Fears are that it could impinge on the autonomy of those regions where infrastructure is already well established; and risks burdening those where infrastructure is less developed with the financial responsibility for sustaining a structure with significantly higher staffing costs;

· the need for a clear statement on the benefits of a co-ordinated approach to regional development so that regional stakeholders can better focus on the benefits rather than the potential costs and risks.

National perspective

 The need and aspiration of national organisations to have effective regional links is at the core of the Stronger Links initiative. This is in order to:

· deliver their services more effectively to local providers and young people;

· generate good and reliable ‘intelligence’ about local needs, issues and good practice;

· promote quality and innovation in youth work;

· ensure the breadth of interests at local and regional levels is reflected in their own planning and policy development;

· better influence government policy on the basis of this strong and broad based interface with young people and those working with them.

In itself this is not new. There have been various national initiatives over the years to develop regional bases and links. However the current government emphasis on regionalisation makes this interface even more crucial and offers the possibility of funding and other government support to achieve this. 

It is the recognition of the importance of this national/regional interface that has focussed national attention on some underlying concerns:

· how to achieve clarity and consistency across the country in respect of the above functions 

· How to enable networks to be representative of the local authority and the broad range of the voluntary and community youth sector; and within this, how to build the confidence and capacity of the voluntary and community youth sector to engage; and how to create opportunities for young people to influence and participate.

Regional perspectives

On the face of it, this would seem an appropriate and uncontentious agenda. Further it is one, which mirrors the aspirations and concerns of regional infrastructure bodies. Substitute ‘consistency across the region’ in the paragraph above and all of the bullet points could be aspirations for regional bodies also. What then blocks collaboration when there would appear to be mutual aspirations and benefits from working together? 

The reality is more complex. There are strong cross currents pulling the system towards regionalisation and towards localisation. At this stage institutions at regional and local levels have still much to play for. This can increase the competition between agencies at national and regional level as they seek to reposition themselves. Opportunities for gaining and losing power and influence exist at the different levels of the system. And all of this is happening in different ways and at different speeds across the country.   The scope for confusion, tension and conflict is therefore high and the difficulties of effective communication across a diverse and changing landscape are considerable. In this context any national initiative risks raising anxieties about imposition and control.   An essential prerequisite of enabling change is therefore to create confidence, a sense of common purpose and direction, and shared commitment as a basis for building partnership.  

Perceptions of, and relationships with national agencies vary across regions. In some instances, development has been such that the regional players are ‘ahead of the game’, whereas in others there is an uncertainty as to the implications of ‘getting stuck in.’ The added value that national organisations can offer to their work is not self evident and has to be demonstrated again and again in practice.  Nor are the benefits of cross regional working obvious when there is such apparent diversity; and when credibility depends on work and achievements within particular regions.   

It is not the intention to rehearse the differences in aspiration, capacity and potential across regions in this overview paper. However it seems important to stress that these differences are significant and that they raise fundamental questions.

· Is regionalisation in its broadest sense likely to have the same impact across the country or is it likely to be more important in some regions than others?  

· To what extent can a co-ordinated voluntary and community youth sector voice be achieved in each region over the next five years?  

· To what extent can a robust regional youth work platform be established in each region over the next five years? Are there alternative delivery options for national bodies in regions where the scope for establishing such a platform is low?   

The answers to such questions could usefully inform any strategy for development across the nine regions. 

Initial Thoughts on Future Partnership

How then can we build partnership in order to meet interdependent needs? This section offers some initial thoughts based on the consultation to date.

(a) Context

Interviewees highlighted two aspects of current government policy as significant for any regional platform. These were:

· The government agenda on building voluntary community sector capacity; 

· The aspiration to better co-ordinate services for children and young people as reflected in the current ‘Children and Young People’ agenda and the proposals to develop Children’s Trusts.

The government focus on the overall capacity of the voluntary sector, including the Home Office’s Active Communities Unit (ACU) review of infrastructure support, prompts the question:

· at regional level where and how can the capacity of the voluntary  and community youth sector be built so that it benefits from opportunities taken by the broader voluntary sector opportunities as well as developments in the youth work sector?  

Already initial answers vary from region to region. Depending on local circumstances, housing this function within a broader voluntary sector function or locating it within the regional youth work unit has advantages and disadvantages. However irrespective of the host body, a regional platform will require a three-way relationship between any regional youth work unit, the voluntary youth sector and the wider voluntary sector. It also makes sense for the findings of the ACU review of voluntary and community sector infrastructure to be considered with regard to any strategy on regional youth work platforms. 

Some interviewees raised the question as to whether the scope needs to be broadened to work with young people, not just youth work. They emphasised that Children’s Trusts will generate powerful champions at local level in relation to the development of services for children and young people and any infrastructure developments need to take account of this.  The interplay of local and regional government is going to influence considerably the way such Trusts emerge and develop and it is difficult at this stage to be clear about the process and the outcome. Others emphasised the importance of keeping a focus on youth work and the promotion of youth work values.  All of this raises the question: What is required at regional level to promote youth work and the youth work contribution within a ‘Children and Young People’ policy agenda? Again, this may result in striking regional variations.

Pending further discussion, this paper continues to focus on regional platforms principally concerned with youth work.

(b) Principles

Some interviewees raised explicitly the subject of values and principles; and this was implicit in many of the conversations. As a basis for further discussion, we suggest that a partnership approach to development be based on valuing interdependence, diversity, consistency and quality.

· Interdependence emphasises the mutual dependence of self-governing entities  

· Diversity recognises the reality of developments which reflect local needs and seeks to build on the strengths of this

· Consistency recognises the importance of ensuring that key infrastructure functions are delivered effectively irrespective of geographical location

· Quality recognises the importance of sharing and building on good practice in the interests of developing high standards of youth work and of infrastructure performance across the country

(c) Change in ways of working at national level 

The focus on what is needed at regional level to ensure robust regional platforms for youth work does not take sufficient account of how national organisations may have to change if they are to benefit from this major shift in infrastructure. 

 National and regional requirements mirror each other. The national concern about consistency and representation mirrors regional perceptions and concerns about the national platform. To date, it seems as if the debate across national partners has focussed on potential changes at regional level and not given sufficient attention to how, within available resources or with additional resources, national organisations may need to change their ways of working to ensure a more coherent, co-ordinated and consistent relationship with regional players.  
Possible changes could include:

· A planning cycle to enable representatives from all national agencies and regions to plan, prioritise and review together the scope for collaboration
· Better co-ordination of available resources for regional development so that national partners’ priorities for collaboration with regional agencies can be communicated and managed in a unified way.
· National agencies developing the capacity and the means to act on intelligence from regions concerning the development of quality and innovation in services offered.  

 (d) Changes at regional level

A clear statement of the aspirations and needs of national agencies in respect of regional platforms linked to their assumptions about the necessary staffing resource would provide a useful basis for discussion and negotiation with all regions. The Community Fund bid attempted to outline this. And perhaps the failure of the bid provides an essential opportunity to re-start the discussion and negotiation.  

An appropriately revised statement could then be used within each region to clarify to what extent the region is currently able and willing to meet these expectations; what it might need to further develop in relation to these expectations; and what therefore the regions requires of the national consortium by way of support.  The outcome of such a round of negotiations would be less a ‘one size fits all’ approach and more of a ‘shopping list’ of the needs of nine distinct regions. 

In both inter-regional and intra-regional discussions it would be essential to incorporate current best practice into the thinking. So for instance, in the context of Stronger Links, the expectation of what the platform can do to build the voluntary and community youth sector capacity at regional level could usefully incorporate:

· The importance at regional level of encouraging local authorities to actively support the development of local voluntary sector networks; linked to advice and support to the local voluntary sector as to how to build up a fully representative network. It will be important to take account of what has been learned and gained from the impetus given to such initiatives by the Transforming Youth Work Development Fund. 

· The importance at regional level of encouraging joint local authority/voluntary sector planning mechanisms  

· An expectation that partnership between the local authority and voluntary youth work sectors would be reflected in the arrangements for governance and strategic planning within the regional platform.  

· An expectation that the voluntary sector network would be representative of the whole range of those engaged in youth work within the region.

Questions and Challenges Arising

In addition to those already raised within the paper, questions that need to be addressed by national and regional partners together are:

· What do we know about how best to build a voluntary and community youth sector network at regional level, representative of the breadth of the sector from small neighbourhood projects to regional voluntary agencies?

· What do we know about the potential and limitations of local Councils for Voluntary Youth Services in reflecting this breadth and how can this be taken into account in developing local voluntary and community youth sector umbrella bodies?  

· In what ways can we position a regional youth work platform to best take account of developments within: the voluntary sector, the youth work sector, the interface between ‘Children and Young People’ policy and Connexions?

· What arrangements can be made to effectively co-ordinate and communicate the policies and practices of national organisations in respect of the regions?

· What arrangements can be established in order to effectively take account of regional feedback? 

· In what ways can a national youth work voice be built which reflects both the local authority and the voluntary and community  youth sectors at both the national and regional levels?

Immediate Next Steps

The consultation in Phase One indicated broad support for a facilitated event or conference to bring together national and regional representatives to consider, make and agree plans for future developments.  (In addition, three regions have asked for one of us to meet with networks or joint executives to discuss this issue).    

We will be considering the key themes and issues which the conference will need to debate and decide; and the processes for achieving this. 

We will be using the ideas and questions in this paper as material for the conference. We also plan to take account of any responses to these from those whom we have consulted to help us get to this stage. Therefore we would be grateful if you could respond to Mary Marken by 5th March taking account of the questions posed in the covering letter.

Mary Marken and Bryan Merton 

17 February 2004

Appendix Three 

Building Stronger Links

Conference

Aim

To enable national and regional stakeholders to achieve a shared vision and strategy of how regional platforms can be further developed so that the voluntary and local authority youth work sectors can enhance their capacity and capability to influence policy and improve practice; and to identify the implications of this for national bodies.

Objectives

· To agree a vision of what regional youth work platforms might be 
· To consider the current position against future vision and identify any implications for action
· To consider how to realise the shared vision of developing regional infrastructure with particular reference to developing the capacity of the voluntary and community youth work sector; of the local authority youth work sector; and of young people themselves. 
· To consider how (a) the Active Communities Unit’s review of support for the voluntary and community sector infrastructure and (b) the reforms of services for children and young people set out in the Children’s Bill could impact on any regional infrastructure.
· To consider how national and regional agencies can better complement and enhance each other.   
Programme

Day 1

3.30 Arrivals, registration, refreshments

4.00 
Opening remarks and introductions


Plenary and small groups

· Purpose and programme

· Ground rules

· Hopes and worries


4.30 
Getting clear what we are trying to build

Plenary and group work

· The reasons

· The benefits

Feedback

6.00
Break for Dinner

8.15 
Present reality and future vision


Group work

· The current situation

· Helping factors and hindering factors

9.30
Finish for the day

Day 2

9.00 
Where we have got to so far? 



Plenary

Looking back and looking forward




9.30 
Making the vision real



Thematic groups

Four themes- see end.

11.00 
Break

11.30 
Feedback from groups




Plenary

Questions, answers and comments 

12.30 
Lunch

1.45 
Next steps





Plenary and small groups

3.00 
Conference review




Plenary

3.30 Close

Themes for Discussion on Morning Session Day 2

· Building voluntary and community youth sector capacity as partners within the regional youth work platforms; the role of the local authority sector in enabling this

· Enabling representation of young people within the regional youth work platforms

· National bodies and regional platforms and networks: How can they add value to each other’s work?

· Impact of Every Child Matters and ACU Review of Voluntary Sector Capacity on the scope of the work of the platform.   

� See Appendix One


� See Appendix Two


� ChangeUp Capacity building and Infrastructure Framework for the Voluntary and Community Sector Home Office ( Active Communities)  


� See Appendix One for Interviewees


� See Transforming Youth Work Resourcing Excellent Youth Services Annex 1. Youth Work Values
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