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Multi-Agency Working

MULTI-AGENCY WORKING

Multi-agency working has been shown to be an effective way of supporting children and young people with additional needs, and securing real improvements in their life outcomes.

There are a number of ways of delivering multi-agency services. Our review of practice suggested that there were three broad models:

· multi-agency panel 

· multi-agency team 

· integrated service. 

Not all services will fit one of the models exactly - there are no hard and fast rules about how multi-agency services should be set up, and there may be some differences on the ground. If you are not sure which one best applies to your service, use the links above to decide which model is most relevant.

This online resource is for frontline managers and practitioners, in a range of settings, who are starting to work with children and families in these new ways. It includes both general considerations of multi-agency services as well as elements that are specific to the three service delivery models. Note that this resource does not address informal methods of multi-agency collaboration.

MULTI-AGENCY PANELS

This model goes by a range of titles, but its key feature is that practitioners remain employed by their home agencies, agreeing to meet as a panel on a regular basis to discuss children and young people with additional needs who would benefit from multi-agency input.

Key characteristics:

· The panel is managed by a coordinator or chair. This may or may not be their full-time job. 

· There is a good mix of education, health, social care and youth justice practitioners represented on the panel. 

· Panel members remain based in and employed by their home agencies. They continue to 'identify' as members of these agencies, rather than as workers in a multi-agency initiative. 

· Panel members get together at regular meetings (e.g. monthly or termly). 

· Meetings are usually organised by the manager of the panel. Alternatively, they may be organised on an ad hoc basis, for specific cases as the need arises. In these cases they may be organised by the agency registering the concern. 

· In some panels, in particular youth inclusion and support panels (YISPs), the panel is supported by a core team of key workers and administrative support. The panel members refer, discuss and plan the support on offer, while the key workers carry out the case work, sometimes supported by panel members and other services. 

· Practitioners are likely to focus on individual support for the child, young person or family, though some may undertake group or whole settings work. 

· They are likely to carry out joint assessment and information sharing. Some practitioners may continue to use their home agency systems. 

· This type of multi-agency model goes by a range of titles, for example 'panel', 'network' or 'team around the child'. 

	Benefits and opportunities
	Challenges

	There are no recruitment or human resources (HR) issues to resolve as practitioners remain employed by their home agency.

Practitioners remain fully involved in what is happening in their home agency, and have access to its training and development opportunities.

Practitioners have opportunity to work together regularly and get experience of different working styles and remits.

Where panels are working effectively, structures and processes are in place to allocate the lead professional role, give them the authority to carry out their role, and share information as appropriate.

No need to find a permanent base or IT infrastructure.
	A lack of frequent contact can make it hard to develop good partnership working which is focused on outcomes for the child rather than the contribution of individual agencies.

There is a tendency for representatives to identify with their home agency rather than their role with the multi-agency panel.

Panel members may not be given enough time to carry out their casework and lead professional responsibilities with the panel, particularly if these are in addition to statutory or other duties carried out in the home agency.

Case planning meetings can take up a significant amount of time.


One example of a multi-agency working panel working with a range of children and young people is a youth inclusion and support panel (YISP). 

multi-agency teams 

The key feature of a multi-agency team is that practitioners are seconded or recruited into the team, making it a more formal arrangement than a multi-agency panel. Practitioners share a sense of team identity and are generally line-managed by the team leader, though they may maintain links with their home agencies through supervision and training.

· There is a dedicated team leader. 

· There is a good mix of education, health, social-care, youth-justice and youth- work staff. 

· The people who work in the team think of themselves as team members. They are recruited or seconded into the team, either full or part time. 

· The team engages in work with universal services and at a range of levels - not just with individual children and young people, but also small-group, family and whole-school work. 

· The team is likely to share a base, though some staff may continue to work from their home agencies. 

· There are regular team meetings to discuss case working as well as administrative issues.  
	Benefits and opportunities
	Challenges

	Good sense of team identity.

Co-working is at the heart of the team's approach, allowing sharing of skills and knowledge.

Communication is straightforward.

Joint training is easy to facilitate.

There are opportunities to carry out preventive and early intervention work in whole-school and Early Years settings, as well as small group and individual casework.
	Recruitment and human resources (HR).

Time and resources need to be set aside for team building and development.

Some teams are not based together, which can present challenges for team working and communication.

Good relationships with schools and other universal providers are vital.

Need to set aside sufficient time for meetings and other team contact time.


Examples of multi-agency teams working with a range of children and young people include:

· youth offending teams 

· behaviour and education support teams 

· Sure Start multi-disciplinary teams. 

About integrated services 
The key feature of an integrated service is that it acts as a service hub for the community by bringing together a range of services, usually under one roof, whose practitioners then work in a multi-agency way to deliver integrated support to children and families.
· It is made up of a range of services that share a common location and a common philosophy, vision and agreed principles for working with children and families. 

· It is a visible 'service hub' for the community, with a perception by users of cohesive and comprehensive services. 

· It has a management structure which facilitates integrated working. 

· There is a commitment by partner providers to fund and facilitate integrated services. 

· It is usually delivered from a school or Early Years setting. 

· Staff work in a coordinated way to address the needs of children, young people and families using the service. This is likely to include some degree of joint training and joint working, perhaps in smaller multi-agency teams. 

· Service Level Agreements (SLAs) will set out the precise relationship between the home agency and the multi-agency service, including the basis on which staff are employed. 

· The manager may be a member of the school or early years setting (e.g. a headteacher) or they may be recruited externally. 

Services may include:

· access to high-quality, all-year-round, inclusive education, care and personal development opportunities for children and young people 

· multi-agency teams to provide specialist advice and guidance to children, young people and families on aspects of health, social welfare and employment 

· outreach services to support local families with additional needs 

· a family support programme to involve and engage parents and carers in their children's learning and in the day-to-day life of the service 

· a framework of training for adults providing a range of informal and accredited courses 

· a framework of training strategies for practitioners. 
	Benefits and opportunities
	Challenges

	Opportunity to address full range of issues around children's health and well-being in a non-stigmatising universal setting.

Knock-on benefits for educational standards.

Greater co-working and cross-fertilisation of skills between agencies.

Opportunities for joint training.

Shared base enhances communication between different services.

Members are still linked in to what is going on in their home agency.

Members likely to have access to training and personal development in their home agency.
	Requires fresh thinking around the concept of the school or early years setting and their purpose in the community.

How to bring a range of partners and the whole school community on board through 'collaborative leadership'.

Developing a sense of joint purpose so that practitioners identify more with the new service than their role in their home agency.

Managing any issues around pay and conditions for staff doing joint work at different levels of pay.


Opportunities for delivering integrated services are arising from two key developments:

· Extended Schools 

· children's centres. 

Features of Success of co-located services
Existing providers of co-located services have identified a number of key characteristic features which they believe will make success more likely when considering, procuring and delivering a co-located services model.

The toolkit analyses in detail what these features might potentially be. Not all of these issues will pertain for each project but those considering co-location should be mindful of them when planning their own project. The characteristic features fall broadly into the following categories which are then further examined by this toolkit. These are:

· Visioning the Idea

· Leadership through the process

· Clarity on implications of participation

· Knowledge and understanding of project development and delivery 

· Flexibility now and in the future

· Commitment and Enthusiasm
Challenges and Issues of Co-located services
Organisations considering the procurement and delivery of new models of co-located services should note that existing providers have identified a number of barriers, challenges and issues which they have faced BUT crucially have also overcome. Learning lessons from the experiences of others will enable potential new providers to be aware of and plan for these issues and possible solutions to them.  

This toolkit analyses in detail what these issues might potentially be. Not all of these issues will appertain for each project but those considering co-location should be mindful of them when planning their own project. We hope that the lessons learned by existing projects will help raise early awareness of issues and provide pointers for new co-located services providers.   

Issues new co-located services procuring bodies are likely to face broadly fall into the following categories which are then further examined by separate documents within the toolkit:

· Governance and legality

· Developing the Partnership

· Managing stakeholders and involving the community

· Ensuring funding commitment

· Procurement and Delivery

· Evaluating the impact

· Mainstreaming and embedding through local structures
Benefits of and Opportunities for Co-located Service Provision

Experience of public service providers so far indicates that co-located services provision can bring a range of benefits and opportunities. These benefits and opportunities can arise for several diverse stakeholders: 

· Children and  families

· Adults

· The Community

· Schools

· Local Authorities

· Primary Care Trusts

· Other public and voluntary sector service enablers

· All stakeholders

In all public service delivery, providers should be driven by the IMPACT and OUTCOMES their service provision has on the public. The effects of change should be measured in the main by the success it has in these respects.

Co-location of services has resulted in a more positive approach to public service provision by users because services are considered to be user rather than provider driven. The co-location of services can also result in more effective, efficient and economic service provision for providers which can also have beneficial knock-on effects in terms of quality and volume of services able to be provided to the public.

The experience of providers to date suggests that improved access to services and a pro-active approach to better integrated service delivery support the drive to improved outcomes for the customer. Success in the quality of customers’ service experience will also encourage further take - up of services and motivate those to whom they are aimed to remain engaged.

Some specific features and benefits of co-located services provision which arise through ease of access, improved outcomes and improved service provider/enabler efficiency, economy and effectiveness include:

From the user’s perspective 

· a one-stop shop of accessible public and voluntary services available to children and their extended families, adults, the local community and other members of the public

· a more welcoming and positive experience for customer and provider which motivates both to improve 

· a more modern approach to the delivery of public services where the customer is seen to matter  

· greater community participation resulting in more fulfilled, skilled and healthy people

·  an increase in take up and a broader range of services and activities brought to local communities who might otherwise not experience them

· greater community participation in the life of the centre and community

· acceleration of the delivery of services

· greater customer satisfaction with services

Improved outcomes for different service users

· services which are more outcome than provider based 

· greater educational attainment

· better preparation of young people for life and the world of work 

· a holistic view of a child’s life and environment resulting in more joined – up services which are tailored to its needs

· better linkages between local authority and health led services in the early years of life such as Sure Start; libraries; nursery; school and health care which develops good parenting for now and the future

· whole centre approaches to healthy eating, healthy lifestyles and smoking cessation

· improved attendance at parents evenings

· a wider range of leisure and work related course and skills improvement opportunities for adults

· greater employment opportunities

· holistic services and activities for adults encompassing physical and mental wellbeing.

· greater family learning opportunities

· opportunities to improve community cohesion over a range of age groups and types of customers and to regenerate and re-invigorate communities and enhance their reputations  

Efficiencies, increased effectiveness and economies for the service provider/enabler 

· greater sharing of information through closer working relationships between service providers, including shared IT systems 

· sharing of new facility procurement costs

· sharing of administrative costs and greater staffing operational efficiencies which also, from the customer’s perspective, are actually better services 

· economies of scale including reduced building overhead costs through sharing of space, construction and facility running costs 

· increased income through greater use of assets both during the day and in the evening
· closer service provider working relationships and integrated service user developmental opportunities

· transmission and sharing of multi- provider skills, capacity and capability

· learning lessons for future co-location projects and joint working

· more joined-up and better informed strategic planning of services

· more motivated staff who feel good about the difference they can make 
· sharing of training opportunities and their costs

· the location of voluntary sector organisations on site adds a further dimension to mainstream local authority services.

· a better understanding of each partner service provider’s objectives, ethos and constraint
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