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1. Introduction
This paper outlines the proposal to develop integrated Health Visiting and School Health Teams with team management and restructured clinical leadership across the two Hertfordshire Primary Care Trusts.  The localities affected by this proposal are: All those in West Hertfordshire and East & South, and Welwyn & Hatfield in East & North Hertfordshire. This proposal does not impact further on the North or Stevenage localities as this restructuring has already taken place.
This consultation invites members of staff from the Health Visiting and School Health Teams from West Hertfordshire PCT, and East & North Hertfordshire PCT (East & South Localities and Welwyn & Hatfield area) to comment on:

· The opportunities the change creates to empower teams in service delivery.
· How best to maximise the benefits of an integrated approach to service delivery.

· Issues which may arise prior to and at the point of change to integrated team working and how these issues may be addressed.
Issues which may arise once the change has bedded down.

· 2. Reasons for change
There are key national policies influencing how community nursing services for children should be commissioned and delivered and local organisational agendas that support the development of integrated team working.

· Children’s National Service Framework (DOH 2004) highlights improved access to services as a priority in achieving positive outcomes for children. Co-located, multidisciplinary services will provide the personalised support required throughout childhood and into adolescence. 

· Facing the Future (2007) outlines the vision for the delivery of universal and specialist services for early intervention and prevention for the wide range of needs of children and families. One of the key messages from this paper is the need for integration of universal services from pregnancy to 18 years. Integrated approaches are the key to ensuring continuity of care. Experienced practitioners will work across general practice and children’s centres for the benefit of children and families.  
· The current direction for post registration careers outlined by the current consultation document A Framework for Post Registration Careers (DOH 2007) is likely to be based on patient/client pathways reflecting the main treatment categories. Children, Family and Public Health is one of the five proposed pathways. An integrated team model fits with this education model and workforce planning for Children’s Services. 
· Primary Care Trusts are statutory partners in the development and designation of Children’s Centres and Extended Schools in line with the Every Child Matters (2004) policy implementation. The development of integrated Health Visiting and School Nursing Teams is the organisational change needed to progress the local development and delivery of integrated health services geographically aligned to Children’s Centres & Extended Schools Consortia. The teams will work closely with the Children’s Centres & Extended Schools Consortia in developing the requisite multi-agency approaches for delivering integrated support to children and families for example. New ways of working using the Common Assessment Framework (CAF), Multi-Agency Teams (MAT) and the Team around the Child (TAC) will be further enabled by integrated teams.   
· Commissioning objectives - since the implementation of Commissioning a Patient Led NHS (2006) the core function of Primary Care Trusts is the commissioning of services through Practice Based Commissioning for local populations.  The core function of the Provider Services is the provision of commissioned community health services, delivered to agreed service specifications.  Commissioners have a remit to ensure that all commissioned services are contestable, and commissioning guidelines demand that providers offer best practice, coordinated care and services, innovative actions to meet population needs, engagement and integration and joint working arrangements with key partners (Commissioning Toolkit, DOH 2007). The PCT commissioning objective is the commissioning of a 0-19’s service within 2008.Integrated Health Visiting and School Health Teams are thought to be the best model to ensure that the Children’s Division of Provider Services remain fit for purpose now and in the future. 
· The current local structures for Health Visiting & School Health Teams for all Hertfordshire PCT areas (excepting North Herts. & Stevenage) is historical. The current structure is no longer co-terminus with the strategic vision for a 0 – 19 years service delivery focus, nor is it a model which fits easily with children’s centres or extended schools consortia.  
· Agenda for change/KSF. In some areas Clinical Services Managers have in excess of 40 direct reports.  Integrated teams offer a management structure to support a more appropriate number of direct reports both to Clinical Service Managers and the Team Leaders.  It is considered that integrated teams will support a more effective staff development and appraisal process in terms of accuracy and timing. Individual, team and service objectives will be better linked to the delivery of local services.
An integrated team structure offers a new pathway for senior nurses to develop careers in community nursing which is a development from the relatively flat team management structures we currently have. This is an important opportunity for staff to be supported and developed in taking on leadership positions.   

3. The Proposal & Structures
The current structures for both East & North and West Hertfordshire PCT’s Children’s Division are as follows:-
East & North Hertfordshire PCT


West Hertfordshire PCT

The proposed operational structure for integrated Health Visiting and School Nursing teams is anticipated as follows:
East & North Hertfordshire PCT


West Hertfordshire PCT

Health Visiting and School Nursing Teams will integrate with an operational focus based on the geographical locations around Children’s Centres & Extended Schools Consortia so that service delivery becomes increasingly co-coordinated and targeted to local needs.
The clinical leadership and operational management of each team will be delivered through what is likely to be a band 7 team leader role.  The Clinical Services Managers will work closely with the Team Leaders to develop and modernise services for their specific areas in line with commissioning objectives to address both local and national targets. Recruitment for the Team Leader posts will take place in 2 waves.  Existing staff in team leader/professional lead roles in West Hertfordshire will be slotted into the new team leader posts as their posts become at risk due to the restructuring. The remaining team leader post vacancies will then be open to all current employed permanent band 6/7 Health Visitors and School Health Advisors meeting the person specification.  The PCT does not anticipate any redundancies from this proposal.

The team leader posts for East & North Hertfordshire PCT will be advertised within East & North Hertfordshire PCT only and similarly for West Hertfordshire PCT.  It is anticipated that the team leader posts will be filled from within existing localities where possible.  The appointment to team leader posts is likely to lead to a review of team resources to ensure that resources are allocated as equitably as possible according to local priorities and need.   

Health Visitors and School Health Advisors perform a similar public health and family support role to differing but overlapping age groups. To enable teams to fully utilise the expertise that all colleagues possess, and to develop a seamless service it is proposed that staff will be re-grouped into integrated teams.  It is recognised that Band 6 Health Visitors and School Nurses have undertaken specialist client group training. It is the expectation that within an integrated team Health Visitors and School Health Advisors will continue to focus on their specialist client group to meet their needs.  However, the focus of each integrated team will be to meet the needs of children, young people and their families (0 – 19) within Children’s Centre and Extended Schools Localities. The roles of Community Nursery Nurses, Community Staff Nurses, and School Health and Health Visiting Assistants will be developed accordingly.
The final numbers of teams and team sizes will vary according to the geographical logistics of each area.  It is anticipated that team sizes will range from 10 – 20 staff. The workload split between clinical caseload and leadership/management responsibilities of the individual team leaders will be matched to the demands of line management.  The minimum clinical caseload will account for 50% of their time and will potentially be more than this.  It is anticipated that some teams will co-locate (premises to be identified) and others particularly within the rural areas will operate from their current bases and integrate and operate within the wider team structure. 
North Hertfordshire and Stevenage areas have been operating integrated teams for some time.  Informal evaluation through focus groups with teams has been undertaken and comments have been received.  The roll out of this proposal has taken into account the feedback received and will build on the strengths of this model.
4. The Process
Discussions have taken place with staff side representatives of the intention to review locality team structures and team leader arrangements at the Provider Services Joint Staff Side Committee. 

This consultation and the proposed changes, along with the staff affected by these proposals will be managed under the PCT organisational change management policy. 
The consultation period for staff will be from 3/3/08, and ending 21/4/08.  All responses must be received by 12 midnight 21/4/08. All staff are asked to consider the proposals set out in this consultation document, and to send any comments in writing, or by email to: kay.shrimpton@herts-pcts.nhs.uk or Alison.braithwaite@herts-pcts.nhs.uk.  Following this period an outcomes paper setting out the roll out of the arrangements will be issued. The intention is that these arrangements will commence from June 2008.   
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5. Summary of proposals:
· To appoint team leaders into localities within each PCT.

· To fully integrate Health Visiting and School Health Teams into a seamless service for children, young people and families for 0 – 19 years based around Children’s Centres and extended schools development.
· The above proposals to be start to become operational from June 2008.
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