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A message from the Chair: 
Observations on Youth 
Justice in 2012  

It was a great privilege to assume the 
Interim Chair of AYM ltd in 
September 2012 following the 
resignation of my predecessor Lorna 
Hadley. Lorna had struggled for 
some time to reconcile the issue of no 
longer being a Head of Service yet 
remaining Chair of the National 

Association. Despite our protestations and 
encouragement to remain she felt no longer able to 
balance this issue and followed her conscience.  

I respect Lorna’s decision but am a reluctant Chair. I 
would like firstly to thank Lorna for the sterling work 
she has put in during her tenure as Chair which she 
took up in May 2010 and she has skilfully steered us 
through some tricky waters in this time.  Her 
dedication and commitment to the principles we stand 
for are clear and her dedication and enthusiasm has 
moved us on considerably and it is regrettable that she 
feels unable to continue as Chair. I am pleased to 
advise though that we will not be losing Lorna 
completely as she has agreed to remain on the 
Executive Board where she will continue to serve the 
organisation well.  

I have been Vice Chair since 2009 and a member of 
the Executive since 2007 when I joined as North West 
regional rep- I am currently Head of Service at the 
Cheshire West, Halton and Warrington Youth 
Offending Service and have been with various YOTs 

since 2000 with a background in Probation prior to 
that.  

I am not seeking to serve as Chair beyond the AGM 
which is on 14 May 2013 in Birmingham- make a note 
in your diary and please attend if you can in order that 
we can progress the plans we have for the future.  

Challenges  

Colleagues will be aware of my views regarding the 
future direction of the Association and I presented a 
proposal to the AGM in May 2012 regarding this. I 
feel we are currently at a crucial point where the 
alternatives are to move into a stronger, more 
focussed, self- sufficient and dynamic organisation 
representing members interests, promoting ethical and 
effective Youth Justice practice and working together 
with partners to achieve reductions in offending which 
will improve lives of children , young people and 
communities.  

However- there is a real risk that due to the reductions 
in our membership and the increasing burden on those 
remain, we will simply whimper out of existence. This 
would be a huge loss and not a fitting result for an 
organisation that has been passionately created and 
enthusiastically supported since its inception.  

I strongly advocate a more commercially oriented 
approach which allows for us to raise investment and 
employ or commission staff or services to provide the 
service which members indicated they wanted.  
Currently all of the Directors commit their time 
voluntarily and in addition to increasingly challenging 
roles as Heads of Service of Youth Justice and, for 
many, a plethora of other services and demands at the 
local level.  
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We commissioned a survey of members, and potential 
members, of AYM ltd in the summer and are actively 
attempting to utilise these findings to inform our 
direction of travel. Members who responded were 
clear in their commitment to the YOT model and 
wanted to see the AYM as an important ‘player’ in the 
national arena as well as supporting members in the 
local context. Other themes emerging were the desire 
to see AYM as more visible, more approachable and 
more interactive. Members were less enthusiastic 
about a more business centred model in the short term, 
but did wish to see a more personal and supportive 
approach for members.  

YOTs and Youth Justice work is at a very precarious 
position: produced ironically through our huge success 
in addressing youth justice issues in the last decade or 
more. Whilst youth crime is always topical it was 
interesting to note the general lack of importance 
attached to youth justice in the last general election. 
Indeed, with elections for Police and Crime 
Commissioners achieving a turn-out well below 20% , 
it would appear the electorate no longer sees youth 
crime as a predominant issue. My, how times have 
changed!  

Those who do not understand the intricacies and 
pressures of youth justice see the falling number of 
first time entrants and extrapolate from that a need for 
less investment. We are all too aware that this will 
more than likely result in an increase in the custody 
rates in the medium term which may in turn lead to 
less investment, particularly as the burden of costs for 
remands is being deflected from the centre to local 
authority jurisdiction as I type. Increased pressure to 
fund custody may well result in reduced commitment 
to youth justice partnerships which in turn threatens 
our ability to continue to provide high quality and 
effective services.  

Many YOTs are being subsumed into integrated youth 
or family services and are moving away from the 
multi-agency approach which has been so successful. I 
would suggest that they are perhaps not ‘Sustaining 
the Success’ as was recommended a few years ago.  

Other YOTs, such as the Tri Borough partnership in 
West London, West Mercia and Cheshire West, 
Halton and Warrington YOS (CWHWYOS) are 
amalgamating in order to gain savings from 
economies of scale while seeking to maintain and 
improve services. Other large YOTs such as Wessex 
are disaggregating with similar aspirations of quality 
and economy by utilising a more localised model.  

The landscape is changing at a fast rate of knots 
(forgive the YOT pun and mixed metaphor), which is, 
in my view, likely to lead to increased dissonance in 
approaches and outcomes as ‘localism’ becomes the 
foremost approach rather than just a significant one. 
We still see sentencing by postcode across the country 
and I fear this will also apply to delivery of 
community sentences by YOTs and others.  

I will not dwell on the other potential challenges as I 
am sure you are as dismayed reading this as I am 
writing it.  

In the words of somebody ‘Something must be done 
and somebody else should do it!!’…  

We could just follow Father Ted’s and Father 
Dougal’s example and stand to one side holding a 
banner proclaiming ‘ Down with this sort of thing’ 
or…..   

I do not wish to get into evoking the spirit of Kennedy 
but the AYM can only succeed in delivering services 
to its members if more of its members are engaged in 
actively supporting it.  

We need your help- whether it be providing 
information, articles, areas of professional knowledge 
and interest such as Communications and Language 
Skills, Workforce Development, Troubled Families 
agenda etc. etc. etc….  

Are you willing to be an advocate/mentor for a 
colleague- share good practice, develop a national 
resource archive?  
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Would you be interested in taking a more active role 
as a Director- we currently have areas of the country 
with no regional representative?  

What do you feel able to contribute?  

Please find a member of the Executive at the 
Convention or contact us at our stand to discuss 
further- make offers of support- as well as vent your 
spleen, give feedback on how you think we should 
progress….but please do it quickly before we whimper 
into submission which would be a significant crime in 
my view.  

 

The Exec Members are:  

Gareth Jones CWHW YOS – Interim Chair 
Gareth,jones@halton.gov.uk   
 
Pat Jennings Tameside YOT –Vice Chair  
 
Ian Langley- Hampshire YOS – Secretary  
 
Adrian Quinn- Bristol YOT - Treasurer  
 
Charlie Spencer - Sandwell YOS - West Mids Rep  
 
Lorna Hadley- London rep  
 
Mike Rees - North Somerset YOT - South West Rep  

 

Many thanks for taking the time to read this article and 
I hope you feel able to actively support the AYM Ltd. 

  Regards to all,   

Gareth Jones   

November 2012  

 
 
 

YOT managers are drawn from a great 
variety of professional backgrounds, and 
bring different experiences and cultures 
with them into partnership management.  
 

Nick Wilkinson tells us about 
his own move from policing 
into youth justice.  

After serving over 30 years as a police officer, in 
February 2012 I took up the post of assistant head of 
integrated youth services (head of youth offending) for 
Kent County Council.  

I retired as an Assistant Chief Constable with Sussex 
Police, amongst many other roles, I had been a 
member of the Association of Chief Police Officers 
(ACPO) Children and Young Persons Group and a 
member of the ACPO Drugs Committee. As a result I 
had played a part on developing and influencing 
policy at a national level. During my police career I 
was heavily involved in partnership working including 
chairing the Sussex Criminal Justice Board, Sussex 
Resilience Forum and many strategic and local 
partnerships.   

In 2009 I introduced community resolutions 
(restorative justice) in Sussex Police: a significant 
culture shift for the organisation and very relevant for 
my new role as we continue to embed a restorative 
justice element within youth justice.  

I had many standout operational incidents, perhaps the 
most significant being the search commander for 
Sarah Payne in 2000.  

So why youth justice? Well I was ready for a change 
and I was keen to move to a second career. I have an 
absolute passion about working in the children and 
young people arena. The opportunity in Kent looked 
particularly exciting with a newly formed integrated 
youth service (IYS). This is important as I am very 
focused on ensuring children and young people who 
offend are not stigmatised. Kent IYS provides wider 
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opportunities within a whole youth sector 
environment.   

I have joined the youth justice world at a particularly 
challenging time – funding, Police and Crime 
Commissioners, legislation changes and local service 
transformation. However there are many similarities 
with my previous career and I have become fully 
involved in the partnership scene in Kent, ensuring 

that youth justice is properly 
represented and involved.  

Kent is a large area and my 
focus is on integrating youth 
services whilst delivering a 
quality service. I will never 
forget that children are the 

living message we send to a time that we ourselves 
will not see – I want to play my part in this.  

 
John Hawkins Memorial Award 

Lifetime Member of AYM, Pete Dennis, 
reports on a special award to be presented 
at this month’s Youth Justice Convention. 

The Board of the AYM agreed that at their AGM 
earlier in the year to grant an award for Innovation in 
Youth Justice in memory of John Hawkins. John had 
worked as a social worker for most of his life and 
became a specialist within youth justice. He was 
appointed as the Youth Offending Manger for East 
Sussex 1999 and remained in that post until his 
retirement in 2010. Very sadly John died shortly after 
his retirement in 2011. John was a driving force in the 
formation of the AYM and was the Association’s 
Treasurer from its inception. John worked tirelessly to 
promote the role of youth justice, to develop 
professional practice within the work and to improve 
opportunities for young people.  Away from work 
John was a devoted family man who lived in Brighton 
with his wife Chrissie and three sons.  

The Award is open to all those working in a YOT with 
an AYM member within the management team. 
Nominations must be able to demonstrate an 
innovative and creative approach to their work over 
the past 12 months and the winner will receive £500 to 
be spent on continuing the programme of work.  

We are very privileged to announce that a member of 
John’s family will present the Award at this years’ 
YJB Convention on the 23rd November in 
Birmingham.  

 
Does size matter? The story of 
the demise of Wessex YOT: a 
YOT Manager's personal 
viewpoint.  

Wessex YOT was one of the original pilot 
YOTs, established in 1998, as a large 
partnership across four local authorities on 
the south coast. This year, as Gareth 
indicated in his lead article, this 
partnership came to an end. Ian Langley 
explains more. 

On the 31 March 2012 
Wessex YOT, one of the 
largest YOTs nationally, 
disaggregated and new YOTs 
in Hampshire, Portsmouth and 
Southampton were born. The 
Isle of Wight had left the 
Wessex YOT partnership a year previously and 
established their own Youth Offending Team on the 
Island.  

Such a move perhaps seems at odds with 
developments elsewhere where the financial climate 
has led to greater collaboration and in some cases 
mergers between YOTs, which mirrors moves in other 
public sector organisations to find greater economies 
of scale. In my opinion the key determinant in the 
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disaggregation of Wessex YOT was the ‘localism’ 
agenda with some of the local authorities in the 
Wessex YOT partnership wanting greater integration 
of and influence over YOT work in their area. Wessex 
YOT covered a diverse area including two large cities, 
an island, some very rural areas including the New 
Forest National Park, and a significant military 
presence etc. all with differing local needs and issues.  

The rapid secession of the Isle of Wight at the end of 
2011/12 arguably destabilised the Wessex YOT 
partnership but was, in the event, comparatively 
straightforward in that all of the YOT staff based on 
the Island transferred across to the new IOW YOT. A 
holding position for 2012/13 in terms the continuation 
of shared contracts, IT etc. was quickly agreed until 
either contracts expired or the IOW YOT was ready to 
take on responsibility.  

Following the departure of the Isle of Wight Council 
from the partnership the three remaining LA’s 
considered their position and, in June 2011, stated 
their intention to disaggregate at the end of the 
financial year. As a result a disaggregation sub group 
of the Wessex YOT Board was set up and met on a 
monthly basis until April 2012.  

It was clear that disaggregation of what remained of 
Wessex YOT would not be as straightforward as it 
was for the Island, as  the SE Hampshire/ Portsmouth 
YOT teams  and the  SW Hampshire/Southampton 
YOT teams both shared premises, with some staff 
working across both teams. The other key issue was 
the separation of IT and case management systems.   

At an early stage it was agreed that all three new 
YOTs would continue to use the same case 
management system for 2012/13 with information 
sharing agreements in place to allow time for separate 
systems to be commissioned/put in place after that 
date. Other areas of continuing collaboration that were 
considered and subsequently agreed by the 
disaggregation sub group included performance/data 
management, training and joint commissioning of an 
Appropriate Adult Service.  

In September 2011 the disaggregation of Wessex YOT 
was confirmed by the Wessex YOT Management 
Board subject to approval by elected members in the 
three local authorities. A consultation period 
commenced later in the autumn with YOT staff and 
stakeholders with each local authority explaining the 
structure it proposed to adopt . For a small number of 
staff working across LA boundaries individual 
discussions/consultation took place about the proposed 
TUPE from one local authority to another. 
Understandably this generated numerous queries and 
anxiety amongst YOT staff so it was of paramount 
importance to communicate well and resolve 
outstanding issues quickly.  

Early in the disaggregation process it was also 
apparent that new office bases would be needed post 
disaggregation for three of the six operational Wessex 
YOT teams in order to ensure that they would be 
based within the area they served. Thus, suitable 
premises had to be quickly found for the new 
Portsmouth and Southampton YOTs as well as the SW 
Hampshire Team.   

The upshot was that three office moves took place in 
March/April 2012. The new Portsmouth YOT were 
relocated from the Fareham office they shared with the 
SE Hants team into the City Council’s offices in 
central Portsmouth; the new Southampton YOT 
vacated the ageing office they shared with the SW 
Hants team on the edge of the City to newer premises 
alongside a Children’s Services team in the centre of 
Southampton; the SW Hants team moved from the 
same premises to a Children’s Services hub in 
Eastleigh.   

All of the teams have moved to premises that are far 
more accessible for the young people and 
communities that they serve and all have benefited 
from co-location with Children’s Services teams in 
particular. In my view, these moves would have been 
unlikely to have occurred without disaggregation.  

A huge amount of work went on behind the scenes 
with the key aim that young people and other key 
stakeholders such as the Courts should notice little 
difference in the first few days of April 2012 other 
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than different headed paper for each of the new YOTs. 
This was achieved with exception of one of the teams 
only having one phone operating for the first few 
days.   

Only time will tell if the benefits associated with 
increased ‘localism’ triggered by disaggregation will 
outweigh the benefits that the larger critical mass of 
Wessex YOT brought.  

Ian Langley  

Former Head of Wessex YOT & currently 
seconded from Head of Hampshire YOT to lead the 
Supporting (Troubled) Families Programme in 
Hampshire 

In the next bulletin, we will be hearing from West Mercia, where 
another significant structural change in YOT management is 
underway. 

 
Still time to register for our 
winter conferences 

Association of YOT Managers winter 
conferences: Open to YOT Manager non- 
members.  
 
Register Now!  
 
Southern area conference: Surrey, 5 December 2012 
(Royal Alexandra and Albert School, Reigate, RH2 
0TD. Times: 1.15 lunch, 2.00-4.30 conference)  

Northern area conference: Leeds, 28 January 2013 
(details of venue and times tbc)  

The Association of YOT Managers is the only 
professional body for managers in youth offending 
teams in England run by YOT managers. Support your 
association and find out more about its past 
achievements and future plans by attending one of our 
half day winter conferences.  

Speakers include:  
 
John Drew, Chief Executive, YJB, reflecting on his 
time in office and giving his views on the future for 
YOTs  

Julie Fox or Andy Smith, from HMI Probation, 
introducing their report on the thematic inspection of 
youth to adult transitions in youth justice, and 
outlining the future of YOT inspections  

Gareth Jones, Chair of AYM Ltd, describing the work 
of the association and its future plans  

A representative of the newly formed Police and 
Crime Commissioners Association, providing an 
opportunity to find out more about how YOT 
managers and PCCs can work together.  

To register for either event, complete the details below 
and email Phil Sutton (philsuttonathome@ 
hotmail.co.uk) or call 07514 248 313  

There is no charge for these events, but places are 
limited by venue size, so please be sure to register no 
later than 30 November for Surrey and 22 January for 
Leeds.  

 

Last word…a challenge from a 
friend 

Chris Wright, Chief Executive of Catch-
22, was one of the first YOT 
managers, running 
Nottingham YOT in the early 
years of its existence. He 
later moved to a role at the 
YJB. In this article he 
challenges us to think 
differently about what we 

commission, and how we do it. 

These are interesting times.  The economy is 
struggling to re-emerge following the financial crisis 
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of 2008.   We are now in the third year of austerity, 
and some forecasters are suggesting the budget deficit 
will stretch way into the 2020s.  The expansion in 
public sector spending witnessed from the early 2000s 
until 2008 is unlikely to be seen again in my working 
life.  But, these challenges also create an opportunity 
to fundamentally rethink the way that public services 
are both funded and delivered.    

At the back end of the 1990s I became one of the first 
cohorts of YOT managers.  In retrospect, it was a time 
of relative plenty, with clear and focused leadership 
from a government driving through a radical reform 
agenda designed to prevent and reduce offending by 
juveniles.  In establishing the YOT in Nottingham, I 
benefited from the clear national leadership being 
mirrored at the local level, which resulted in the YOT 
being allocated significant resources, both from local 
partners and the Youth Justice Board.  Whatever one’s 
views about the reforms themselves it would be 
difficult to disagree with the statement that youth 
justice moved from a “Cinderella” local service to 
assume a place of some significance.   There have 
been a number of significant successes- notably the 
fall in first-time entrants to the criminal justice system 
and, more recently, the reduction in numbers entering 
custody.  However, can these achievements be 
sustained now, at a time when headline budgets are 
being cut?  

I think these successes can be sustained, but we need 
to think much more imaginatively about how public 
services, such as youth justice services, are delivered 
and by whom.  I now lead a national charity that is 
steeped in the public service ethos.  Like many other 
organisations with similar backgrounds, it is possible 
to track the development of public service to the 
origins of organisations like Catch22.  Our roots take 
us back to the late 18th century, whereas the 
Philanthropic Society we pioneered the development 
of the vocational school movement, and in 1876 
another of our founding fathers, Frederick Rainer, 
funded the establishment of the London Police Court 
Mission,  the precursor of the modern day Probation 
Service.  

Public service does not belong to any particular 
interest.  The welfare state and the statutory provision 
of services is subject to evolution and  this evolution 
can bring about a fresh and more economically viable 
approach to the way in which youth justice services of 
the future could be delivered.  Put simply, statutory 
services do not have to be provided by the State.  
Opening up public services to competition can drive 
through efficiencies, innovation and better outcomes.  
This is what the current government’s’ “opening 
public services” agenda is about.  I am keen for this 
agenda to play out within the youth justice 
environment – not only as a means of delivering 
efficiencies but ultimately to deliver even better 
outcomes.  To make this happen, we need to establish 
a dialogue that builds on initiatives such as the 
Procurement Pledge and the creation of a 
Commissioning Academy, and move the agenda 
forward to create a level playing field that would 
allow VCS organisations to compete to deliver, 
mainstream youth justice services- in doing so, we 
would rediscover our roots, when charitable 
organisations delivered the first public services.  

There are currently many barriers restricting the 
ability of VCS organisations to compete for public 
contracts on equal terms either with in house providers 
or with large scale private sector outsourcing 
operations. These include, on the demand side, 
resistance to commissioning on the part of some local 
authorities where there is limited experience of 
outsourcing youth justice services.  Even in those local 
authorities where significant commissioning does take 
place, our organisation has found that a poor 
knowledge or partial application of approaches to 
reduce the risks and liabilities associated with public 
sector pension obligations significantly hampers 
successful, sustainable contracting.  On the supply 
side, there is a relative shortage of VCS organisations 
with, either the scale, working capital, bidding and 
programme management capability to take on large 
scale Government contracts, other than in subsidiary 
roles.   

So how might we unlock opportunities more widely 
for public services to be competed by the VCS and in 
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so doing lead to the commissioning of more cost 
effective youth justice services?  

I think consideration needs to be given to the 
following:  

1. Introducing a requirement for 
‘competitive neutrality’ as recommended in 
the 2008 Julius Review on Understanding the 
public services industry. This provision would 
require in-house delivery and external bids to 
be assessed using like for like cost 
comparisons.    

2. Subjecting local authority decisions to 
take, or keep, services in house to much 
greater public scrutiny, for example with a 
requirement to publish the business case 
underpinning the decision.  

3. Beefing up the LGA procurement 
pledge, for example with stronger 
commitments to publish pipelines of 
tendering opportunities with indicative 
timescales, and with much greater 
transparency in reporting of LA performance 
against bidding timetables.  

4. Collection / publication by the 
DCLG of data on the number and type of 
services currently contracted out or provided 
in house by LAs and/or greater analysis of the 
relationship between market diversification 
and local government performance.   

5. Setting a target for the percentage of 
public service contracts delivered by charities 
and social enterprises along the lines of the 
aspirational target set for 25% of Government 
contracts to be delivered in future by SMEs.   

6. Promoting new models of 
contracting in place of the current prime / 
sub-prime arrangements that tend to result in 
charities and social enterprises taking on 
subordinate roles within the supply chain.   

7. As part of ‘market development,’ 
promoting innovative VCS/private sector 
partnerships or VCS/public sector 
alliances.   

8. Encouraging involvement in the market 
of a wider range of ‘integrators’  including 
VCS ‘integrators’,       

9. And finally – introducing new 
requirements for ‘social accounting’ under 
which public agencies would need to report 
on, and be accountable for, the social returns 
they have secured for public funds invested.   

I appreciate that the above ”shopping list”  presents a 
radical reform agenda- but radical reform is something 
the youth justice system  understands only too well.  If 
we are to build on the gains of the last decade whilst 
striving to cope with the “new economics” we need to 
fundamentally challenge how public services are 
currently delivered - and who delivers them. 

 

This newsletter will be made available on line 
for members to download from the website 
www.aym.org.uk  

Please share it with colleagues and encourage 
all managers in YOTs and youth justice 
services to support the AYM. 

Feedback on this newsletter would be 
appreciated along with ideas and items for 
future issues. 

The next issue will be published in February 
2013. Items should be submitted by the end of 
January to philsuttonathome@hotmail.co.uk          
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