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1 Introduction 

1.1 Background 

In line with the publication of the DAT Standard the North East Lines DAT 
Board commissioned a review of its working mechanisms, and infrastructure 
organisation.  This was additionally significant given the joint decision between 
the DAT Boards of North East Lincs and North Lincs to operate singly for future 
functions unless a joint agreement to act together was taken by both Boards.  
This could be issue specific. 

1.2 The process 

The process for undertaking the review is illustrated below as Fig 1. 
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Figure 1 Review process 

At the workshop held on the 6th November 2002 it was agreed that the model of 
working identified at Fig 2 was the immediate goal of the DAT Board, with Fig 3 
representing the longer-term objective, with the timescales determined by 
national policy. 
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Figure 2 Preferred option for April 2003 
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Figure 3 Long-term preferred model 

This view, discussed at the DAT Board on the 12th December 2002 and 
reflected in the recommendations below was subsequently ratified. 
 

Recommendations to DAT Board – 12th December 20021 
1. Agreement to the critical path. 
2. Needs analysis as central to making progress. 
3. Development of 3 year strategy (subject of this workshop). 
4. Identification of treatment providers. 
5. Establishment of performance review process. 
6. Agreement to preferred model. 
7. Dissolving of Joint Commissioning Group from April 2003. 
8. Review of position in March 2004 in the light of moves to closer 

working with CDRP. 
9. Scoping of common infrastructure for DAT/CDRP during ‘03/’04. 
10. Review of DAT infrastructure costs. 
11. Acceleration of ‘pace of change’ policy. 
12. Building on current research into user views to ensure future 

input. 

Issues needing to be addressed arising from the model in Figure 3 include: 
• The need to build on current exploration of potential shared 

premises to identify those functions and activities that will support 
both the DAT and CDRP in an integrated way; 

• The need to distinguish between standing sub-groups and time-
limited projects – both of which should only be instigated if a clear 
case is made and the work cannot be effectively carried out by the 
Operational Group; 

                                            
1 The note of the meeting states that ‘The DAT Review recommendations were discussed and 
it was agreed by all to accept all of these except numbers 10 & 12.’ 
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• The need to establish the mechanism for reference groups, for 
example service users and providers, the latter being apart from 
regular performance monitoring meetings; 

• The need to clarify the relationship with the Children’s Planning 
Group; 

• The need to determine the relationship with the statutory 
requirement for a Criminal Justice Forum. 

2 The Operational Group 

2.1 The role and style of the Operational Group 

The Operational Group will adopt the style and working practices consistent 
with those expected of the Local Strategic Partnership, to which this group 
ultimately answers through the DAT Board.  Key drivers for determining the 
way in which the responsibilities of the Operational Group are undertaken 
should be: 

• Making the best use of the available people resources (few 
meetings but very business focussed); 

• Creating the most efficient mechanisms for delivering 
responsibilities (minimalist but effective); 

• Limiting the number of groups and reducing the ‘spread’, and 
focussing (business management); 

• Ensuring that commissioning is seen in the widest context from 
preventative to tertiary services (strategy will be broadly based); 

• Having a simple performance framework, distilled out of the 
strategy, and ensuring that the mechanism for collecting, analysing 
and disseminating information are in place (simple, clear 
mechanisms for performance); 

• That the meetings have a core agenda, with a specific set of 
expectations built in (knowing what to expect  - purposeful); 

• That in taking things forward it is recognised that the year 2003/4 
will be a transitional one (see Fig 2&3); 

• That organisations are already commissioning/performance 
managing their organisations contribution to the DAT strategy (not 
reinventing it). 

2.2 The brief of the Operational Group 

The brief of the Group is: 
• To ensure effective delivery of a DAT Board Strategy through 

partnership working and collegiate activity within the Operational 
Group (strategy); 

• To provide feedback on strategy content, and direction to the DAT 
Board at regular, planned intervals (strategy); 

• To assimilate the national and local evidence base in a way that 
informs strategy development (strategy); 

• To maintain oversight of the total resource available for the 
commissioning of services to deliver the DAT Strategy 
(commissioning); 
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• To identify, and ensure effective implementation, of a whole system 
commissioning strategy to compliment the joint strategic plan 
(commissioning); 

• To ensure effective performance appraisal is undertaken within 
each represented organisation and that it is reported to, and acted 
upon within the Operational Group (performance); 

• To ensure that exception reports on performance are provided to 
the DAT Board (performance); 

• To identify obstacles to effective delivery of the DAT Strategy, and 
where possible to take agreed action to ameliorate these, and 
inform the DAT Board of such action (implementation); 

• To facilitate links and two way communication between the DAT, 
service providers and service users (implementation); 

• To identify obstacles to effective delivery of the DAT Strategy which 
require resolution at the DAT Board (implementation). 

These responsibilities are reflected in Fig 4 below. 
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Figure 4 Operational Group Brief 

2.3 Membership and responsibilities 

The membership suggested at the November workshop is identified in Table 1.  
Each representative should: 

1. Be able to take decisions for their organisation in the key 
areas/functions of the brief in a way that reflects the ‘above the 
line/below the line’ identification of resources; 

2. Be able to act as a focal point for information and performance of their 
own organisation; 
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3. To be in a position to influence the action of their organisations or be 
able to commit their organisation to a course of action that supports 
effective implementation. 

The expectation of role for members of the group would be: 
1. Attendance at regular meetings2, which would be six weekly at first, with 

two joint meetings a year with the DAT Board in workshop format, to 
revisit strategy content, particularly in respect of the local and national 
tension, and make any necessary adjustments. 

2. To jointly review performance, including what is working well, and what 
is working poorly, and to make adjustments. 

3. To review changes in national strategy and keep up to date with 
emerging evidence and examples of good practice and make 
adjustments to local strategy as necessary. 

4. To ensure joint communication throughout the respective organisations 
using, for example a statement to be issued following half-yearly review. 

 
Agency/role Function within 

organisation 
Role on Operational 
Group 

Current 
member 

Police - 
Detective Chief 
Inspector 

  Sharon 
Fielding 

Probation - 
Senior 
Probation 
Officer/substanc
e Misuse 
Manager 

Lead manager for the 
development, commissioning 
and performance management 
of substance misuse services 
for offenders subject to 
probation supervision including 
DTTO’s. 

 Voni 
Alexander 

Health Lead within PCT on health 
inequalities, the wider 
determinants of health, health 
impact statements and health 
needs assessment, including 
the development of policy and 
partnership and the evaluation 
of health outcomes for client 
groups including teenage 
pregnancy and substance 
misuse. 

To provide a public health 
strategic lead; responsible for 
assessing the health needs 
and inequalities of substance 
misusers and for ensuring that 
programmes developed 
(services and interventions) 
are needs-led and evidence-
based. 

Cynthia 
Manson-
Siddle 

Local Authority, 
Community 
Care 
Directorate - 
Head of 
Community 
Services. 

Providing a strategic lead on 
the development, 
commissioning and 
performance management of 
substance misuse services for 
vulnerable adults. 

 Andrea 
Pope-
Smith 

                                            
2 Members are expected to attend every meeting of the Operational Group and to make 
attendance a priority.  Substitutes, where available, will only be permitted if they are 
well briefed and have delegated responsibility to make appropriate decisions.  In cases 
where no substitute is available the member will ensure that the Chair of the Group is 
well briefed on their position with regard to agenda items.   Membership belongs to the 
post not the person.  Members will notify the chair of changes to the post. 
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Agency/role Function within 
organisation 

Role on Operational 
Group 

Current 
member 

Safer 
Communities 

Co-ordinating the 
development, delivery and 
performance management of 
the Community Safety 
Strategy for NE Lincs.  
Developing the Community 
Safety Partnership and 
engaging communities. 

Linking the Community Safety 
Strategy and resulting actions 
(particularly those 
commissioned by Safer 
Communities) to the DAT plan. 

Anne 
Lawtey 

NE Lincs 
Primary Care 
Trust - 
Commissioning 
and 
Development 
Manager, 
Substance 
Misuse. 

Lead for the development, 
commissioning and 
performance management of 
drug services for adults and 
young people. 

Ensuring that the PCT delivers 
its part of the strategy and that 
information regarding the 
strategy is appropriately 
communicated within the PCT 

Pauline 
Bamgbala 

Local Authority, 
Directorate of 
Learning and 
Child Care. 

Assistant Director (inclusion). Provide a strategic link into the 
Local Education Authority and 
the Child Care function of 
Social Services. Provide links 
to the Children and Young 
People’s Strategic Partnership. 

Peter Elwis 

Regional 
Advisor – 
Regional Drugs 
Team, 
Government 
Office for 
Yorkshire and 
the Humber 

Providing information, 
supporting partnerships, and 
assessing performance to 
ensure the delivery of the 
National Drug Strategy at a 
local and regional level.  Lead 
responsibility for NE Lincs, N 
Lincs, East Riding and Hull.  
Regional responsibility for 
treatment issues. 

Provide information, advice 
and support to the group.  
Assist with performance 
monitoring and 
commissioning. 

Mark 
Gillyon 

DAT Strategic 
Development 
Manager 

To lead the development of the NE Lincs Drugs Strategy through 
the DAT including strategy development, implementation and 
commissioning of services ensuring that they reflect national 
targets and local priorities. 

Not yet 
appointed 

DAT 
Performance & 
Commissioning 
Manager 

To support the Strategic Development Manager in the 
maintenance of the performance management and 
commissioning infrastructure for the DAT. 

Not yet 
appointed 

Table 1 Operational group membership and responsibilities 

Members would: 
• Be the ‘organisational’ lead for strategy implementation, 

performance and commissioning, to ensure an effective DAT 
Strategy; 

• Ensure communication internally to their organisation of their key 
responsibilities for delivery of the overall DAT Strategy; 

• Ensure knowledge of organisational performance is communicated 
to and within the Operational Group; 

• Identify both their own and other organisations barriers to effective 
performance, enabling these barriers to be dismantled where 
possible; 

• Take responsibility for contributing organisational views on the 
commissioning intentions to deliver effective strategy, including 
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ensuring that both specific and mainstream organisational 
resources are committed appropriately; 

• Commit the organisation to a whole system style of working, shared 
accountability, and high standards of delivery. 

This approach seeks to: 
• Pick up best practice; 
• Reflect the performance standard; 
• Provide a regular means of dialogue/review with the DAT Board; 
• Ensure proactive adjustment not reactive. 

Post holders with responsibility for chairing and supporting the group need to 
be identified.  The chair will be responsible for producing a single side key 
messages briefing after each of the meetings for representatives to use in 
internal organisational communications. 
At three monthly intervals a meeting with Providers will be held (part of the 
regular cycle) to focus entirely on performance and achievement of the 
contractual expectations.  This could be the second half of a meeting or the 
whole meeting. 

2.4 Commissioning and Performance Framework 

The Operational Group would work to a core set of strategic targets agreed 
with the DAT.  These would be identified in a local Strategic Framework that 
reflects national targets but translates and adds to these any issues of 
particular local significance.   
Both Commissioning and Performance Management/Monitoring would reflect 
these core strategic targets and would focus particularly on issues where the 
Operational Group becomes the focus of joint working and decision making 
within the context and goals set by the DAT.   
A wide range of issues would continue to be reported on through the respective 
partners to the DAT.  Close working between the DAT and the Operational 
Group should enable members to identify, discuss and influence their 
respective organisations to maximise alignment. 
The Performance Framework would therefore focus on a core set of targets 
with clear outcomes being identified.  2003/04 is inevitably going to be a mix 
and match period, including: 

• Developing independent approaches between North and North East 
Lincs; 

• Ensuring a broader commissioning and performance approach than 
simply treatment; 

• Ensuring the jointly awarded ‘contract’ is bedded down, prior to the 
establishment of separate mechanisms for performance monitoring, 
and increasingly differential requirements. 

This transitional year would operate with the Operational Group undertaking all 
the key functions not already undertaken by existing groups such as the N 
Lincs Joint Commissioning Group.  In future, however, these arrangements will 
need to change to reflect an increasingly local and sensitive set of 
requirements.  A possible schedule of meetings is reflected below. 
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Date (week 

commencing) 
Operational Group with main purpose identified 

5th May 03 Review outcome from DAT workshop & meeting in April. 
Ensure progress on Action Plan 

9th June 03 Progress review and finalising any papers for the DAT on the 25th 
June 

7th July 03 Progress review and agreeing report to the NTA due on the 14th 
July 

4th August 03 Provider performance review(s) 
15th September 03 Progress review and finalising any papers for the DAT on the 24th 

Sept 
6th October 03 Progress review and agreeing report to the NTA due on the 13th 

Oct 
3rd November 03 Provider performance review(s) and finalising any papers for the 

DAT on the 19th November 
12th January 04 Progress review and agreeing report to the NTA for the 16th 

January 
9th February 04 Progress review for ‘03/’04 and development of priorities for 

‘04/’05 

Table 2 Possible schedule/sequence of Operational Group meetings 

2.5 Critical Success Factors 

The success of the Operational Group will be judged by the following criteria: 
• High levels of attendance at the Operational Group meetings, and 

no meeting consultations/postponements; 
• 90% achievement of targets during 2003/04; 
• Effective ‘contract’ compliance achieved for main provider during 

2003/04, with targets achieved; 
• Identification of the available resources for implementing the DAT 

Strategy, both above and below the line; 
• Two workshops held with the DAT. 
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2.6 Accountability ‘Tree’ 

The accountability relationships are illustrated in Figure 5.  They will clearly be 
influenced by the transitional nature of 2003/04. 
 

DAT Board CDRP

Operational
Group

LSP

Children and Young 
People’s Strategic 

Planning

Time limited 
project 
groups

Forums

Young People’s 
substance misuse 

commissioning group

 
Figure 5 Accountability Tree – transitional arrangements 

3 The Drug Action Team 

3.1 Expectations of the DAT and DAT members 

To enable the Operational Group to carry out its brief in an effective and 
sustainable way its expectations of the DAT would be: 

1. A clear strategy document that identifies: 
 The key themes; 
 The accountable organisation; 
 The national targets applied locally; 
 The specific local targets required. 

2. Delegation to the Operational Group to take action within the remit 
of the local strategy and to ensure implementation of that strategy; 

3. A commitment to ensure agenda, papers and minutes of the DAT 
Board are circulated to Operational Group members at the same 
time as to DAT Board members. 

4. Ensuring the total resource available (mainstream and specific) is 
identified and available to the Operational Group to support its 
implementation responsibilities with a clear distinction between 
below the line (resources contributing to the DAT strategy which 
remain the responsibility of the host organisation) and above the 
line (resources that the Operational Group, within the scope of the 
strategy, are able to influence directly and, where appropriate steps 
are taken, to shift). 

5. A commitment to twice yearly joint meetings to ensure effective 
communication between the two groups in their respective roles. 
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6. An individual commitment from DAT Board members to receive 
regular briefing from members of the Operational Group and to 
maintain open dialogue. 

7. Removal of individual organisational barriers to effective collegiate 
working. 

3.2 DAT role 

In the context of the evolving arrangements to design and implement the DAT 
strategy the DAT role needs to focus on: 

• Developing the medium and long term strategic vision for the 
population of the Borough of Grimsby; 

• Communicating this strategic vision both through the Local 
Strategic Partnership and on behalf of the DAT itself; 

• Ensuring adjustment in the strategic plan in the light of policy 
change at national and local level and communicate that effectively; 

• Providing the necessary support to the Operational Group through 
responding to organisational barriers that hinder or delay 
implementation; 

• Maximising the level of resources available to the partnership to 
enable the necessary service levels are available together with the 
capacity to implement. 
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