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Clerk: Kate Spencer Governance Support 

Telephone: 01803 207013 Town Hall 
E-mail address: governance.support@torbay.gov.uk Castle Circus 
Date: Friday, 25 October 2019 Torquay 
  TQ1 3DR 
 

 
Dear Member 
 
OVERVIEW AND SCRUTINY BOARD - TUESDAY, 29 OCTOBER 2019 
 
I am now able to enclose, for consideration at the Tuesday, 29 October 2019 meeting of 
the Overview and Scrutiny Board, the following reports that were unavailable when the 
agenda was printed. 
 
 
Agenda No Item Page 
 
 
 6.   Ofsted monitoring visit feedback and revised 

Improvement Plan 
 

(Pages 14 - 68) 

 
 
Yours sincerely 
 
 
Kate Spencer 
Clerk 
 
 
 
 
 

mailto:democratic.services@torbay.gov.uk


 
 
Meeting:  Overview and Scrutiny Board  Date: 29th October 2019  
 
Wards Affected:  All  
 
Report Title:  Children’s Services - Improvement Plan and Monitoring Visit  
 
Is the decision a key decision? No  
 
When does the decision need to be implemented?  As soon as possible  
 
Cabinet Member Contact Details:  Cllr Cordelia Law, Cabinet Member for Children’s 
Services, Cordelia.Law@torbay.gov.uk  
 
Supporting Officer Contact Details:  Alison Botham, Director Children’s Services, 
Alison.botham@torbay.gov.uk & Nancy Meehan, Deputy Director Children’s Services, 
nancy.meehan@torbay.gov.uk  
 

 
1. Proposal and Introduction 
 
1.1  Following the Ofsted Inspection undertaken in August 2018 Torbay Council Children’s 

Services is currently rated as ‘Inadequate’. As a result Children’s Services are subject 
to regular Ofsted ‘monitoring visits’, the most recent of which was undertaken on the 
1st, 2nd and 3rd October 2019. It is important that Members consider the feedback 
provided following this visit.  
 

1.2  In light of the feedback received from Ofsted, a period of management change with 
new appointees in post at senior and middle management levels and the appointment 
of a new chair of the Improvement Board it was recognised that a revised Improvement 
Plan was required.  

 
1.3  As such a revised improvement plan has been created ensuring a considered shift to 

ensure that all that we do is focused unequivocally on the needs of our children and 
that in doing so we will meet fully, or exceed the expectations of the Ofsted inspectors. 
The Improvement Plan will remain an iterative document that will be updated regularly 
to reflect progress and to respond to changing demands and priorities.  

 
1.4  The revised Improvement Plan was submitted for consideration at the Improvement 

Board meeting held on the 21st October 2019. 
 

1.5  This report is before Overview and Scrutiny to provide an opportunity to consider the 
feedback received at the most recent Ofsted monitoring visit, and the revised 
Improvement Plan and make any recommendations to the Cabinet/Children’s 
Improvement Board. 
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2. Reason for Proposal  
 
2.1  Young people and their families living in Torbay rightly expect high quality children’s 

services, particularly in times of need. It is acknowledged and accepted that progress 
has not been good enough and has at times stalled. 

 
2.2  As such the Council are taking measures to address our challenges and have 

reviewed our Ofsted improvement plan at a time of management change with a new 
Deputy Director in post and the appointment of a new chair of the Improvement Board. 
 

2.3  We will use this revised plan as a platform for accelerated and successful 
improvement endeavour and to assure ourselves that the impact on children can be 
evidenced.  

 
 

 
 
3. Recommendation(s) / Proposed Decision 
 
3.1 That the Overview and Scrutiny Board considers the submitted Ofsted monitoring visit 
feedback letter and the revised Improvement Plan and makes any identified 
recommendations to the Cabinet/Children’s Improvement Board. 
 
Appendices 
 
Appendix 1:  Ofsted Monitoring Visit Letter  
Appendix 2:  Revised Improvement Plan  
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Ofsted 
Piccadilly Gate 
Store Street 

Manchester 
M1 2WD 

T  0300 123 1231 
Textphone  0161 618 8524 

enquiries@ofsted.gov.uk 
www.gov.uk/ofsted  

 

Ofsted is proud to use recycled paper 
 
 
 
 

 
25 October 2019 
 
 
Alison Botham  
Director of Children’s Services  
Torbay  
c/o Townhall  
Castle Circus  
Torquay  
TQ1 3DR  

 

 
 
 
Dear Alison 
 
Monitoring visit of Torbay children’s services 
 
This letter summarises the findings of the monitoring visit to Torbay children’s 
services on 2 and 3 October 2019. The visit was the third monitoring visit since the 
local authority was judged inadequate for the second time in June 2018. The 
inspectors were Brenda McLaughlin and Steve Lowe, Her Majesty’s Inspectors. 
 
The local authority is taking too long to address critical weaknesses. As reported in 
previous monitoring visits, the quality of help and protection for vulnerable children 
continues to be very concerning. The local authority has made some progress to 
implement the necessary improvements, but the pace of change for children in need 
of help and protection is too slow.  
 
Areas covered by the visit 
 
Because there were serious and widespread child protection concerns identified 
during previous monitoring visits, inspectors revisited and re-evaluated the quality of 
help and protection provided to vulnerable children and their families in safeguarding 
assessment teams (SATs) and in the safeguarding and family support service 
(SAFS). They also evaluated the work in the ‘special guardian’ pilot team and in the 
externally commissioned interim innovation team, which began work in Torbay in 
May 2019. 
 
During the visit, inspectors specifically assessed the application of thresholds and the 
effectiveness of practice when responding to children at risk of harm and in need of 
help and protection. Inspectors also evaluated the effectiveness of assessment and 
planning and the quality of managerial oversight and supervision.  
 
Inspectors considered children’s case records, performance management, audit 
activity and quality assurance information. They reviewed the minutes of the 

  

Page 16

Agenda Item 6
Appendix 1

file:///C:/Users/bmclaughlin/AppData/Local/Microsoft/Windows/INetCache/IE/TSZLY7VT/enquiries@ofsted.gov.uk
file:///C:/Users/bmclaughlin/AppData/Local/Microsoft/Windows/INetCache/IE/TSZLY7VT/www.gov.uk/ofsted


 
 

 

 

improvement board and the recently updated improvement plans. In addition, 
inspectors held case discussions with social workers and their managers and met 
with the leader of the council, the chief executive and senior managers.  
 

Overview 
  
Senior leaders understand the significant weaknesses. They fully accept that 
progress is too slow and has stalled in some areas. Audit activity has increased, but 
there is some confusion about what constitutes good practice, and there is little or 
no consideration given to the impact on children’s lived experiences. Ineffective and 
uncoordinated systems to analyse audit outcomes or impact on practice impede the 
local authority’s ability to track or sustain progress. These are serious shortcomings.  
 
On a corporate level, the chief executive, the senior leadership team and the leader 
of the council are strongly committed to helping and protecting Torbay’s vulnerable 
children. The recently appointed interim deputy director has brought a sense of 
urgency to and focus on the needs of children. In a short period of time, she has 
conducted a much-needed review and analysis of the quality of practice across the 
service. This is encouraging because, to date, the primary focus of leaders has been 
on measuring compliance with processes.  
 
Capacity in the SATs and SAFS teams has recently improved. The introduction of the 
‘innovation’ team has helped to reduce social work caseloads, but they need to 
reduce further. Staff turnover in the innovation team is very high, and staff are 
anxious about what will happen when this team no longer exists. The proposed exit 
strategy appears not to have been carefully thought through as it is based on cases 
closing in children’s social care, despite re-referral rates being high and the early 
help strategy not being fully implemented or operational. Leaders acknowledge that 
more work is needed because thresholds for access to children’s social care services 
are not well understood by partner agencies or by local authority staff in the multi-
agency safeguarding hub (MASH).  
 
Social workers and managers report that they are no longer reacting to daily crises 
because they have more time to plan work. More children are being visited by the 
same worker. There is emerging evidence of purposeful work helping to protect 
some children. Staff morale is good and, while 40% of frontline staff are not 
permanent, there has been a reduction in the number of social workers and team 
managers leaving at short notice. Highly committed social workers told inspectors 
that they are supported by managers who now know the children who they work 
with well. These are positive developments. However, the quality of help and 
protection and management oversight remains highly variable for too many children 
across all teams. In several cases brought to their attention by inspectors during the 
visit, leaders had to act to protect children from harm or to ensure that plans were 
progressed quickly.  
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Findings and evaluation of progress 
 
There is emerging evidence that lower caseloads are leading to more purposeful 
direct work being undertaken during the assessment period. Although this is 
positive, progress will not be sustained unless caseloads continue to reduce and 
rigorous performance management systems are fully implemented. The quality of 
children’s assessments is starting to improve but, in too many cases, those carrying 
them out do not gather enough information and evaluate all the concerns. 
Assessments are overly focused on the parents rather than on the impact of adult 
behaviour on the children. This includes when there are concerns about parental 
domestic abuse, drug and alcohol misuse and mental health issues. In too many 
cases, analysis is over-optimistic about the ability of parents to change, and is often 
based on limited information. Consequently, children’s cases are closed or are 
stepped down too soon before improvements to children’s situations are sustained. 
For instance, inspectors referred cases to leaders where very young children and 
babies have been the subject of numerous child protection plans, and a small 
number continue to remain in situations of harm. Most children’s plans are not 
sufficiently specific about what needs to happen, and lack clarity about the 
expectations of parents. Core groups often share information well, but do not 
effectively challenge the lack of progress. Independent child protection review 
officers are not effective in identifying or escalating concerns about individual 
children.  
 
There is evidence of drift and delay, which causes too many children to be left at risk 
of harm. Many of these children and their families have been known to children’s 
services for extended periods of time. The pervasive impact of long-term neglect on 
children’s outcomes does not appear to have been recognised or sufficiently 
addressed. For example, the cases of two very vulnerable children raised by 
inspectors at a previous monitoring visit were referred to senior managers again 
because action had not been taken and the children remained at risk of significant 
harm.  
 
When risks to children increase, the public law outline (PLO) pre-proceedings 
process is not yet timely enough for some children. The monthly legal gateway 
meeting provides improved management oversight and a cursory system to track 
progress. However, there are still delays because work that could have been done to 
support children and their families prior to attending a legal gateway PLO meeting is 
rarely completed in advance. This work includes, for example, updating parenting 
assessments or convening family group conferences to explore, support and make 
clear contingency plans if children cannot remain safely at home. This results in 
some children remaining in situations of high risk for too long.  
 
Despite the implementation of a revised supervision policy and specific training for 
managers, children’s experiences and their views are not consistently at the centre 
of supervision meetings. Most supervision records are compliance-orientated 
updates of circumstances, with task-based directions. The support provided to social 
workers to explore different ways of engaging those families who are resistant, 
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avoidant or hostile is limited. There is some evidence of better practice by individual 
managers, but it is not always clear whether previous actions have been reviewed or 
completed. Supervision is recorded as a one-off event, rather than a continuous, 
ongoing evaluation and a measure of progress of children’s lived experiences. As a 
result, ongoing risks for some children are not understood or acted on quickly 
enough.  
 
The quality of special guardianship assessments has improved, following a 
management decision in April 2019 to set up a dedicated team to carry out this 
work. However, responsibility for providing support to vulnerable children with 
complex needs who live with special guardians was also transferred to this team. In 
five cases referred by inspectors, managers had to act urgently to protect these 
children from ongoing significant harm. They have also agreed to review another six 
children due to safeguarding concerns.  
 
Responses to exploited children remain under-developed. There is a lack of 
coordination with the police to understand the best way to disrupt connections 
between children and adults who are grooming them to sell drugs. Staff’s knowledge 
and understanding about national concerns regarding criminally exploited children or 
‘county lines’ is limited. This was a significant concern during the inspection in June 
2018. The interim deputy director is taking immediate action to address these 
issues.  
 
Most staff report that they like working in Torbay’s SATs and SAFS teams. They 
describe the working environment as being calmer and note that they are ‘able to 
plan’ and ‘reflect more about their practice’, although reducing caseloads remain 
relatively high. Social workers who met with inspectors have over 22 children on 
their caseloads, and some have higher numbers. The newly appointed head of 
service is reviewing the support provided to newly qualified staff because some are 
unreasonably responsible for very complex work beyond their level of experience. 
Failure to address these concerns will impact negatively on the local authority ‘grow 
your own’ recruitment and retention strategy. 
 
The work in the additionally funded interim innovations team is variable and is 
dependent on the skill of the individual worker. While there is evidence of strong 
practice by some workers, inspectors also referred cases of poor and inadequate 
practice. An experienced team manager has effective systems in place to track work. 
However, the team has experienced a 70% turnover in staff since its inception in 
May this year. At the time of the visit, two more workers were planning to leave the 
next day. This will mean more changes for children who have already experienced 
multiple changes in social worker. The management and support of the innovations 
team by Torbay senior leaders has not helped the lack of cohesion. Staff do not feel 
valued. The director of children’s services has not visited the team, which is based in 
offices in the basement without natural light and situated away from the SATs and 
SAFS social workers. During the April 2019 visit, inspectors raised concerns about 
the importance of ensuring that this interim team was integrated with the existing 
service. This did not happen and there are tangible tensions, with an ‘us and them’ 
culture. The recently appointed interim deputy director is actively reviewing the 
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work across all the teams to ensure that this resource is being utilised more 
effectively.    
 
I am copying this letter to the Department for Education. This letter will be 
published on the Ofsted website. 
 
Yours sincerely 
 
 
 
 
Brenda McLaughlin 
Her Majesty’s Inspector 
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Torbay Children’s Services Improvement Plan  

 

 
2019 

VERSION 1 - OCTOBER 2019 
TORBAY COUNCIL  
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INTRODUCTION 

It will be immediately noted that this document has a changed title. We have moved away from it being a post Ofsted plan, reflecting the passage of time, the 

appointment of a new Improvement Board Chair but more importantly a considered shift in our thinking that all that we do must be focused unequivocally on the 

needs of our children while ensuring that in doing so we meet fully or exceed the expectations of Inspectors. It remains an iterative document that will be updated 

regularly to reflect progress and to respond to changing demands and priorities. The Improvement Plan will always capture the extent to which services are 

compliant with legal and statutory requirements and are successful in achieving quality standards. 

This Improvement Plan responds to the specific recommendations of the June 2018 Ofsted Inspection Report and HMI’s considered observations in subsequent 

improvement monitoring visits. It complements our council-wide transformation programme, and introduces improvement priorities which the council and its 

partners consider to be essential elements of Torbay’s improvement journey.  
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OUR PRIORITIES FOR CHANGE  

The last Ofsted inspection revealed deep rooted and long-standing problems across the Children’s Service which led to a judgement for the second time in 

consecutive inspections that overall effectiveness was inadequate and that there were serious and widespread concerns, including child protection concerns. 

Improvement actions that had initially proven successful following the first inspection (undertaken in 2015 and published in January 2016) were shown not 

to have consistently led to sustained change thereafter resulting in six repeated recommendations in the June 2018 inspection report. Inspectors reported 

in the two most recent monitoring visits on 1 February 2019 and 8 May 2019 that while subsequent restorative actions were showing some signs of progress, 

improvements were fragile, and children were still not considered to be consistently safeguarded. The letters additionally documented findings of continuing 

serious weaknesses in management, practice and quality assurance arrangements and expressed concern for the (lack of) pace of change and the 

debilitating impact of staff turnover which led to social workers having to ‘fire fight’ rather than use their skills to work intensively and constructively with 

children. Inspectors have again set out graphically the breadth and scale of the challenges facing the service, but they also noted that service leaders and 

politicians were committed to improvement and the workforce remained positive and motivated. This improvement plan will build upon these important and 

welcome attributes.  

The circumstances for children and young people in Torbay which are reflected in the continuing deep rooted concerns set out by Ofsted need to be our ‘call 

to arms’ (not a reason for despondency or inaction) and this plan reflects the prioritised, focused and robust action that will be taken using the skills of our 

workforce and our partners, and supported by the Improvement Board and elected members of the council. There is no illusion about the complexity and 

intensity of what lies ahead but equally there is clarity that not all improvements can proceed within the same timescale. It will be noted that the timings for 

completion of individual elements of the Improvement Plan have been crafted to reflect the immediate and longer-term needs of children and the 

interdependencies of improvement priorities. The plan shows that areas where progress is required  and changes need to be made are known, and its sub-

text demonstrates a relentlessness in its desire to ensure that significantly improved compliance with statutory and policy requirements will continue to be 

supplemented by sustainable improvements in quality. The work to strengthen performance and quality assurance frameworks to ensure managers and 

practitioners have access to contemporary child level data, information and analysis will continue. The provision of qualitative and quantitative material will 

further enable the workforce to assume its responsibilities and accountabilities for achieving the high standards that are required.  
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The August 2018 Inspection report contains 16 detailed recommendations and the content of the reports of the two latest two monitoring visits give a clear 

steer to other areas of concern that need to be accommodated in any iteration of the improvement plan. Drawing upon the work already undertaken in the 

preparation of the current plan and additional advice provided by an LGA associate, the improvement priorities can be classified under the following four 

thematic ‘pillars’: 

 leadership, management and governance 

 a robust model of social work practice  

 a sufficient and skilled workforce 

 quality assurance and audit 

 

The detailed improvement plan set out below uses these pillars as a framework, but for ease of reading cross references all improvement priorities to the relevant 

sections of the inspection report and monitoring visit letters. In addition, the plan incorporates other objectives and actions that are not related to a 

recommendation by inspectors, but which are considered by the council to require improvement.  
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THE IMPROVEMENT JOURNEY 

Children, young people and their families rightly expect high quality services, particularly in times of need.  Whilst we understand fully the size of the task 

ahead, we are ambitious for our service and aim to achieve a rating of ‘good’ by April 2021, within two years and six months from the publication of the 

Ofsted report.  We acknowledge and accept that progress has not been good enough and has at times stalled. This iteration of the plan produced at a time 

of management change with new appointees in post at senior and middle management levels and the appointment of a new chair of the Improvement Board, 

offers an opportunity to use its content as a platform for accelerated and successful improvement endeavour. In doing so we will involve our managers and 

staff to shape what we do, and we will capture the views of our service users to help us understand how best we can help. The stages towards achieving 

the achievable vision of securing good or better services for children are set out in the diagram below.  
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Stage 1

Laying the foundations 

By December 2019

Improvement governance 
established including revised 

independently chaired improvement 
board arrangements

Data requirements scoped 

Training needs associated with the 
improvement objectives are 

identified for all staff

Recruitment campaign to fill vacant 
posts is planned

Revised programme of outcome 
focused case audit and dip sampling 
put in place to monitor the quality of 

work

Revised and robust performance 
management processes in place 

using child level data at service level 
feeding into strategic monitoring at 

the Improvement Board

Stage 2

Stage 2

Embedding sustained improvement

By April 2020

Workforce strategy agreed and in 
implementation

Management and practice changes 
identied and implementation under 

way 

Work nearing completion on revised 
sufficiency strategy, to include 

commissioning processes for any 
new or re-provisioned services

Performance data, case audit and dip 
sampling used systematically to 

support managers to identify and 
report progress that can be 

evidenced and define areas for 
further improvement

Stage 3

Continuous improvement to a 
‘good’ children’s service

Between April 2020 and March 2021 

Workforce has stabilised- permanent 
posts are filled, turnover reduced 

Performance indicators, audit and 
dip sampling show continuous 

improvement in both quantitative 
and qualitative measures

Action is taken to respond to any 
areas of poor performance 

Torbay is recognised as a ‘good’ 
children’ s services authority- By April 

2021
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OUR IMPROVEMENT PLAN  

The table below details the action that we are taking in order to continue to progress on our improvement journey.  The document will continue to be 

periodically updated to show progress.  It is a ‘live’ document which continues to be updated as required and as progress is made. We will continue to learn 

continuously from the improvement actions that have been taken and their impacts as well as from the contributions of Ofsted.   

We will continue to use Red/ Amber/ Green (RAG) ratings to indicate our view of progress: 

 Green- the actions against this objective are proceeding as planned and there is clear evidence of improvement and impact 

 Amber- actions are proceeding, but there has been some slippage and/ or limited evidence of improvement and impact 

 Red- actions are not proceeding or there is major slippage and/ or no evidence of improvement and impact 

The Director of Children’s Services is the overall owner of this improvement plan and responsible for ensuring that its implementation is progressed and that 

updates are provided on a monthly basis.   
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Theme 1 – Leadership Management and Governance 

Objective 1.1:   

 The Chief Executive should ensure that leadership, management and governance in Torbay are strong and sharply focused on improving and 

sustaining outcomes for children, and all recommendations from inspection activity are addressed (recommendation 8 and repeated) 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescale/

Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence 

of 

Progress  

RAG/DOT 

1.1.1 Effective leaders and 

managers will determine 

the priorities of the 

service (reflecting Ofsted 

recommendations and 

the monitoring visits) the 

standards to be achieved 

and will lead, develop 

and motivate the 

workforce ensuring that 

all staff have a full 

understanding of what is 

expected. (Para 83, 85, 

86)  

Leaders and managers 

will demonstrate 

authority, vision and 

management skill to 

ensure that the service 

is fit for purpose and 

the workforce is 

sufficiently trained and 

motivated to deliver its 

objectives to time and 

within the legal 

framework. 

Senior leaders need to 

be effective in 

understanding the 

priorities to delivering 

services to children, 

CEO and Senior 

Leaders 

Immediate  Children will 

benefit from a 

service that 

knows itself 

well, is 

responsive to 

need and 

provides 

services that 

are good or 

better. 

All work will be 

compliant with 

statute and local 

policies and 

procedures, 

when measured 

by audit, dip 

sampling, 

management 

oversight and 

child level 

performance 

data. 
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challenging those who 

are accountable and 

tasked with delivery to 

ensure services 

continually improve.  

Robust Service Plans 

to be in place 

articulating vision, 

priorities, and 

standards.   

All managers to ensure 

the workforce 

understand how their 

work impacts on 

service delivery and are 

active in systematically 

evaluating how 

interventions positively 

impact on children’s 

outcomes.   

Implement our 

workforce strategy, to 

support retention and 

recruitment of frontline 

practitioners.  
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1.1.2 Elected members will be 

conversant with the 

priorities and the 

challenges of the service 

and its improvement plan 

and will be active in 

offering political 

challenge on behalf of 

their communities 

(Monitoring Visit April 

2019 KIT).  

 

 

 

Elected members to be 

offered a seminar to 

enable them to 

understand fully the 

revised data set and 

performance 

information.  

The Lead Member will 

have access to the 

monthly data and 

performance reports, 

including highlight 

reports that will specify 

progress and risks to 

progress and enable 

them to discharge their 

statutory duties 

effectively.  

The Service leads and 

Lead Member will make 

periodic visits to 

services to enable them 

to understand progress 

and best practice. Visits 

will include 

DCS 31st 

December 

2019 

The elected 

members will 

hold the 

service to 

account for the 

provision it 

makes to 

children and 

their families. 

Members will 

be able to offer 

assurance to 

their 

communities 

about the 

progress that 

is being made.  

Children will 

benefit from 

members being 

able to properly 

scrutinise the 

volume and 

quality of 

services being 

provided to 

children in 

Torbay.  
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opportunities to extend 

their existing 

relationships with key 

partners and to 

strengthen further their 

contributions to 

services for children 

made through current 

arrangements such as 

the corporate parenting 

board. 

1.1.3 Relevant Political 

processes will offer 

robust challenge to the 

Chief Executive and 

senior managers on the 

effectiveness of services 

for the most vulnerable 

children in Torbay (Para 

101).  

Overview and scrutiny 

panel will understand 

and have access to 

relevant performance 

data and intelligence to 

enable them to carry 

out their function 

appropriately. 

Members will satisfy 

themselves that they 

are appropriately 

structured to enable 

them to fulfil their 

function, including 

understanding of 

relevant children’s 

services data.  

Leader and 

Cabinet Member 

for Children’s 

Services 

Immediate  Children will 

benefit from 

having the 

professionals 

who provide 

services being 

held to 

account for the 

provision of 

quality and 

timely 

services. 

Impact upon the 

improvement 

journey will be 

assisted by the 

contribution of 

overview and 

scrutiny. 
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A new ICS system to 

be implemented to 

support frontline 

practitioners in 

recording their activity 

with children and 

families and improve 

data reporting to 

understand how this is 

actively ensuring the 

delivery of services to 

children is evidenced.  

 

1.1.4 Effective caseload 

management will support 

practitioners to achieve 

acceptable and 

achievable workloads 

(Para 18, 96 & October 

Monitoring Visit).  

Operational Managers 

will use existing and 

revised performance 

management 

information, and 

supervision to 

understand the 

complexities of 

individual social 

workers workloads.  

Any slippage from 

required standards will 

be recognised, 

understood and 

managed to prevent 

Operational 

Managers – HoS, 

Service 

Managers and 

Team Managers   

31st March 

2020 

Children will 

benefit from 

work with 

Social Workers 

that is planned 

regular and is 

focussed 

solely on what 

is required to 

improve the 

quality of their 

lives.   

Plans will be 

implemented in 

full.  

Drift and delay 

will be avoided.  

Social Workers 

will report that 

workloads are 

mostly 

manageable 

and managers 

understand their 

pressures.  
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any risk to the safety of 

children or drift and 

delay.    

 

1.1.5 The pace of change will 

be increased as a result 

of the implementation of 

sustainable improvement 

priorities. (April & 

October Monitoring Visit) 

Leaders will be assured 

of progress through the 

mechanisms of the 

improvement board and 

regular performance and 

management reports.   

 

The improvement 

priorities will be 

implemented on time 

and any variations will 

be agreed by the SLT.  

Regular reports on the 

progress of 

improvement priorities 

will be systematically 

presented to the 

improvement board and 

SLT.  

Senior leaders 

and operational 

managers  

Immediate  Children will 

experience 

services that 

are focussed 

upon their 

needs that will 

begin to 

impact upon 

their 

circumstances.  

Staff and 

partners will 

report 

increased 

focus upon 

actions 

designed to 

improve and 

sustain the 

quality of 

services to 

children.  

The individual 

elements of the 

improvement 

plan will be 

implemented on 

time and reports 

on progress will 

identify impact 

for children and 

any actions that 

are required to 

secure 

sustainable 

improvement.  

 

  

1.1.6 Policies and procedures 

which incorporate 

statutory requirements 

are embedded in 

All staff should be 

conversant with policies 

and procedures as a 

Senior leaders 

and operational 

managers 

Immediate  Children will 

benefit from 

Social Workers 

fully 

Case records 

will demonstrate 

an 

understanding 
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practice, fully understood 

by all staff and are 

evaluated for 

effectiveness within the 

performance assessment 

framework. (Para 88 & 

92)  

 

routine requirement of 

their induction.  

Updates and new 

requirements need to 

be notified to all staff 

through bespoke staff 

briefings and cascading 

mechanisms.     

understanding 

what is 

required of 

them and their 

ability to apply 

policies and 

procedures in 

timely ways to 

the benefit of 

children.  

and appropriate 

application of 

policies and 

procedures.  

Staff will report 

effective 

dissemination of 

new and revised 

policies and 

procedures.   

1.1.7 The improvement plan 

will be owned by senior 

leaders who will take 

personal responsibility for 

sharing the improvement 

vision and subsequent 

actions with all staff 

(Monitoring visit April).  

The DCS and members 

of SLT will actively 

engage with frontline 

managers, social care 

and support staff to 

ensure that they are 

conversant with, and 

have the opportunity to 

become involved with 

the implementation of 

the plan.   

DCS and senior 

leaders 

Immediate  Children will 

ultimately 

benefit from a 

service that 

fully 

understands 

its direction 

and priorities.  

All staff will 

understand and 

own the 

improvement 

plan and vision. 

They report 

opportunities to 

become 

involved in the 

detail of 

improvement 

implementation.  
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Objective 1.2 
 

 Take immediate action to ensure that supervision and management oversight are strengthened. (recommendation 1. and repeated & 
October 2019 Monitoring Visit)  
 

 Strengthen the quality, effectiveness and management oversight of the local authority designated officer. (recommendation 11 and 
repeated)  

 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescal

e/Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/DOT 

1.2.1 Supervision needs to be 

timely and the records 

comprehensive, 

identifying specific 

actions with clear 

timescales.  

Supervision needs to 

demonstrate reflection 

and challenge to social 

work practice and ensure 

it supports ‘good’ 

services to children.   

The requirement for 

periodic management 

oversight is explicit. 

Records will show for 

example case direction, 

advice, decisions and 

endorsements of 

agreed actions. 

Supervision is regular, 

planned and at intervals 

reflective of the 

experience and 

capability of the worker. 

Management oversight 

is recorded on each 

child’s file at prescribed 

intervals, or more 

frequently when 

necessary, and 

Service Manages 

and Team 

Managers, and 

Assistant Team 

Managers  

31st 

December 

2019 

Children will 

benefit from 

skilled workers 

who have been 

afforded 

opportunity to 

refresh and 

reflect upon 

their approach 

to their work. 

Children will 

also benefit 

from managers 

being fully 

conversant 

with their 

needs and 

Reduce drift 

and delay and 

ensure active 

and robust 

social work 

intervention  

Better, more 

structured 

approach to 

work. 

Clear 

management 

support and 

direction to 

ensure that 

actions 

  

P
age 35



 

15 

 

(Para 89, 92 & October 

Monitoring Visit)  

 

demonstrates 

management ‘grip’ and 

understanding of the 

child’s needs and how 

the plan will meet them.  

Supervision offers 

development and 

challenge opportunities 

and gives dedicated 

time for reflection 

Supervision is recorded 

according to policy and 

where action on cases 

is required a note is 

always made on the 

child’s record and 

managers monitor for 

effectiveness. 

QA mechanisms and 

performance reports will 

ensure the robustness 

of supervision. 

when 

necessary 

interjecting to 

ensure that the 

case is ‘on 

track’.  

required to 

safeguard and 

support 

children are in 

place and 

actively 

monitored.  

1.2.2 Ensure a consistent 

approach to the 

management and 

reporting of allegations 

against professionals and 

Review the current 

arrangement of 

designated officers to 

establish whether it is 

the most efficient 

Deputy DCS & 

LADOs  

Immediate  Children will 

benefit from 

the knowledge 

that all 

allegations 

Children will 

work with 

professionals 

and people in 

positions of 
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people in positions of 

trust working with 

children. (Para 34)  

arrangement which 

leads to good outcomes 

for children.  

Ensure that all those 

working with, or 

providing services to 

children are aware of 

their responsibilities to 

report appropriately to 

the designated officer in 

specific circumstances.  

Introduce appropriate 

management systems 

and processes to 

ensure that allegations 

are managed in timely 

ways.  

Submit an annual report 

to the Safeguarding 

Board identifying key 

lessons and offering 

assurance that all 

allegations are 

managed expeditiously.   

against 

professionals 

and people in 

positions of 

trust are taken 

seriously, 

managed 

effectively and 

responded to 

with rigor and 

in timely ways. 

Children and 

young people 

will receive 

improved 

services as a 

result of 

lessons being 

learned and 

disseminated 

to all staff.   

  

trust who 

display the 

highest 

professional 

standards of 

behaviour and 

conduct.  
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Objective – 1.3:  

 Ensure that responses to children who go missing are effective in locating them and offering prioritised post episode support so that their needs can 

be fully understood and interventions, including disruption activity can be properly targeted. (Internal objective)   

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescal

e/Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/DOT 

1.3.1 Ensure that responses to 

children who go missing 

are effective with well-

coordinated plans and 

actions to reduce risk.  

Return home interviews 

to be completed within 

statutory timescales in 

order that children’s 

voice can be heard at the 

earliest opportunity and 

effective responses can 

be made. (Para 41)  

 

.   

Review policies and 

procedures updating 

where necessary data 

processes that capture 

missing episodes and 

subsequent return 

home interviews (RHIs) 

which need to be 

completed within 

prescribed timescales.  

Ensure that workers 

accountable for the 

missing work are 

located appropriately 

within the 

organisational 

structure. 

Deputy DCS & 

HoS 

31st 

December 

2019 

Children will 

receive a 

return home 

interview 

within 72 hours 

of being found. 

For those 

children 

vulnerable to 

prolific missing 

episodes, 

disruption 

plans to be put 

in place.   

Children will 

experience 

agencies 

There will be a 

reduction in 

the numbers of 

repeat missing 

episodes.  

The reasons 

for the missing 

episode are 

better 

understood 

and actions 

will be planned 

and 

implemented 

to support the 

child.   
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Introduce a system to 

track and monitor those 

children who are 

vulnerable to repeated 

missing episodes and 

ensure a 

comprehensive process 

is in place to oversee 

actions that are taken 

to afford the necessary 

safeguards.   

Introduce a 

contemporary tracking 

system overseen by a 

multi-disciplinary 

‘missing panel’ to plan 

interventions and 

coordinate responses.  

 

working 

together more 

effectively and 

consistently to 

understand the 

patterns and 

trends 

associated 

with their 

missing 

episodes. 

They will 

support 

prevention and 

disruptions 

activity that will 

reduce their 

vulnerabilities. 

1.3.2 Children who are 

vulnerable to sexual 

exploitation are 

appropriately assessed 

and supported, including 

for an association with 

gang related activity.  

Strengthen the function 

of the CSE coordinator 

and align it to the 

statutory social work 

function.  

Ensure that members 

of MACSE are 

sufficiently experienced 

Deputy DCS & 

HoS 

31st 

December 

2019 

Children who 

are vulnerable 

to being 

targeted or 

who are 

already 

involved in 

CSE will have 

a care plan 

The numbers 

of identified 

children 

vulnerable to 

exploitation is 

likely to 

increase 

initially as 

improvements 
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MACSE meetings to be 

effective in reducing risk 

to the most vulnerable 

children by planning 

effective interventions. 

(Para 42)  

 

 

 

 

 

 

 

 

and knowledgeable to 

contribute fully to plans 

for children.   

Use the quality 

assurance framework 

to monitor this activity 

on a monthly basis.  

that identifies 

how these 

vulnerabilities 

will be 

addressed and 

reduced. 

Children will 

benefit from 

better 

protection as 

social workers 

will understand 

the 

vulnerabilities 

relating to CSE 

and the 

associated 

risks to 

children. 

are made to 

the processes 

to identify 

children most 

at risk. 

1.3.3 Practice in relation to 

child sexual exploitation 

(CSE) is consistently 

good and reflects 

managers and social 

workers subject 

knowledge. (Internal 

data)  

Ensure the screening 

tool used for CSE is fit 

for purpose and 

deployed across the 

service. 

Deploy CSE mapping 

within the MASH and 

SATS/SAFS to identify 

Deputy DCS & 

HoS 

31st 

December 

2019 

The CSE 

screening tool 

will ensure that 

children at risk 

of CSE and 

their networks 

are identified.  

Children will 

benefit from 

being identified 

as being 

vulnerable to 

CSE. Multi-

disciplinary 

services, 

including 
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at the earliest 

opportunity the links 

between victims, 

people of interest and 

locations. 

Work with partners, 

particularly police and 

CSP, to understand the 

patterns, themes and 

trends pertinent to the 

demographic of Torbay 

in respect of CSE. 

Ensure this information 

is understood and 

acted upon by all front-

line practitioners 

Children will 

experience 

purposeful 

activity that 

demonstrably 

ensures 

effective and 

timely focus on 

their 

vulnerability to 

CSE. 

 

mapping, will 

enable 

professionals 

to properly 

plan 

interventions. 

They will 

understand the 

extent and 

nature of the 

CSE 

challenge. 
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Theme 2 – A robust model of social work practice 

Objective 2.1:  

 Early Help services provide timely and appropriate help to children and their families which prevents escalation (or re-referral) to statutory services. 

(Internal objective) 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescal

e/Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/DOT 

2.1.1 The Council and its 

partners as a whole have 

an agreed 

understanding, vision 

and joined up approach 

to Early Help which 

supports the 

improvement priorities 

and prevents avoidable 

escalation to statutory 

services.     

 

 

Complete review of 

Early Help to ensure it 

is fit for purpose and 

takes its place 

alongside statutory 

services in offering 

children and families 

the right help at the 

right time.   

 

Senior Leaders 

(working in 

conjunction with 

PeopleToo)  

End 

January 

2020 for 

review 

outcome 

and 

implement

ation plan  

Children will 

benefit from a 

rigorous 

approach to 

Early Help 

which will 

enable them to 

access 

appropriate 

services in a 

timely way and 

at a level 

which meets 

their needs.  

We will collate 

and evaluate 

data relating to 

uptake of Early 

Help, 

successful 

completion of 

early help 

interventions, 

rates of 

escalations to 

statutory 

services and 

rates of step 

down to Early 

Help.   

.  
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Improved 

satisfaction 

ratings from 

families.  

 

 

Objective 2.2:  
 

 Ensure that when children disclose physical abuse, which leads to a Section 47 investigation, that a child protection medical is carried out 
(recommendation 9)  

 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescale/

Date 

What 

difference 

will it make 

to children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/DOT 

2.2.1 Where children disclose 

abuse it is important that 

we work as a partnership 

and child protection 

medicals are conducted 

in order that children 

have a voice and are 

being listened to. (Para 

22 & 25)  

 

Strengthen partnership 

working, where 

necessary involving 

paediatricians in 

discussing the 

necessity of a CP 

medical.  

 

HoS, Service 

Managers and 

Team Managers  

Immediate  Children will 

be 

safeguarded 

at the earliest 

opportunity. 

Joint working 

will lead to 

effective 

decision 

making to 

ensure that 

Information will 

be shared by 

all relevant 

partners to 

ensure an 

appropriate 

and immediate 

response to 

the need to 

safeguard 

children. They 

will not be left 
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 the needs of 

children are 

prioritised 

and 

responded 

to. 

Children and 

families will 

not have to 

experience 

unnecessary 

Sect 47 

enquiries. 

in situations 

where they will 

be subject to 

significant 

harm.  

Children will 

only be subject 

to invasive 

section 47 

investigations 

when the 

threshold is 

reached and 

evidenced. 
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Objective 2.3:  

 Improve the quality and assessments and plans for children to ensure that purposeful work takes place to prevent drift. Children in Need, child 

protection reviews and core group meetings should specifically evaluate and record children progress, in addition to sharing and updating 

information (recommendation 7 and repeated.)                

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescal

e/Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/DOT 

2.3.1 All assessments 

demonstrate that 

historical factors and all 

relevant information, 

including ethnic and 

cultural issues, are 

considered and 

analysed. The child’s 

voice is evident and the 

child’s lived experience 

is understood 

(Monitoring visits 

January, April and 

October, Para 24)  

 

Improve the quality of 

all assessments for 

children and young 

people which will 

incorporate their ’voice’. 

Improve the quality of 

direct work so that it is 

purposeful and 

meaningful and 

incorporated into 

assessments and 

plans. 

Improve assessments 

to include a better 

understanding of the 

diverse nature of 

families and ensure this 

is assessed as part of a 

holistic assessment that 

HoS, Service 

Managers and 

Team Managers 

to oversee, social 

workers to deliver 

Immediate  Children will 

benefit from an 

assessment 

and 

subsequent 

plan that is 

based on an 

understanding 

of their cultural 

needs and 

how services 

will respond to 

the diverse 

natures of 

families. 

Children will 

contribute 

through direct 

work with their 

Children’s 

journeys and 

their lived 

experience 

and childhood 

will be better 

understood, 

captured and 

articulated. 

More 

assessments 

will be judged 

to be good by 

QA and audit 

processes. 

The timescales 

for 

assessment 
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translates into a robust 

care plan for the child. 

Audit will establish 

improvement in 

assessments being 

undertaken in children 

social care. 

social worker. 

Records of this 

work will be 

identified on 

files and 

evidenced in 

assessments 

and plans 

Children will 

know that their 

voices have 

been heard  

completion will 

be set 

according to 

the child’s 

needs 

The quality of 

assessments 

will lead to 

improvement 

in care plans. 

2.3.2 All assessments are 

updated whenever 

significant events occur 

in a child’s life 

(Monitoring visit 

January/April, Para 24, 

39) 

Ensure that decisions 

and actions for children 

are based on an 

updated assessment of 

need taking into 

consideration 

significant events that 

occur in children’s lives 

that directly impact on 

their lives.  

HoS, Service 

Managers and 

Team Managers  

Immediate  Children’s 

assessments 

and ongoing 

plans will be 

formulated to 

take account 

of the 

significant 

changes They 

will ensure that 

services 

provided 

mitigate the 

impact of 

negative 

events and 

support 

Children’s 
needs will be 
better 
understood 
and articulated 
more 
coherently and 
holistically. 
 

Children’s 

long-term 

emotional 

wellbeing will 

be improved. 
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positive long 

term changes 

for children. 

2.3.3 Management oversight 

of assessments is 

consistently good and 

ensures that guidance is 

given to ensure that 

children receive timely 

help and protection. 

(Monitoring visit 

January/April, Para 24) 

 

 

 

 

Reinforce the 

requirement that 

management oversight 

is evident on all open 

files. 

Ensure management 

oversight is recorded 

and always comprises 

case direction, advice, 

decisions and 

endorsements of 

agreed actions. 

Introduce audit activity 

to evidence compliance 

with managerial 

oversight. 

 

HoS, Service 

Managers and 

Team Managers 

Immediate  Children will 

experience 

work that is 

more 

structured and 

focused. 

Children will 
benefit from 
social workers 
who have a 
clear 
understanding 
of the purpose 
of their 
interventions 
and the 
actions they 
are taking to 
achieve their 
outcome 
goals. 
 
Management 
oversight will 
ensure that 
work with the 
child is 
supported, 
appropriately 
challenged 
and when 
necessary 
directed to 
ensure a good 
quality service. 
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2.3.4 Child in need plans and 

child protection plans will 

be consistently evaluated 

for progress, including 

the contributions made 

by the child. (Monitoring 

Visit April, Para 24)  

Core group meetings 

include relevant 

professionals and are 

purposeful in ensuring 

that plans are 

implemented and 

effective. (Para 24)  

Management oversight is 

effective and assures 

timely practice which 

affords the necessary 

levels of protection.   

 

 

 

 

The requirements for 

the quality of 

assessments and plans 

will be reviewed and 

restated to all staff. 

Ensure that all 

managers understand 

their accountabilities in 

relation to assessments 

and monitor for 

compliance and quality. 

CP chairs and 

managers will monitor 

attendance at core 

group meetings and 

take action when 

necessary to ensure 

that plans are effective 

in protecting children 

and implemented. 

Ensure that the 

capacity of the 

children’s social care 

service is deployed 

effectively to enable 

effective casework and 

management oversight. 

Team Managers 

and Social 

Workers – HoS 

and Service 

Managers when 

necessary 

Immediate  Children will 

recognize that 

they are able 

to contribute 

directly to 

assessments 

and plans. 

Children will 

receive 

consistently 

good services 

as a result of 

having high 

quality 

assessments 

and plans 

which set out 

the 

requirements 

and 

timescales.  

Managers will 

make sure that 

all plans are 

implemented 

and take 

action when 

required. 

Dip sampling 
and when 
necessary 
audit to check 
for compliance 
with 
requirements 
(including 
management 
oversight) and 
quality. 
 
Performance 
management 
reports will 
detail 
compliance 
with 
timescales. 
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Objective 2.4:   
 

 Ensure the effectiveness of Independent Reviewing Officers and Child Protection Chairpersons. Their work is recorded appropriately and 
actions are evaluated for impact, reviewed routinely and cases are escalated when necessary (recommendation 1 and repeated) 

 

 Take immediate action to ensure that children on child protection plans, children in need and children in private fostering arrangements 
are visited within prescribed timescales and seen alone (recommendation 2) 
 

 Urgently improve work with partners to ensure good quality, effective information sharing between all agencies involved in MARAC 
(recommendation 6)  

 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescal

e/Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 
measure the 
difference to 
children? 

Evidence of 

Progress  

RAG/DOT 

2.4.1 Child Protection Chairs 

have effective oversight 

of cases, challenge and 

escalate where 

necessary. They monitor 

agreed actions to ensure 

implementation.(Monitori

ng Visit April)  

Child protection chairs 

will become fully 

conversant with the 

details of the case and 

its plan, always record 

concerns and the 

actions that are 

required. Actions are 

monitored according to 

required timescales. 

Child protection chairs 

will be expected to use 

Child Protection 

Chairs 

31st 

December 

2019 

Children will 

benefit from 

the regular 

oversight and 

knowledge of 

Child 

Protection 

Chairs which 

will reduce the 

likelihood of 

them 

remaining in 

circumstances 

Children will 

be subject to 

child protection 

plans for as 

short a period 

as possible.  

Plans will 

demonstrably 

be fully 

implemented.  
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the ‘dispute resolution’ 

process whenever they 

find poor practice or 

failure to implement the 

plan in full. 

Chairs and senior 

managers to actively 

review children who are 

subject to CP plans and 

ensure that the plan is 

effective and relevant to 

the circumstances of 

the child. 

Periodic dip samples 

are scheduled in the 

quality assurance 

timetable to ensure 

compliance with the 

actions set out above. 

Monthly reports to be 

reviewed by the Head 

of Service for QA & 

safeguarding.                                                                                                

where they 

were likely to 

suffer 

significant 

harm.  

Where practice 

is of not good 

enough 

standard for 

children, 

improvements 

will be made 

using the 

dispute 

resolution 

process. 

There will be a 

reduction in 

the numbers of 

children with 

second or 

further plans.  

 

2.4.2 Plans will set out the 

visiting frequency and 

provide sufficient focus 

to enable the progress of 

Specific requirements 

for visiting frequency 

and the need to 

incorporate the voice of 

Child Protection 

Chairs and 

Operational 

Managers 

31st 

December 

2019 

Children will 

benefit from 

prescribed 

visits that will 

Visiting 

frequencies 

will be within 
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children to be measured 

and drift and delay to be 

avoided. (Para 21 & 

October Monitoring Visit)  

 

the child in each 

assessment and plan 

will be made explicit. 

Recommendations of 

plans will be timed and 

measurable with 

accountability defined.  

 

deliver their 

plan and 

ensure that 

their voices 

are heard and 

acted upon.  

prescribed 

timescales.  

Records will 

demonstrably 

reflect the 

child’s 

contributions 

and there will 

be clear 

evidence that 

their plans are 

implemented.  

2.4.3 Independent Reviewing 

Officers (IROs) contribute 

to improved practice 

through their challenges 

and escalations 

particularly to reduce drift 

and delay and achieve 

permanence in a timely 

way. (Para 54 & October 

Monitoring Visit)  

IRO to be required to 

use the formal ‘dispute 

resolution’ process to 

challenge poor decision 

making or drift and 

delay in developing or 

implementing children’s 

care plans. 

IRO’s to consistently 

track actions and 

oversee progress 

between reviews to 

ensure care planning is 

timely, focussed and 

IRO’s  Immediate  Children will 

benefit from 

focused social 

work 

intervention 

and robust 

care planning 

decisions to 

support their 

long-term 

needs. 

Children will 

experience 

better quality 

services as a 

result of IROs 

There will be 

an increase in 

alerts and 

more timely 

responses to 

these alerts 
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achieves permanence 

for children.  

IRO’s to alert the 

Deputy DCS about any 

placements in 

‘inadequate’ provision 

or where the provider is 

failing to meet the 

agreed needs of the 

child.  

challenging 

poor practice 

and supporting 

good 

standards. 

Decisions for 

children in 

relation to 

permanency 

planning will 

be timely.  

2.4.4 To re-establish the 

importance of MARAC 

arrangements in the 

management of children 

living in households in 

which domestic abuse is 

present. (October 

Monitoring Visit)  

All staff attending 

MARAC meetings will 

be fully cogniscent of 

the contemporary and 

historical circumstances 

of the child so that the 

meeting can properly 

understand the risks to 

which he/she is 

exposed.   

Operational 

Managers and 

Social Workers 

Immediate  Children will 

benefit from a 

process which 

will properly 

explore the 

impact of 

domestic 

abuse on their 

family, and 

assess 

whether and 

how it is 

effecting their 

daily lives and 

prospects for 

their futures.  

Children will 

be better 

protected from 

the impact of 

domestic 

abuse and 

victims will be 

helped and 

supported to 

make the 

necessary 

changes in 

their lives.  
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Objective 2.5  

 Fostering arrangements are visited within prescribed timescales and seen alone (recommendation 2) 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescale/

Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/D

OT 

2.5.1 Law and policy governing 

private fostering 

arrangements are 

understood and effective.   

Oversight is maintained 

to ensure that children 

receive timely visits and 

the assessments are 

concluded which 

evidence the impact 

upon the child in living in 

a private fostering 

arrangement. (Para 31)  

Provide training for all 

front line staff on the 

legal framework about 

what constitutes a 

private fostered child. 

Review all privately 

fostered children who 

are known to children’s 

social care and take 

immediate action to 

safeguard them. 

Review and revise the 

process of decision 

making in relation to 

privately fostered 

children and ensure 

that it is robust. 

HoS  31st 

December 

2019 

Children who 

are privately 

fostered are 

safeguarded. 

A robust 

oversight of 

the private 

fostering 

process will 

ensure that it 

is fit for 

purpose and 

meets the 

needs of this 

cohort of 

children. 

 

Privately 

fostered 

children will be 

identified and 

appropriately 

safeguarded. 

Children will 

benefit from 

compliance 

with law and 

regulations. 
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Objective 2.6:  

 

 Ensure that all looked after children need the care of the Local Authority and if so they are helped to achieve permanence, as appropriate to their 

needs, through long term foster care, special guardianship or reunification within their timescales, to ensure that children have certainty about their 

future placement stability.(recommendation13 & October 2019 monitoring visit) 

 

 Ensure that family members who may be potential carers for children who cannot remain with their birth parents are identified as soon as possible to 

prevent delays in achieving permanence. (recommendation12) 

 

 Ensure that children looked after with a plan for adoption, understand their life story and the reasons why they cannot live with their birth families 

prior to preparation for a move onto adopters. (recommendation14) 

 

 Take action to ensure that foster care reviews, health assessments and mandatory training are completed in order that carers are equipped to meet 

children’s needs. (recommendation 3)  

 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescale/

Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence 

of 

Progress  

RAG/DOT 

2.6.1 For children who need to 

be in care, decisions 

should be timely and 

only exercised once all 

other options, such as 

placement with wider 

family members have 

been exhausted.  

Improve social workers’ 

and managers’ 

awareness of the need 

to identify children at 

the edge of care at the 

earliest opportunity 

following referral or 

through the children in 

Deputy DCS & 

HoS  

Immediate  Children will feel 

safe, and their 

voice will be 

heard in 

decision making 

forums.   

Children will 

experience 

Children will 

only be admitted 

to care when all 

other options 

have been 

considered. 

Placements will 

be available to 
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Whenever possible 

emergency placements 

are avoided (Para 35 & 

36)  

need and child 

protection processes. 

Ensure that edge of 

care workers are clear 

when children are 

insufficiently safe to 

remain at home. 

Ensure that children’s 

plans are updated and 

initial health 

assessments are 

completed on time and 

management oversight 

prevents drift and 

delay. 

Edge of care services 

to be integrated and 

made available in 

planned and timely 

ways to all children 

vulnerable to 

breakdown in their 

living arrangements. 

 

concerted 

efforts to enable 

them to continue 

living with their 

families 

wherever 

possible. 

Children will be 

helped to 

understand that 

admission to 

care will only 

occur when 

necessary and 

whenever 

possible it will 

be carried out in 

a planned way. 

Children will 

benefit from 

increased 

placement 

stability as a 

consequence of 

good matching. 

  

children at the 

point of 

admission and 

unnecessary 

moves or 

prolonged stays 

in police stations 

will be avoided. 

This is 

evidenced in 

LAC reviews 

and as part of 

the IRO 

oversight. 

Quarterly 

reporting from 

the edge of care 

panel on activity 

will evidence 

best value for 

money. 
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2.6.2 The sufficiency strategy 

means there are choices 

of placement to meet the 

needs of children who 

need care, including 

those with challenging 

behaviours, those 

requiring emergency 

admission and those 

requiring placements 

outside of Torbay. (Para 

52, 57)  

Create a revised 

sufficiency strategy that 

ensures that all children 

who need care are 

placed at the earliest 

opportunity in 

resources that meet 

their needs and avoid 

unnecessary further 

moves. 

The sufficiency 

statement will be based 

upon a detailed 

analysis of need of all 

children likely to be in 

the looked after system 

and will accommodate 

emerging trends of 

demand. 

 

Senior Leaders 

(in conjunction 

with the 

sufficiency task 

group)   

31st March 

2020 

Children will 

benefit from 

choice of 

placement 

which will meet 

their needs and 

will avoid 

unnecessary 

changes of 

placement.  The 

likelihood of 

placement 

disruption will be 

reduced. Where 

it is in the 

children’s best 

interests, 

placements will 

be 

geographically 

located so as to 

support contact 

with their 

families and 

friends. 

There will be a 

choice of 

accommodation 

which is 

accessible at 

the point of 

need for 

children who 

have to live 

away from their 

parents. 

At the point of 

entry into care, 

unnecessary 

moves will be 

avoided.  

 

 

 

2.6.3 Children returning home 

from care receive 

sufficient support to 

enable them to live 

successfully in their 

Audit all cases where 

children have returned 

home from care 

successfully and those 

who have re-entered 

Senior Leaders 

(in conjunction 

with the 

sufficiency task 

group)   

31st March 

2020 

Children will not 

return home 

unless it is 

demonstrably in 

their best 

All children who 

return home will 

have a 

reunification 

plan that 
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communities with few 

returning to the care of 

the local authority. (Para 

38, 39)  

care in the last 18 

months. The emerging 

knowledge, themes and 

trends to be used to 

inform sufficiency 

strategy, social work 

development and the 

assessments and 

planning processes. 

Independent Reviewing 

Officers (IROs) to 

ensure that the 

statutory requirement to 

review all children’s 

care plans prior to 

reunification is 

implemented in every 

case. 

Reinforce to all front 

line practitioners and 

team managers the 

requirement that any 

children returning home 

from care must have an 

up to date assessment 

and support plan.  

 

interests and 

they will be 

protected and 

safeguarded.   

Children will be 

supported to 

remain at home 

avoiding further 

episodes of 

care.  

IRO to have a 

better oversight 

of those children 

who are 

returning home 

and raise 

challenge to 

CSC if the 

support plan is 

not appropriate 

or implemented. 

supports them 

to live within 

their families. 

The percentage 

of children re-

entering care 

will reduce. 
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2.6.4 Matching for those 

children already living in 

long-term fostering 

placements will be timely 

so that they benefit from 

the stability and 

emotional security that 

this will offer them. (Para 

59)  

Take action to ensure 

that where long term 

fostering is the child’s 

final plan, 

arrangements to secure 

the plan will be 

prioritised. 

HoS Specialist 

Services.  

Immediate  Children and 

young people 

will benefit from 

early decisions 

to secure 

matched long 

term plans. 

More children 

will benefit from 

matched long-

term placements 

with foster 

carers.  

Increased 

security and 

stability will 

reduce 

placement 

disruption. 

 

 

 

2.6.5 Foster carers in Torbay 

to benefit from annual 

reviews, health 

assessments and any 

training and development 

requirements.  

 

NMS will be complied 

with in full.  

HoS Specialist 

Services.  

Immediate  Children and 

young people 

will be assured 

that foster 

carers’ 

capabilities and 

capacities are 

understood and, 

where 

necessary, 

shortcomings 

are addressed.  

Improved range 

of foster care 

provision as a 

result of carers’ 

capabilities 

being fully 

understood.  

  

2.6.6 Children who are 

permanently placed away 

from their birth family are 

helped to understand 

what has happened to 

Permanence planning 

will always include 

timed requirements for 

life story and direct 

work.  

Team Managers 

and Social 

Workers – HoS 

and Service 

Immediate  Children will 

have a 

comprehensive 

understanding 

(commensurate 

Better bonding 

with their 

permanent 

carers.  
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them by effective life 

story and direct work 

being undertaken by 

workers.  

Life story work for 

children needs to start at 

the earliest opportunity 

so that children 

understand why they 

cannot live with their birth 

family.  

Managers when 

necessary 

with age) about 

the reasons for 

them living away 

from their birth 

families and why 

they need to live 

in permanent 

arrangements.  

Fewer 

placement 

disruptions.   

Children with 

better 

attachment 

capabilities and 

greater 

confidence.  
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Objective 2.7:  

 

 Ensure that all 16 and 17 year olds who present as homeless are assessed by social workers and that they are aware of the option to become 

looked after. (recommendation 10 and repeated) 

 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescal

e/Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/DOT 

2.7.1 All young people who 

become homeless are 

assessed and are made 

fully aware of their right 

to be cared for by the 

Local Authority. (Para 28)  

All 16/17 year olds who 

are homeless will be 

fully assessed and 

advised about their 

rights (including those 

relating to admissions 

to care) and their 

progress will be 

monitored and 

evaluated.  

HoS, Team 

Managers and 

Social Workers  

Immediate All homeless 

16/17 year olds 

will be aware of 

their statutory 

right to be 

accommodated. 

Homeless 

young people 

will have a 

personalised 

plan which will 

be monitored to 

ensure that they 

are properly 

safeguarded.   

Young 

people will be 

aware of their 

rights and will 

continue to 

be offered 

safeguarding 

services 

should they 

become 

homeless, or 

care if they 

wish to take 

up this 

option.  
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Objective 2.8:  

 

 Ensure that children benefit from effective and timely processes under the Public Law Outline (PLO) that address all risks for children, and are 

thorough and well managed. (internal objective & October 2019 Monitoring Visit) 

 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescal

e/Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/DOT 

2.8.1 Public Law Outline 

(PLO) and pre-

proceedings work is 

effective and timely.  

Thresholds are 

understood, case 

decisions are tracked 

and reviewed and 

unnecessary delays are 

avoided. Good practice 

and effective 

management oversight 

means that proceedings 

are issued when 

necessary and without 

delay. (Para 19 & 

October Monitoring 

Visit)  

Review all children who 

are presently being 

monitored within pre-

proceedings and make 

the most appropriate 

and relevant decisions 

in respect of their care 

plans. 

Review the tracking 

and monitoring of all 

children’s cases that 

meet the threshold for 

PLO process (including 

the pre-proceedings 

process) and produce 

on a monthly basis 

team level data. 

Deputy DCS & 

HoS  

Immediate  Children who 

are subject to 

PLO pre 

proceedings 

are some of 

our most 

vulnerable 

children. The 

intervention to 

these children 

needs to be 

focussed and 

targeted to 

ensure that the 

plans 

safeguard 

them and 

consider their 

permanent 

All children in 

the pre-

proceedings 

process will 

demonstrably 

meet the 

threshold and 

will be subject 

to a clear plan. 

The rate of 

progression 

through PLO 

and the pre-

proceedings 

process is 

commensurate 

with the 
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Review and ensure 

robust implementation 

of the legal framework 

that underpins the PLO 

process.  

Ensure the swift 

initiation of the legal 

process, for children 

that need it and which 

are supported by good 

assessments and 

effective managerial 

oversight and support. 

Integrate and align the 

pre-proceedings 

process into the formal 

children social care 

delivery model. Ensure 

front line managers in 

children social care are 

accountable for the pre-

proceedings process 

and review as part of 

the statutory care 

planning process. 

long term 

options.  

Children will 

not spend 

prolonged 

period of times 

in the pre-

proceedings 

process and 

there will be 

robust 

responses to 

their needs. 

Applications to 

courts or step 

down to child 

protection will 

occur within 

the agreed 

timescales set 

out in the 

protocol.  

statutory 

requirements. 

Compliance 

with the 12 

week 

maximum 

timescale is 

achieved (16 

weeks if there 

are 

complexities) 

An increased 

proportion of 

children step 

down 

successfully to 

CP reflecting 

effective pre-

proceedings 

intervention. 
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Theme 3 –  A Sufficient and Skilled Workforce 

Objective 3.1:  

 

 Ensure that strategic arrangements regarding workforce development maximise staff recruitment and retention. (recommendation 16) 

 

 Senior managers and leaders must take action to create an environment in which their staff have the capacity and support to carry out effective 

social work with children in need of help and protection. (recommendation 4 & October 2019 Monitoring Visit) 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescal

e/Date 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/DOT 

3.1.1 An effective workforce 

strategy ensures a 

qualified and skilled 

permanent workforce 

that reduces reliance on 

agency staff (Para 94, 

October Monitoring Visit)  

Recruitment strategy and 

practices to be 

strengthened to secure a 

well-qualified, permanent 

workforce.   

Reliance on agency staff 

to be reduced. 

All staff to be supported to 

remain in Torbay whilst a 

wider recruitment drive 

takes place using where 

possible dedicated 

Senior 

Leaders  (in 

conjunction 

with Strategic 

Workforce 

Development 

Manager)   

Immediate  Children will 

have fewer 

changes of 

social worker. 

Children will 

experience 

social workers 

who are 

knowledgeable 

and skilled. 

Children will 

be able to 

build 

Improvements 

to the quality 

of service 

provided to 

children. 

Stable long- 

term 

relationships 

with social 

workers. 
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recruitment fayres to full 

effect.  

  

meaningful 

and consistent 

relationships 

with social 

workers and 

not have to re-

tell’ their story. 

 

  

3.1.2 The training and 

development strategy 

reflects the needs of the 

service and workforce 

and is based on an 

analysis of 

developmental needs.  

The training and 

development strategy 

should be flexible to 

accommodate learning 

from trends and new 

national and local 

initiatives, for example, 

the requirement to 

address the needs of 

children vulnerable to all 

forms of exploitation. 

A workforce training and 

development plan to be 

developed reflecting an 

analysis of developmental 

need across the service 

that consists of core 

training and opportunities 

for bespoke events for 

managers and staff. 

Workforce policies to be 

updated and developed 

and set out the 

expectation of staff 

attendance at training 

events. Social Workers 

personnel records will 

reflect training and 

Deputy DCS in 

conjunction 

with Strategic 

Workforce 

Development 

Manager   

Immediate  Children will 

experience 

improved 

services 

delivered by a 

stable, skilled 

and motivated 

workforce. 

The impact of 

training is 

understood.  

Children will 

benefit from 

work that is 

better planned 

and delivered. 

Their social 

workers will 

develop a 

greater range 

of skills and 

techniques 

that can be 

used 

according to 

need. 
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(Para 95, 90 & October 

Monitoring Visit)  

development opportunities 

that have been taken up. 

Learning objectives from 

training will be set out in 

event prospectuses and 

made clear to supervisors 

and line managers who 

will give their staff 

opportunities to practice 

and develop their new 

skills. 

A review of the 

overreliance of e-learning 

for delivering essential 

training to be undertaken.  

Learning from national 

research and local 

intelligence informs social 

workers knowledge and 

practices to protect 

children who are 

vulnerable to child sexual 

exploitation (CSE), youth 

violence, gangs and 

radicalisation. 
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Theme 4 –  Quality Assurance and Audit 

Objective 4.1:  

 Ensure that performance and quality assurance information is collated for all service areas and, where weaknesses are identified, they are 

addressed urgently by managers at all levels. Identified learning should be evaluated and disseminated to staff. (recommendation 5 and repeated) 

 Improve the effectiveness of learning from complaints and ensure that this scrutiny contributes to improved social work practice and better outcomes 

for children (recommendation 15) 

Ref 

No.  

Desired Outcome for 

Children 

Actions Lead Timescale/D

ate 

What 

difference will 

it make to 

children 

(impact) 

How will we 

measure the 

difference to 

children? 

Evidence of 

Progress  

RAG/DOT 

4.1.1 The outcome focused 

quality assurance 

framework will provide a 

programme of robust, 

child centred case file 

audits that will evaluate 

impact of work to support 

performance 

management. Follow up 

systems will be in place 

to ensure that actions 

required following audit 

are completed. 

(Monitoring Visit January, 

April and October. Para 

92, 93, 91)  

An annual programme 

of outcome focused 

audit activity, including 

deep dive and thematic 

audits and dip sampling 

to be introduced to 

measure the 

effectiveness and 

impact of the 

improvement journey 

and the benefits to, and 

outcomes for children 

of the improvement 

actions. 

Train and develop a 

pool of auditors and 

HoS for QA 

and 

Safeguarding  

An agreed 

audit 

programme 

to be in place 

by 1st 

November 

2019   

Children will 

benefit from 

having a 

systematic 

effectiveness, 

impact and 

compliance 

check on 

services that 

are provided to 

them. 

Children will 

benefit from 

the knowledge 

that audit and 

dip sample 

Improved 

compliance 

with 

requirements, 

a greater focus 

on outcomes 

and improved 

quality 

assessment, 

planning and 

intervention 

which reflects 

the needs and 

views of 

children. 
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moderators to include 

senior managers. 

Formalise the tracking 

of audit outcomes and 

recommendations to 

ensure that individual 

cases are improved 

and learning from 

audits is captured and 

supports policy and 

practice development. 

recommendati

ons will be 

followed up to 

ensure that the 

required action 

has been 

taken. 

Improved 

performance 

data across 

the range of 

measures.  

4.1.2 Ensure a consistent 

approach to the use of 

performance data which 

captures qualitative and 

quantitative material so 

that it supports 

evaluation of outcomes 

for children. (Para 91, 

92)  

 

 

A review of the 

performance 

management and data 

reporting will be 

undertaken to ensure 

that the relevant reports 

relate directly to the 

child’s journey through 

the system. This will 

support more effective 

monitoring and 

identification of 

performance pressure 

points and emerging 

trends.  

Deputy DCS  31st 

December 

2019 

Children will 

benefit from 

the ability of 

managers and 

staff to be able 

to monitor their 

work. This will 

enable 

individual, 

team and 

service 

performance to 

be identified 

and action 

taken to 

respond to 

pressures and 

concerns. 

Child level 

data enables a 

focus on case 

related 

performance 

that will 

improve.  

Team and 

service 

performance 

will also 

improve in 

response to 

scrutiny and 

support with 

performance 

pressures and 
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The data will be at child 

level.  

emerging 

demands. 

4.1.3 There is an established 

and understood process 

to ensure that all 

complaints are dealt with 

satisfactorily and in 

timely ways and 

responses are overseen 

by managers. (Para 97)  

 

Weekly updates to be 

provided at the HoS 

meeting, Any 

timescales that are not 

adhered to will be 

escalated to the 

HoS/Deputy Director. 

There is an annual 

complaints report to 

identify lessons learned 

and which states how 

these will inform 

practice and improve 

outcomes for children.  

Complaints 

Manager & 

HoS  

31st 

December 

2019 

Learning from 

complaints 

supports us in 

understanding 

how well we 

are delivering 

services to 

children and 

families. 

Children need 

to know that 

the learning is 

aggregated to 

support 

improved 

service 

delivery. 

All complaints 

will be dealt 

with within 

timescale. We 

will aggregate 

the learning 

which will be 

cascaded to 

front line 

practitioners 

and team 

leaders to 

improve how 

we deliver 

services to 

children and 

families in our 

community.  
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