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1 Key points and Summary

1.1 The level and character of the demand for Children’s Social Care in Torbay is both
significant and complex.

1.2 The quality of both front line management and delivery of safeguarding has been
criticised in recent inspections, but recent spot checks by Ofsted and peer reviews have
identified that capacity to deliver changes has improved and progress is now being made
to address previous deficiencies in performance.

1.3 There is still a considerable distance to travel but a new approach to the improvement
journey will provide the comprehensive, inclusive and disciplined approach that is
required to ensure progress is continued and is sustainable for the long term. Changes are
already in place that is delivering new arrangements across all partners including a new
functional structure for social work, thresholds and intensive family intervention
arrangements.

2 Introduction

2.1 Over the last 3 years there has been a real term increase in the numbers of vulnerable
children and families coming to the attention of Children Services and its partners.
Increasing numbers of these families are also presenting with multiple and significant
levels of need. This has been noted by local research (Research and Practice - Dec
2010), case analysis and by independent peer reviewers.

2.2  Over the last 3 years the level and type of demand has been significantly influenced by:
» Deprivation and poverty. Across Torbay 23.7% children are in poverty compared to
22.4% nationally. In 4 wards the number of children in poverty is above 30%.
» Nationally reported tragedies i.e. ‘baby Peter’. Research by the Association of



2.3
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2.5

2.6

Directors of Children Services (2010) confirmed that majority of authorities reported
increases in referrals following the national press coverage of this incident in autumn
20009.

» Local developments such as the recent complex sex abuse investigation and
serious case reviews. This has further heightened professional and public
awareness of safeguarding issues and thereby increasing the numbers of CYP
being referred to social care.

The nature and level of demand has led to an increase in the number of families requiring
a response from Children Services which can be seen in the following facts:
= 1200 referrals for every 10,000 Children and Young People (CYP) in Torbay
(2010/11). Torbay Children’s Services received 3031 referrals last year compared to
904 in (2008/9).
* Anincrease in the number of children with Child Protection Plans (CPP) from 98 in
(2008/9) to 220 in (2010/11). The current number is 249 (14/11/11)
* An increase in the number of children needing to be looked after from 182 in
(2008/9) to in 220 (2010/11). The current number is 249 (14/11/11)
(SEE appendix 1 for detailed information)

The character and complexity of the work in the system and also coming through the front

door is more representative of a London Borough. This has led to the need to protect

increasing numbers of children. Despite criticisms, external reviews have not found any

significant or systematic evidence of children being on protection plans without good

cause. The nature of the work being referred has also directly led to more children

becoming looked after. Torbay is inline with the national positions interms of both the age

profile and legal profile of children in the care system. An analysis on 21 recent entrants

into care identified the following issues:

» Over 80% had previously had a child protection plan of which over half had been for
neglect and a third for emotional abuse

» Deprivation is a key factor

» Over 2/3rds come from families where parental substance/alcohol misuse and
domestic violence was an issue

Most authorities have also seen increases in the above although Torbay has experienced

higher levels of referrals, has more children on child protection plans and has more

children in care. This should be seen in the context of the areas for improvement

identified by Ofsted that relate to:

» Managerial oversight and case planning, including the recording of management
decision-making

» Staff supervision that was not sufficiently regular, clearly documented, or providing
appropriate professional challenge.

» The inconsistent application of thresholds that resulted in a response to child
protection that did not meet statutory guidance

As indicated Torbay’s safeguarding practice is identified as requiring significant
improvement. This culminated in the issuing of an improvement notice by the DFE
following the inadequate rating given by Ofsted in September 2010 (see background
papers). A further spot check in July 2011 identified that Torbay was still at the start of
the improvement journey (AKA Deep Dive). The Deep Dive did identify some green
shoots and specifically stated that Torbay’s capacity to achieve the improvements needed
was adequate and improving.



2.7  This prompted a review of the existing improvement arrangements and a new plan has
been developed that is taking a more comprehensive, inclusive and disciplined approach
(see executive summary: Children’s Partnership Improvement Plan (CPIP) Appendix 3).

3 Action

3.1All the information referred to in this report is within the scope of the new improvement
plan (CPIP). In line with best practice and national recommendations, the new
improvement journey will consider the process measures covered above alongside
those that relate to the quality and impact of practice. The plan has been developed
and will be delivered to reflect priorities required of all front line practice/ partners that is
comprehensive, inclusive and disciplined.

Comprehensive

3.2 In a change from the previous plan the CPIP will address the actions and issues
identified in
= All of Torbay’s published and completed Serious Case Reviews
» The previous Safeguarding Improvement Plan,
» The Deep Dive and Outcomes UK report recommendations
» Torbay Safeguarding Children’s Board (TSCB) business plan
= TSCB subgroup plans

3.3The new plan also recognises that the safeguarding improvements required can not just
focus on fixing child protection. For the changes to be both sustainable and significant
the whole system needs to improve if safeguarding is to improve. This is why the new
plan is based on the delivery of an integrated service delivery model that brings
partners together and makes the process of receiving help clearer and more effective
for CYP and parents. This includes schools as key partners (which has recently been
bolstered by the reinstatement of the duty to cooperate).

3.4The new plan will address the underlying causes by looking at the bigger picture and

the need for improvements all levels of need from the earliest signs of need to the

acute and complex where risks are higher by

=  Working with the community to help build social capital

» Increasing the effectiveness of practice by applying the learning from serious case
reviews so that more people are helped at the very earliest point.

» Increasing the capacity to find solutions other than care for children in families with
complex needs.

» Reunifying CYP from care (where appropriate) and also improve the way long term
care is used

Inclusive

3.5The profile of the previous plan was limited and it had no clear way of evidencing the
impact of the changes. The whole process was also conducted with little reference to
CYP, parents or staff. The CPIP has learnt from the previous plan and has CYP at its
heart. The governing board overseeing the plan has already role modelled a more
inclusive approach by using the outcomes of listening event with CYP, Parents and
Staff to help set the overall objectives for the plan (see Appendix 3).



3.6 An infrastructure has been developed to ensure that CYP and parents assess the
impact of all the work carried out during the programme. The improvement board will
only sign off a task as being completed once a positive impact has been noted by the
relevant stakeholders. Where the desired impact has not met expectations then
consideration will be given to review what has been done and the potential need to
choose another approach.

3.7CYP and families have already been influential in shaping the new plan. This includes
the supporting the call from parents to have a greater role in advocating and advising
other families who are subject to child protection plans. CYP also strongly highlighted
the need for greater consistency of (social) workers, improving the demeanour of staff
and living up to commitments. This has also been explicitly built into the plan.
Disciplined

3.8 The new improvement plan has learnt from the previous plan which was not strong in
the way it set, resourced and monitored the tasks in the plan. The CPIP will increase
the partnerships’ capacity to deliver improvements needed by changing how the
improvement journey is governed and managed. The CPIP will achieve this by
switching the focus away from monitoring detail to the management of a programme
with work streams and projects with clear deliverables.

3.9The CPIP will also be better resourced. A programme team has already been
established which draws on staff with a range of backgrounds and expertise from
across the council. This team will provide expert advice and help to project managers
who will be clear about the scope, outcomes, impact, risks, issues and timescales they
are expected to deliver.

3.10 For the change process to be fully implemented and sustained for the future the
initial phase will be a two year programme. There are a number of priorities that are
already being developed and are detailed below but this is a long term and fundamental
change in the delivery of all Children’s Services.

4 Early progress

4.1Torbay’s response to the referrals is improving (see Appendix 2 commentaries on initial
and core assessments) i.e. 10 days for the completion of an initial assessment and 35
for core assessments. For example the percentage of initial assessments completed in
10 days during September 2011 was 66.5% and 73.1% for core assessments. The
historical comparative data shows the ground that still needs to be made up (Figure 5
and 6 Appendix 1) if these improvements are to be sustained.

4.2 A new functional structure for social work teams will be put in place by December 2011.
The new structure will further increase social work capacity, reduce case loads, and
enable social workers to receive increased levels of management and supervision.
Business support process are also begin reviewed that will make the systems and
support available to social work fit for purpose.

4.3 Following the agreement for additional funding Torbay’s capacity to deliver intensive
family interventions is being increased. An experienced project manager has been
appointed to lead the development of the council’s arrangements and new personnel



are in the process of being recruited. The opportunity is also being taken to review and
enhance the models of practice. This will be finalised in the next 3 months.

4. 4Following the successful development and initial launch of Torbay’s thresholds called
the ‘Childs Journey’ a further range of promotion events is planned to coincide with
national safeguarding week (W/S 22" November). The next phase of promotion will
offer professionals the chance to meet key personnel and receive clear information on
the processes by which decisions are made and what they as referrers can expect in
terms of standards for responding to referrals.

4.50fsted conducted an unannounced inspection on the 11 and 12 of October. The final
results will be published on the 9™ November.

Richard Williams — Acting Director of Children’s Services
Russell Knight — Group Manager Children’s Services



Appendices

Appendix 1
Figure1
Rate Of Children In Need Per 10,000 Children At31st
March 2011
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Source: DFE 2009-10 and 2010-11 Children in Need census

Figure 2
Referrals during 2010/11 | Population 0-18

ENGLAND® 612,600 11,045,400
Blackpool 3,337 29,200
Bournemouth 1,266 29,600
Cornwall 5,530 103,900
Isle of Wight 1,579 26,300
North
Lincolnshire 2,481 34,100
Plymouth 3,193 49,800
Poole 1,174 28,400
Portsmouth 2,990 38,500
Southend-on-
Sea 1,950 35,500
Telford and
Wrekin 1,311 37,700
Torbay 3,031 25,400

Source: DFE 2009-10 and 2010-11 Children in Need census



Figure 3

Rate Of CP Per 10k Children At 31st March 2011
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Figure 4 Rate per 10K Population 0 -18+
Torbay
Rate per 10
March 2009 70.3
March 2010 69
March 2011 76
August 2011 98.5
Statistical Neighbour average
Rate per 10
March 2010 71
England average
Rate per 10
March 2010 58
Source DFE
Figure 5
Initial Assessments As A Percentage Of Referrals
During 2010/11
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Figure 6

Percentage Of Core Assessments Completed Within 35
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Appendix 2

06 - Ensurini the safeﬁ of our most vulnerable children and adults
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It's best to be high

The number of initial assessments completed between 1 April and 31 March, within ten working days
of referral, as a percentage of the number of initial assessments completed in the period. An 'initial
assessment' is defined as a brief assessment of any child who has been referred to social services
with a request that services be provided.

For the year ending 31st March 2011, 59.3% of initial assessments were completed within 10
working days. Performance to the end of August was 55.5% (397/715) and this increased to 57.7%
for September (511/886). This is a significantly higher number of initial assessments completed at
this time than in previous years. An average of 460 initial assessments were completed per year
from 2005 to 2010. The 2010/11 number was almost 1100 and we are at 886 at the half way pointin
the 2011/12 year.

The in month performance for June was 58.1% (132/227) which increased to 66.7% (86/129) for July
but decreased to 40.3% (52/129) for August. This increased to 66.5% in September (113/170). The
2010/11 England average was 79.6% and statistical neighbour average was 83%.

The number of referrals in the last 12 months was 58.7% more than the previous 12 months. There
were 61.0% more initial assessments, 230.1% more core assessments, 65.9% more CP plans,
57.2% more ICPCs, 29.1% more strategy discussions and 26.6% more children becoming looked
after.

Performance against the improvement notice must be 80% for the period 1st April to 30th
September 2011. This was not met however the in-month performance has increased to 71% whilst
at the same time the backlog of assessments has been significantly reduced to a more manageable
number. This is reflected in the decrease in caseloads to a more manageable number across
children’s specialist services teams.

The target will form part of the CPIP, including proposed actions and deadlines.
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It's best to be high

The percentage of core assessments that were completed within 35 working days of their
commencement. Following an initial assessment where a child has been identified as being in
need of services and more information is required to determine this need a core assessment is
requested. A 'core assessment' is defined as an in-depth assessment which addresses the central
or most important aspects of the child's needs.

In the year ending 31st March 2011, 40.4% of core assessments were completed within 35
working days. The percentage at the end of July was 35.9% (103 out of 287). This decreased to
34.2% in August (138/403) but increased to 39.8% in September (188/472).

It must be recognised that 470 core assessments were completed in this six month period. The
average number completed per year from 2005 to 2010 was 200. This increased to 450 in
2010/11 and we are at 470 already half way through the 2011/12 year. This shows the huge
amount of work which has gone in to assessing children and young people potentially at risk to
make sure they were safe.

In-month performance

During August, 35 out of 116 (30.2%) were completed on time. This increased hugely to 73.1%
on time for September (46/97). The England average was 75.1% and statistical neighbour
average was 76%.

The number of referrals in the last 12 months was 58.7% more than the previous 12 months.
There were 61.0% more initial assessments, 230.1% more core assessments, 65.9% more CP
plans, 57.2% more ICPCs, 29.1% more strategy discussions and 26.6% more children becoming
looked after.

The improvement notice required 78% of core assessment to be completed on time between 1
April and 30 September 2011. The target will form part of the CPIP’s proposed actions and
deadlines.
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06 - Ensurini the safeti of our most vulnerable children and adults
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It's best to be low
The percentage of children looked after at 31st March with three or more placements during
the year.

At the end of September, 17 of 245 (2.6%) children looked after had 3 or more placements
since 1st April. This rose to 4.2% in July (10 of 239). The England average was 10.9% and the
statistical neighbours’ average was 11.5% for 2009/10.

Current performance could go above the 2011/12 target of 12%. It must be noted that the
number of referrals in the last 12 months was 58.7% more than the previous 12 months and
26.6% more children became looked after, requiring additional services, assessments and
reviews. At the end of September there were 245 children looked after (a rate of 96 per
10,000 under 18 population). This is the first time the number has decreased month on month
for a considerable time — over 250 in August.

The England rate at 31st March 2011 was 59 and the statistical neighbour rate was 73. At the
time, Torbay was at 76 per 10,000.

Children's Services has also taken action to address the increased demand for placements by
improving recruitment services for in-house foster carers and working with regional colleagues
to improve the quality and cost of independent foster carers.




Appendix 3 — Children’s Partnership Improvement Programme (CPIP)
Executive Summary

Context

Ofsted’s ‘announced’ inspection in September 2010 confirmed the need for improvement
in safeguarding that had previously been highlighted in their ‘unannounced’ inspection 3
months earlier. Many of the themes identified by Ofsted in 2010 resonated with the
findings of local Serious Case Reviews and an earlier peer review in April 2009 (Outcomes
UK). In Torbay the 4 key areas to improve are the quality of core (assessment) skills; the
quality of practice management; the quality of planning; and the application of appropriate
and clear policies/process.

The new approach
On reviewing the previous safeguarding improvement plan it was clear that a new
approach was needed. The new approach will positively role model the changes looked for
by being more comprehensive, inclusive and disciplined than before. The experience from
other Authorities in intervention has shown that there are no quick fixes, change on the
scale needed in Torbay will take time and so a 2 year time frame has been adopted.
Delivering better outcomes for children and young people are at the centre of this
improvement journey. The new approach recognises this through the role that CYP and
Families will have in:

o identifying areas for action (already started)

o testing impact

o taking a role in service design and delivery
CYP and families have already been engaged in the process of shaping the new plan and
defining some of the outcomes required. This includes the supporting of parents to have a
greater role in advocating and advising others and providing greater consistency of social
workers, improving the approach and demeanour of staff and living up to commitments.
Nothing in the plan will be signed off as complete without positive feedback from CYP,
Parents or Staff.

Key objectives
The key objectives to be improved by the plan were drawn up from a listening event in
September 2011 with CYP, Parents and Staff is:

o Keeping CYP safe by improving the skill an knowledge of professionals in
assessment and management of risk

o Being clearer with CYP and families about what will happen, what the expectations
are and sticking to commitments

o Keeping troubled families together where possible and reunifying children from care

o Increasing the number, consistency and time for face to face contact with
professionals

o Insuring CYP have access to reliable well trained and consistent advocates

o Improving the impact and effectiveness of professionals at all levels of need
(though CPD , standards and Evidenced Informed Practice)

o Improving the time and quality of the response to the first call/referral for help

What the plan covers
Building on the conclusions of the Deep Dive and a review of the previous safeguarding
improvement plan the new plan takes into account the activities and actions arsing from:-
o Ofsted’s recommendations following the Inspection September 2010
o 5 Serious Case Reviews



(@)

Torbay Safeguarding Children’s Board business plan and subgroup plans

All the actions connected to these major plans have been synthesized into 8 projects
covering

O

PROJECT 1 — Management Development —

Improving the quality of decision making, case allocation, supervision and renewing
the appraisal system

PROJECT 2 — Remodeling Social Work structure

Further increases to social work capacity, a new functional structure, clarity on role
and responsibilities, recruitment and retention, reasserting performance
management system

PROJECT 3 - Improve Assessment and Case Planning

Raising assessment skills and techniques, promoting clear practice standards,
improving the commissioning of specialist placements and revising the operation of
Children in Need plans

PROJECT 4 — Renewing thresholds and referral processes

Developing a shared appreciation of thresholds, revisiting professional awareness
and knowledge of domestic violence, alcohol and substance misuse, redesigning
how issues are addressed outside the are managed and out of hours provision
PROJECT 5 — Improve the Quality and Management of Child Protection
Reasserting best practice, clarifying standards and processes and systems
PROJECT 6 — Development of Governance

Establishing a common method and mechanism for Case Q&A, developing section
75 arrangements, promotion and raising awareness of TSCB

PROJECT 7 — Improving integrated frontline practice across all services
Reviewing learning entitlement and raising core skills and knowledge, increasing
mobile, community budgets and flexible working capabilities

PROJECT 8 - Involving the community and using knowledge and skills
Developing local intelligence about missed opportunities, building up social capital,
pursuing new provider models, reducing benefit reliance

We know when we’ve got there because
(Compared to a baseline of September 2010)

There will be less reliance on statutory interventions i.e. care.

o More families will be receiving help alternatives to care i.e. intensive solution

focused support

o The average length of time in care will have reduced.

o The numbers of CYP targeted for reunification will have increased.
The consistency and morale of staff will have improved — vacancies and turnover
will be minimised.
The timeliness of and quality of assessments will be consistently better.
External reviews will confirm that safeguarding is good and capacity to improve is
also good.
The frequency and quality of supervision is good and will consistently address both
tasks and professional development.
The level of training take up for front line practitioners including the voluntary sector
is improved.
Communities will have more capacity and capability in providing responses to very
early help.
Those raising concerns will receive a higher quality and more effective response —
as confirmed by feedback from referrers and via timeliness of assessments.
Social worker and professionals generally will have more manageable caseloads —
following national best practice guidelines.



Documents available in members’ rooms

Ofsted Unannounced Inspection July 2010
Ofsted Announced Inspection September 2010
Deep Dive — extract on the recommendations

Background Papers:
The following documents/files were used to compile this report:

Deep Dive report July 2011

Ofsted’s reports July 2010 and September 2010
Children’s Partnership Improvement Plan Project Initiation Document Oct 2011
ADCS report on Children Services Dec 2010



