CABINET
15TH FEBRUARY 2005

ITEM NO. ......... G N

PROPOSALSFOR CHILDREN'S FERVICES CONFIGURATION FOR DARLINGTON

BOROUGH COUNCIL

Responsible Cabinet Member (s) —Councillor Chris M cEwan, Children’s Services Portfolio

Responsible Director (s) — Margaret Asquith, Director of Social Services
(Director of Children’s Services - Designate)

Purpose of Report

1. Thisreportisto oulinetheinitia stagesin the development of Darlington's Children’s
Services.

Background

2. Thestarting point for any reconfiguration d services must be to improve outcomes for the
end user, in this case dildren and their families.

3. It haslong been recognised by staff, families, teachers and children that barriers exist (red
or imagined) between services and aganisations whaose dm isto suppat and assst chil dren
andfamilies. These barriersinclude :-

(@) Different cultures

(b) Professional backgrounds

(c) Perceptions of whothe client is (child, parent, schod etc)
(d) Legidation

() Budget constraints

() Threshadsfor “entry” to services

(g) Data mllectionand sharing

(h) Processes (i.e. pathways between services)

(i) Lack of knowledge of each ather’sroles and resporsibilities

4. Children andtheir families can, and dg move dong a spedrum of need depending upon
their circumstances at any given time, and it is the resporsibility of service providersto
ensure that the child’s movement along the spectrum of need is as smocth (seamless) as
possible and that the services required are provided in atimely and responsive manner. Too
often children and their families require re-assessment and then have to wait urtil services
decide whaose criteria the particular needs “fit” and then whether the dnild actually reaches
their threshold to be eligible for services.

5. Thedesign o Darlington’s Children’s Services must eliminate these types of barriers and
considerations. Teams need to be multi-skil led so that most of the spectrum of need can be
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met during one interventionin the dild and family’slife.

Running alongside the suppat needs of children and familiesisthe adievement agendafor
schods. Thisagendabelongsto children and families too, every child hastheright to be
suppated to adhieve their maximum patential in educational (and aher) terms. Educationd
achievement opens the doar to al the life dhances of a dhild in the future. Helping all
children achieve their potential will also help schods achieve the best outcomes for their
schod and for the wider community in Darlington. The new Children’s Services
Department will retain educational achievement as a key priority and wil | focus on better
suppat and challenge to schods.

Outcomes for Children

7. Thefive outcomes for children have been set out clearly in Government’ s Green Paper
“Every Child Matters’ and have since been reiterated in the Children Act 2004 which
received Royal Assent at the end d November 2004
The 5 oucomes are :-

(8 Being healthy

(b) Staying safe

(o) Enjoying and achieving

(d) Making apasitive cntribution
(e) Socia and econamic well being

Performance

8. Each o the outcomes has arange of nationa performance indicators attached which have
been puled together from the Department for Education and Skill s (DfES) education
targets, and the Commissionfor Socia Care Inspection (CSCI) socia services PAF
indicaors and the Department of Hedth NSF for children targets (attached at Appendix A).

9. Itwill beimportant that Darlington’s service delivery for children can be matched against

these targets and therefore in the propaosed senior management structure, each o the 4
Assistant Diredors will have primary resporsibility for one or more of the 5 outcomes and
the related targets, and a secondary resporsibility for the remaining outcomes and targets.

Senior Management Structure

10.

11

To make early progress with the development of anew Children’s Services Department it is
essential that the senior management structure & Assistant Diredor level is agreed and that
early appantments are made.

A copy of the proposed structure and areas of resporsibility is detailed at Appendix B.
Grades will be dtadched to these posts following a Job Evaluation exercise. It is
recommended that these posts will initialy be ring-fenced to existing staff. Appantments
will be made by Members.

150206-Proposals for Children’s Services -2-
Cabinet



Information and Analysis

12. Thereconfiguration d operational teams shoud be designed to eiminate barriers and
thresholds between services which have historically caused dfficulties for children and
families. Workersin these teams will neal to develop awider method d working and take
onresporsibilities from each ather which have previously been delivered in a“silo” method
of working. Ultimately, it islikely that we will be moving towards a dnanged workforce
with greater inferface between professiond roles. The teams for which reconfiguration
shoud be considered are asfollows :-

(8 Partsof the schod effectiveness team

(b) Parts of the schod improvement team

(c) Speda Educationa Needs (SEN)

(d) Pupil suppat services

() Learning and development services (educational psychology)
() Longterm child care teams

(g) Family suppat teams

(h) Leaving careteam

The reconfigured teams will be &le to, and expeded to, deliver suppat to children and
families across most of the spectrum of need from general family suppat to more spedalist
suppat to children looked after, and will avoid the need for children to be passed from one
worker or team to ancther.

Linked Services

Adult Learning Services

13. There nealsto be further discussion abou the future locaion d adult learning services and
whether this houd remain asasingle entity or if it would be better split into, for example,
learning in children’s services and libraries and community services. In the interim,
however, it could remain as an entity within children’s services with further consideration d
its future location made as the new Children’s Department becomes established.

Youth Service

14. TheYouth Serviceis currently located within Community Services following avery recent
move out of Education. It isrecommended that the Y outh Service stays within Community
Services to avoid further disruption for staff, but that thisis reviewed after 12 months.

PODs

15. At present the Early Interventions Team (EIT) overseesthe PODs. The EIT has a spedfic
aim of working with yourg people who are at risk of offending, carrying out antisocial
behaviour or induging in substance misuse. The PODs, however, can have an effediverole
in working with al young people irrespective of circumstances.
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16. The POD is, therefore, more of ayouth service provisionthan an early interventions projed.
It is smewhere Y outh Workers can med young people on their own groundwho may be
either reluctant or unable to use existing youth service provision. By using the PODs the
Y outh Workers are dso ableto be flexible in servicing the needs of the young people with
whom they meet and work. For the young people who donat have use or access to existing
youth provision, the PODs play avery important part in asssting with engagement. It gives
the yourng people somewhere to meet their friendsin safe and warm environment. This
could help the Darlington Y outh Service by meeting and working with young people & the
front linewho donat accessmainstream fadlities.

17. At present there ae only two yourg people dtending the PODs who are known to the EIT
and this demonstrates the way in which the PODs serve awide spedrum of youth within the
Borough. It istherefore recommended that the PODs transfer to the Y outh Service

Y outh Offending Team (YOT) and Early Interventions Tean (EIT)

18 Youth dfending teans are located in avariety of services aaossthe courtry, including
Socia Services, Community Safety, and Chief Executive offices. There are alvantages and
disadvantages to most of the possble locations.

19. Darlington's YOT and EIT are arrently located within the diildren’s srvicesdivision o
the Socia Services Department and onbalance, officers would recommend that the
optimum location for these services would be to place them within Darlington's newly
formed Children’s Services Department. However, thereis no dueprint for successful
Y OTsor Children’s Services Departments and Cabinet Members have highlighted the
importance of Community Safety and would prefer that the YOT and EIT are locaed
alongside other Community Safety servicesin the Department of Community Service
therefore the propaosed structure reflects the wishes of Cabinet.

Adult Services

20. Thereview of Adult Servicesisongdng andareport on ogions for the locaion d these
services will be brought to afuture Cabinet meeting. In the meantime, Adult Services will
remain under the direction d the Director of Social Services until 31st March, 2005and
theredter with the Diredor of Children Services until adecisionis made.

Accommodation

21. A bigisauefor consideration will be the acommodation for these new teams. Reseach and
practice shows that the biggest step towards delivering an integrated serviceis when
different professonals are co-located. Aninitial mapping exercise will need to be
undertaken to identify current accommodation issues and future requirements.

Continuity of Service Delivery

22. Alongside this reanfiguration, we must ensure that services continue to be delivered and
that we maintain safety for children. Some children’s services will need to be maintained in
their current form and examples of this are dhild protection, and some spedalist suppat to
schods.
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Corporate Considerations

23.

Some functions within the Children’s Services Department could be configured into a
corporate suppat link. Examplesfor consideration are:

(& Finance services
(b) HR services
() IT services

Some of these mnsiderations are linked to wider agendas, e.g. Suppat ServicesBVR and
the Government’ s efficiency agenda. In the short term, it is proposed that asimple
disaggregation d functions between adult and children’s cia services takes place and staff
located accordingly.

HR Process

24.

It is proposed that as many staff as possible ae dotted into new pasts, foll owed by ring
fenced interviews. The unionswill be consulted at an ealy stage throughou the process.
The main appantments at Assistant Diredor level shoud be made by 1st April 2005with
other appantments following throughou 2005 Once the Assistant Director appantments
are made, it would be sensible to engage these staff in the final decisions abou team
configuration and appantments. It islikely that staff positions down to team manager level
will be aff ected in terms of areas of resporsibility and supervision requirements.

Change Programme

25.

26.

We need to establish changesin children’ s services as a programme nat aproject. There
will be many constituent projects within the overall programme and tensions between these
to complete to time and budet. Although we expect to have the Assistant Diredors for
Children’s Servicesin paost by 1st April 2005 we will clearly not have a dvanged and
integrated children’ s department which is operational by this date.

The dhange programme we ae anbarking uponis a least a5 yea progranme and likely to
run 10years for a cmplete change in culture and working pradices. This change
programme will have specific targets and milestones built i n, alongside regul ar eva uation.
The outli ne change programme with gudance date lines is attached at Appendix C.

Conclusion

27.

It is clear that the structure and service delivery we operate in Darlington will be judged for
success against the 5 oucomes for children. At eadh stage, inspedorswill be looking for
evidence of improved oucomes and integration across srvice delivery, processes, and
governance. The propaosed structure is designed to deliver against these objectives (attached
at Appendix B).

Outcome of Consultation

28.

Initial consultation with the current Assistant Diredors within Education and Social
Services and the Primary Care Trust has taken place. Consultationis ongoing with
Healteachers and employees and if appropriate averbal update will be given at the Cabinet
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meeting.

Lega Implications

26. Thisreport has been considered by the Borough Solicitor for legal implicationsin
accordance with the Courcil's approved procedures. There ae noissues which the Borough
Solicitor considers need to be brought to the specific attention & Members, other than those
highlighted in the report.

Sedion 17 d the Crime and Disorder Act 1998

27. The mntents of thisreport have been considered in the context of the requirements placed
onthe Courril by Section 170of the Crime and Disorder Act 1998 namely, the duty on the
Courxil to exerciseits functions with due regard to the likely eff ect of the exercise of thase
functions on, and the need to doall that it reasonably can to prevent, crime and dsorder in
itsarea. Itisnaot considered that the contents of thisreport have any such eff ect.

Council Policy Framewor k

28. Theissues contained within this report do nd represent change to Courril pdlicy or the
Courril’s pdlicy framework

Dedsion Deadline
29. For the purpose of the ‘cdl-in" procedure this does nat represent an urgent matter
Key Decisions

30. Thisisakey decision as these proposals aff ect the delivery of Courcil servicesto the whole
Borough.

Reacommendations
31 It isrecommended that Members:-

(& Agreethe proposed Assstant Director structure and proposals for the future structure
andintegration d Darlington's Children’s Services Department; and

(b) Agreethe propasasfor thelocaion d adult learning, the Y outh Services, and the
Y outh Off ending Team/Early Interventions Team with regular reviews and changes as
necessary.

Reason

32. The Children Act 2004requireslocd authorities to progresstheir plans for the formation o
integrated children’s srvices.

Margaret Asquith
Director of Social Services
(Director of Children’s Services— Designate)
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Background Papers

“Every Child Matters” — Green Paper
The Children Act 2004

M Asquith : Extension 2099
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APPENDIX C
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