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Strategic planning and performance monitoring for safeguarding and services for children in care is outstanding in Hampshire. The Children and Young People’s Plan is based on a comprehensive analysis of need and the views of service users. The Quality Improvement Framework for safeguarding and services for children in care is having good impact on the quality of practice and outcomes. Hampshire Safeguarding Children Board, the Children’s Trust and local partnerships are all firmly established and able to demonstrate substantial achievement in driving forward good quality services for children and young people. 
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‘In our experience, the following elements are vital to effective strategic planning and performance management for safeguarding services: 

· clear, shared structures and processes

· focus on monitoring compliance and measuring improvement

· engage partners through shared understanding of levels of need, establishing joint priorities and ensuring this is supported by clear communication

· build and sustain strong, honest and supportive relationships between respective leaders across the Children’s Trust

· don’t let good performance lead to complacency

· be ambitious for children and young people

· invest in operational managers and value their opinions

tackle underperformance early, using a collaborative approach.’
John Coughlan, Director of Children’s Services and Deputy Chief Executive
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Hampshire County Council’s Children’s Services Department has embedded a culture in which strong performance management leads to the continuous improvement of services, resulting in improved outcomes for children and young people. The Departmental Planning and Performance Framework is well established and provides a coherent structure for performance management, with identified lines of accountability, to promote greater ownership of service priorities and improvement. The framework incorporates integrated service planning, performance reporting and a Quality Improvement Framework.
This example provides an overview of the processes in place in Hampshire and the impact these have had in recent years. It includes information about: setting priorities; alignment with budget setting/commissioning; performance management and quality improvement frameworks; management ‘grip’; and partnerships.

Setting priorities
The vision is well articulated in the Children and Young People’s Plan​ ​(CYPP). The vision and priorities are developed by senior managers, Elected Members and Children’s Trust partners; informed by needs assessment, analysis of strengths and weaknesses, operational level service plans and feedback from service users. Inevitably, some strategic priorities are shaped by real time events, such as the national adoption debate; and the Department retains the flexibility to respond accordingly.

The Department is ambitious with challenging, yet realistic targets established within the CYPP and service level plans, based on analyses of trends and comparative data. 

Budget setting and commissioning

Budget decisions are based on a transparent framework, which prioritises services for the most vulnerable children and young people. Budget challenge and service challenge sessions have placed increased emphasis on ensuring that spend matches priorities, with managers required to demonstrate how budgets will be used to deliver plans during the annual budget setting process. As part of this, they are encouraged to consider potential responses to reduced funding levels and opportunities for increased integrated working with other services and partners.  

Grants of £1.13 million have been allocated to the voluntary sector in 2012/13 for projects contributing towards the priorities in the CYPP. Applications are initially scrutinised by Local Children’s Partnerships (LCPs - the delivery arm of the Children’s Trust); with recommendations made by a countywide multi-agency panel, prior to approval by the Executive Lead Member for Children’s Services. In addition, £1.66 million was allocated to voluntary and not-for-profit organisations for local Youth Support Services. These services focus on the young people who are the most vulnerable, enabling them to access targeted services in their area. Organisations were invited to bid against specifications based on local need, as defined by the LCPs.

Performance management and quality improvement
Robust and well-established performance reporting systems support early identification of poor performance. A performance reporting structure, with an annual cycle of meetings, provides a clear framework for escalating issues:
· Key measures are monitored on a monthly basis by service managers (in local Performance Action Groups) and the Children and Families Branch Management Team (in the Performance Action Group). Both groups use a performance management tool (in Excel), which enables managers to view information about good-quality monthly performance alongside activities to support improvement.   

· Quarterly performance reports are received by the Children’s Services Department Management Team (CSDMT). 
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Performance against Children’s Services measures within the County Council Business Plan (including key safeguarding and children in care measures) is reported to the Corporate Management Team and Cabinet on a quarterly basis. Half-yearly reports are presented to the Children’s Trust Board.  

Performance Action Groups monitor performance and quality on a monthly basis. They are responsible for scrutinising:

· key performance indicators, disaggregated by area and team

· qualitative information, providing the context behind performance

· implementation of effective supervision arrangements

· the quality of recording and outcomes of case file audit

· the sharing of good practice learning from audit

caseload analysis.

The Quality Improvement Framework for Safeguarding provides a robust mechanism for monitoring compliance against statutory requirements and supporting continuous improvement. It consists of an annual cycle of: case file audit; unannounced peer inspections/reviews; self-assessment; and improvement planning. These processes are well embedded, supporting a clear and honest understanding of strengths, weaknesses and improvement activities. The resulting annual Quality Improvement Plan is clearly aligned with service level plans, and progress is monitored quarterly.
Management ‘grip’
Local operational managers have a strong management ‘grip’, supported by timely and quality performance information. ‘Real time’ case data are interrogated on a monthly basis, with adjustments made to resource levels to manage variations in demand.

Effective partnerships
Hampshire Children’s Trust represents all those working for, and with children, young people and their families. Trust arrangements have been strengthened over recent years. A new structure was implemented in 2010/11, comprising 18 Local Children’s Partnerships (LCPs) and a small business group reporting to a strategic board. The Children’s Trust embraces the other key partnership groups for children in the county: Hampshire Safeguarding Children Board and the Joint Child Health Commissioning Board.  

LCPs are responsible for translating the overarching priorities in the CYPP into local delivery plans. They also share local intelligence to identify levels of need, with one surveying local schools to determine the demand for family support; and another four working on a collaborative approach to improving attendance by sharing school level data.
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Hampshire Safeguarding Children Board is well established and provides strong and effective professional leadership to raise the quality of safeguarding work across a range of partner agencies. Established activities include: multi-agency case file audits; inter-agency training opportunities (including the voluntary and community sector); shared procedures; and local multi-agency audit and performance management.

Partnerships with health professionals are effective, with joint planning based on a shared understanding of levels of need, as outlined in the Joint Strategic Needs Assessment. The Joint Child Health Commissioning Board, aligned with the interim Health and Well-being Board, is responsible for setting the strategic commissioning direction and overarching strategy, to improve outcomes for children and young people whose needs span health and social care. The Board has a strategic work programme for identified areas of greatest need In 2011, the Board improved capacity by creating two joint commissioning posts; agreeing the pathway for continuing care for children with disabilities; implementing the delivery plan for short breaks for disabled children; and commissioning a new provider of Child and Adolescent Mental Health Services.  

Improved outcomes for children and families

· The percentage of audited case files evidencing that the views of children and young people had been taken forward in planning and appropriately acted upon increased from 76% in June 2011 to 92% in December 2011.
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The percentage of audited case files evidencing active consideration of culture, race and language in the development of children in need plans and child protection plans increased from 37% in June 2011 to 77% in December 2011.

There is visible confidence among senior managers and Elected Members that services are being managed effectively, with a focus on outcomes for individual children and young people. This has facilitated a strong working relationship and additional resources have been allocated to services in response to increased demand or performance issues – despite the challenging financial environment.
Shared threshold guidance supports better understanding among Children’s Trust partners.  
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Hampshire is the third largest county in the country, with approximately 307,000 children and young people aged 0 to 19 years. The county comprises a mix of urban and rural populations, with areas of affluence and areas of significant deprivation. 
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Effective strategic planning for safeguarding: Hampshire Council, Children’s Services Department





Brief description





 





Overview – the provider’s message





 











The good practice in detail





 





�… I share the data report at my team meeting, which has enabled the social workers to understand what we are reporting on and the reasons for the performance indicators� 





Team Manager, Children in Need








�The monthly district managers’ meeting is an opportunity for all managers to get together and share information. Specific issues within teams are discussed, which could have an impact on case transfers. It allows managers to alert other teams to specific difficulties such as staffing issues or sickness. Guest speakers are invited to update managers on any new or relevant pieces of work that are being undertaken in our area�,


Locality Team Manager 








� Performance Action Group has certainly made me more aware of my team’s strengths and areas where further work is required. The caseload spreadsheets are excellent in terms of tracking child protection activity, data quality errors and placement stability. It’s also very useful to track individual social worker performance�,


Team Manager, Referral and Assessment





Provider background





 





Are you thinking of putting these ideas into practice; or already doing something similar that could help other providers; or just interested? We'd welcome your views and ideas. Get in touch � HYPERLINK "https://www.surveymonkey.com/s/ofstedgoodpractice" �here�.


To view other good practice examples, go to: � HYPERLINK "http://www.ofsted.gov.uk/resources/goodpractice" �www.ofsted.gov.uk/resources/goodpractice�
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