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ADDENDA

7. Children's Social Care Placement Sufficiency, Market
Management, and Fostering (Pages 1 - 28)

The Committee requested a report so that it could understand placements for Children in
Care, including what the Council is doing to ensure good value for money, placements
near home and, also, how the Council’s actions are improving outcomes for Children in
Care.

Clir Liz Brighouse, Cabinet Member for Children, Education, and Young People’s
Services, Anne Coyle, Interim Corporate Director for Children’s Services, have been
invited to present the report and to answer the Committee’s questions.

The Committee is recommended to consider the report, to ask any questions and to
AGREE any recommendations it wishes to make to Cabinet arising from the report and
discussion.
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PEOPLE OVERVIEW & SCRUTINY COMMITTEE]
13 JULY 2023

Children’s Social Care Placement Sufficiency, Market Management and Fostering
Report by Anne Coyle, Director of Children’s Services

RECOMMENDATION

1. The Committeeis RECOMMENDED to

¢ Note the pressure on children’s placements over the past financial year

e Receive assurance on the management actions put in place to have oversight of
placement decisions

e Receive assurance on the implementation of the short to medium term plans for
placements to ensure good value for money, placements near home and how
the Council’s actions are improving outcomes for Children in Care.

Executive Summary

2. This report provides an overview of how Oxfordshire County Council (OCC) will fulfil the
sufficiency duties and meet the needs of our Children in Care and Care Leavers. It
includes the Council’'s commissioning intentions and supports our vision for children and
young people.

3.  The sufficiency duty requires each local authority to ensure, so far as reasonably
practicable, that it can offer enough suitable accommodation in its area to meet the needs
of children who are looked after.

4.  The needs analysis undertaken by analysing brokerage referrals and placement
outcomes along with wider data available to us has enabled OCC to understand children’s
needs and identify the gaps we have in our resources. The Council has created a live
Sufficiency Strategy Action Plan which provides an overview of all the commissioning
workstreams to grow the specific resources we need to meet the needs of Oxfordshire
Children and Young People.

5. Wehave also been assessing on an on-going basis the impact of wider factors affecting
children and their families such as the pandemic, inflation, and the financial crises.
Specific impacts in terms of sufficiency have been:

* Anincrease in placement demand for children with complex needs resulting in a
financial overspend on the placement budget and use of un-registered
arrangements.

* Areduction in foster carer placement availability due to a combination of carers
shielding and because of the financial crises many potential foster carers are now
seeking full time employment.

+ Disruption to the availability of residential placements due to staffing pressures

* The cost of placements has been increasing due to rising inflation

* Increased risk of placement instability due to increased pressure on families, lack of
respite opportunities and schooling, reduction in support services.
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6. The service is preparing a detailed Financial Strategy which will set out:

e Greater understanding of what is driving the overspend of £19.1m in 2022/23 and
ongoing overspend forecast of £3.1m in 2023/24)

¢ Insight to the extent, scale and depth of the improvements implemented in the
second half of last year and particularly the underlying indicators which very positively
demonstrate an underlying drive in financial recovery

e Assurance and confidence of the improvement recovery plan based on trends over
the last 10 years, comparison, and benchmarking with national, regional, and
statistical neighbours

¢ Improvement Plan service delivery and investment strategy for the next 5-10 years
outlining the timescale for full recovery, release of better value and savings

The Financial Strategy will be brought forward through SLT and Cabinet in the next
guarter (July-Sept).

Introduction

7. For the majority of children, the right place for them is to be at home with their family.
Some families may need support, and this support would potentially be provided through:

e Partnership early help / early intervention services

e Oxfordshire County Council (OCC) Locality Community support Service

e Family Solutions Plus service that provides specific and targeted support to
families facing particular challenges that canimpact on their parenting ability such
as mental health issues, substance misuse and domestic abuse.

8. For those children who need to be in care, OCC recognises and takes seriously its
responsibility as their Corporate Parent. Ensuring that children are placed in the most
appropriate setting is a key part of this responsibility, as it has so much impact on their
outcomes and ability to thrive.

9.  The report includes an overview of placements for Children We Care For (CWCF),
including how the Council ensures that:

€)) placements are purchased at reasonable weekly rates

(b) we increase residential and fostering placements within Oxfordshire and
surrounding LA boundaries

(c) we develop placements to meet children with complex needs to reduce and
eliminate our reliance on un-registered arrangements

(d) We are improving outcomes for Children We Care For

Background

10. There are a variety of placements that are used for Children We Care For. These include:

0] Kinship placement — for children who cannot live with their parents but who are
able to be permanently cared for by family members of friends

(i) Adoption placement — for when a Placement Order is made by a court that allows
the local authority to find an adoptive home for a child.

(iii) Fostering placement — there are a variety of fostering placement types — for
example: Long-term fostering; short-term fostering; parent and child; short breaks
for children with disabilities and special needs; emergency foster care. These are
either delivered in-house using OCC approved Foster Carers and kinship carers
(537% of placements in 2022/23 were in-house) or externally using Independent
Foster Care (IFA) agencies which represents 47% of placements in 2022/23.

(iv) Residential placement - This may be arranged under a care order or a voluntary
accommodation arrangement, including short breaks for disabled children. OCC
have 3 internal children’s homes however the majority of placements (92%) are
purchased from the external market.

(V) Supported Accommodatiop &;éc?ildren in care and care leavers aged 16 and
17, including unaccompani(% Sylum-seeking children (UASC), that gives the



11.

12.

13.

young person chanceto develop their independence as they prepare to leave care
and start adult life.

(vi) Bespoke packages of support have been set up to support children where no
registered provider can be found.

The cohort of CWCF that the local authority has responsibility for comprises both of
children and young people who are resident in Oxfordshire and also unaccompanied
young people who are transferred to the care of the local authority through the National
Transfer Scheme (NTS).

The report focuses on residential and foster care placements, as these two categories
comprise the majority of placement decisions and of financial spend.

(@) Adoption placements are not under the direct control of the local authority and are
overseen / managed by Adopt Thames Valley - the Regional Adoption Agency
(RAA) which covers Oxfordshire, Berkshire, and Swindon.

(b) Special Guardianship or Child Arrangement Order issued by the Courts. Special
Guardianship cares are entitled to a means evaluated allowance as part of their
SGO assessment.

(c) Supported Accommodation and 18+ arrangements are also out of scope of this
report; however, these types of provision are covered in the July 2023 Sufficiency
Strategy.

The commentary and findings set out in the report are based on review of placement
referral, support and placement activity and costs in the last financial year 2022/23, and
the first two months of this year 2023/24.

Placement Pressures 2022/23 and Year to Date

14.

15.

16.

The Deputy Director for Children’s Social Care has a focus on ensuring that the service is
looking after the right children for the right length of time under the right care plan.

An extensive exercise to review every care/permanence plan was undertaken to ensure
we are working in a timely way has been completed and each Head of Service and
Service Manager reviews this on a fortnightly basis to ensure timely decision making and
throughput. The IROs are also required to monitor and oversee this as well. This is an
ongoing issue for the whole system to support and ensures best practice in terms of
guality and the cost of care.

We experienced an increase in number of children we care for in 2022/23. This in part
reflects a doubling of unaccompanied young people as we move towards supporting up to
0.1% of our local under 18 population (148).

Chart 1: Children We Care For numbers for the last 12 months
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17.

18.

19.

Following changes to the level of senior manager and leader oversight and monitoring,
the overall number of children we care for has reduced again, moving us back in line with
other similar authorities, although we still have more progress to make here. Increased
scrutiny regarding decisions about children becoming looked after is now in place as well
as a renewed focus on permanence planning to support children to leave local authority
care via a range of permanence options, ranging from adoption to reunification is also in
place. Some of the challenge we have faced is linked to the legacy of the pandemic as
well as delays in care proceedings ending for several children, where permanence plans
would end their looked after status via special guardianship, placement orders, CAOs and
reunification with their parents following positive progress. We are working to resolve
these issues with our judiciary, legal and CAFCASS colleagues.

This increased check, challenge and support resulted in the number of children becoming
cared for dropping from 160 in the first six months of the year to 117 in the last six months
of the year (1st April 2022 — 31st March 2023). This approach is now our practice
approach. As a result of this increased Deputy Director scrutiny, the six months July to
December 2022 led to less children becoming looked after than in the first three months
of that year. This trajectory has been sustained and continued in a gradual, purposeful,
and managed way since that time. Managers within each service have supported and
progressed this purposeful work to ensure the right children are cared for and for the right
length of time.

The number of Unaccompanied Children and Young People has grown (102) due to
changes in the National Transfer Scheme requirements, and we have seen a significant
uplift in the last financial year. We have an upper limit of 148 children that we could be
required to support (0.1%) of the population.

Placement decision making

20.

21.

22.

We have reviewed our decision-making structures for children and in March 2023 we
implemented a refreshed approach to our ‘Children’s Resource Panel’ process. The
Children’s Resource Panel uses the panel referral, supporting documents and
presentation of the child’s circumstances at panel to scrutinise the plan and management
decisions made in relation to any child becoming looked after. The aim being to ensure
there is clear evidence for, and analysis of, the reason for the recommendation, and that
the plan for the child or young person gives due regard to their safety, wellbeing, and
long-term outcomes.

The panel ensures full consideration is given to maintaining, where possible, a child or
young person safely within his or her home environment or extended family. The panel
applies value for money principles when allocating resources to prevent children or young
people becoming looked after or in making certain that their needs are properly
understood and planned for.

The review of panels is beginning to strengthen our approach to children and young
people who are on the edge of care and those where we are considering care
proceedings.

Bespoke placements

23.

24.

Bespoke packages to support children where no registered provider can be found have
become more prevalent across the country during the post-Brexit, post-COVID period.
They have grown out of a backdrop of greater complexity of needs and shortage of
market capacity to provide the right package of support. Services responded by
commissioning bespoke care arrangements with spiralling fees and costs.

In the first quarter of the last financial year the service saw the number of bespoke
packages grow to a peak of 27. The Improvement Plan implemented in the second half of
the year has very successfully addressed this by a planned programme of collaborating
more robustly with partners to revie\g gza;g %lckage, identify better quality, better value



25.

registered alternative placement settings and rigor in oversight to ensure effective and
completeness in the step down and transitioning arrangements.

The programme has successfully reduced the number of Bespoke packages from 27 to 5
reducing the overspend from over £8m in last year to a £2m forecast overspend in this
year based on successful implementation of the planned arrangements to transition the
remaining five packages to better quality, better value registered settings.

Placement Sufficiency Board

26.

The Placement Sufficiency Board (previously known as the third-party placements and
savings board) has a focus on the delivery of the Sufficiency Strategy Action Plan to
address the gaps and growing need across our CWCF population. Issues and risks are
escalated to this board for mitigation and to further escalate to DLT if required (Appendix
1).

Placement Analysis

27.

The latest published comparative data is for March 2022. This is shown below with
Oxfordshire figures updated to March 2023.

Chart 2: Children we Care For numbers from 2014-2023

28.
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Although Oxfordshire’s figure is above similar authorities it is below the national average.
In March 2022 Oxfordshire’s rate was the 515t highest of 152 reporting authorities. In
23/23 Oxfordshire’s figure increased by 3%, but the number of Oxfordshire children fell by
2%, (796 to 777) and the number of unaccompanied asylums seeking children rose by
70% (58 to 104). There has been lag since this report was run, as of May 2023 there were
857 looked after children within Oxfordshire, bringing us closer to the SE region.

Chart 3: Placement Type
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29.

30.

31.

32.

Placement type: 31-3-2022
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OCC are lower than national average and the SE for foster care placements and higher
for Residential Placements which represents 16% which is comparable with the National
Average. 3% of Oxfordshire CWCF are placed for adoption, in line with national average.
The proportion of children in foster care has fallen both locally and nationally, but at the
end of March 2022 only 10 authorities had a smaller percentage of children in foster care

In 2022/23 just 8% of residential placements (11) were within OCC provision, for foster
care this figure was 27% (142 placements)

There are currently 27 children in placements costing above £6k per week. The children
placed in un-registered arrangements presented with 2-4 different need categories, all
children identified as having SEMH needs, four children presented as having self-harm
needs / were a suicide risk and four have ASD, one child presented with sexualised
behaviour. This shows that our children in our most expensive placements are the most
complex

Further analysis was completed on the type of placement requested and the outcome of
where the child was placed.

Chart 9: Children placed more than 20 miles from their home up to April 2023:

33.
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OCC are higher than the national average, statistical neighbours and across the South-
East for placing children more than 20 miles from their home address. As of March 2023,
just over a third (33.5%) of children were placed out of county and more than 20 miles
from home. This is down from 36% in 2022 and 27% in 2021. The latest comparative data
is for March 2022, where Oxfordshire’s figure of 36% was the 2nd highest in the country.
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34.

35.

This is due to the expensive property prices in Oxfordshire and workforce recruitment
difficulties, properties appetite to enter the Oxfordshire market is low due to these factors.

Map 1: Children We Care For on 31 March 2023 by location of placement

* Local

United
Kiagdom

Residential, INMSS (Independent, Non-Maintained School Settings) and foster care
placements mapped out on a GIS map - as of 315t March 2023 - a large proportion of
OCC placements are in neighbouring LAs to keep the child as close to their family home
as possible. However, at times there is a need to place a child away from Oxfordshire
either due to their needs or availability of placements.

In Oxfordshire in June 2023, 63% of children we care for were in foster care, and 16%
were in residential placements (increased from 11% in 2015), consisting of 92% (132
placements) in external placements and 8% (11 placements) in internal placements. The
number of external residential and IFA placements increased, against a decrease in OCC
foster carers since 2012-13

Foster Care

36.

37.

Oxfordshire has a mixed market in fostering where we both commission and directly
provide foster care through our foster and kinship carers. OCC market research during
2019 records one registered IFA office based within the County and a couple of other
providers who have carers based within Oxfordshire, in addition to OCC’s own internal
service.

The overall percentage of children we care for who live with OCC foster parents
decreased from 38%in 2017/18 to 27% in 2022/2023. In the same period, children with
IFA carers increased from 39% to 47%.

Table 1: Placement type for children between 2017-2023

2017/18 [2018/19 [2019/20 [2020/21 ([2021/22 [2022/23

CWCF on 31 March  |684 779 767 782 855 881
Foster
Placement No. 471 538 479 493 525 534

%  169% 69% 62% 63% 61% 61%
Kinship*

No. [110 180 139 144 137 142

% [23% 33% 29% 29% 26% 27%




38.

39.

40.

41.

42.

43.

OCC Provision*
No. (177 163 142 133 135 142
% 38% 30% 30% 27% 26% 27%

External

Provision* No. (184 195 198 216 253 250
% 39% 36% 41% 44% 48% 47%

Currently we have 175 mainstream carers as opposed to 217 in 2018 and 96 kinship
carers as opposed to 118 in 2018. The average cost of an IFA placement is £1000 per
week compared to £388 per week for an in-house foster care placement.

Over the last 5 years we have had a decline in numbers of 42 mainstream carers. Service
records show that enquiries, applications, and approvals have also fallen significantly and
COVID and the cost-of-living crises of 2022/23 has contributed towards this.

In 2017/18 we had 147 enquires, leading to 35 approvals. In 2022/23 we had 114
enquires leading to 27 approved.

The decline in children living with OCC mainstream carers is partly offset by the increased
numbers of children living with kinship carers from 110 in 2018 to 142 in 2023. In effect
there are 32 more children living with Kinship and 35 less living with mainstream carers.

Due to rise in the children we care for numbers there has been a rise in children living
with agency carers. In house foster placements available have not increased in line with
the numbers of children we care for against national figures.

In 2022/2023 we approved 18 new carers who could offer 27 placements for children on a
short- and long-term basis. We approved 15 carers for relief care/short break There were
24 foster carers in total de-registered last year. In the main deregistration arose from a
change in family circumstance. In order to bring us up to national average for inhouse
placements we need to recruit at least 33 carers (52 placements).

Residential Children’s Homes

44.

45,

OCC also has a mixed market for residential placements, though only a small proportion

of provision is internal. OCC spends approximately £30m on residential placements each
year and an average cost of a residential placement has increased from £4800 per week
to £5500 per week in 12 months.

Internal provision

OCC currently has three internal OFSTED registered children’s homes; one is a long-term
children’s home and two are assessment homes. The total number of beds in the three
homes is 18 and each home has six beds. Al OCC homes are mixed-gender and can
accommodate young people aged 12-18. Having internal homes provides OCC with
flexibility and space to assess children’s needs before moving on to more long-term
placements or returning home. As the table below shows, the current internal capacity
represents only 8% of CWCF.

Table 2: showing use of residential children’s homes placements since 2018

2017/18 | 2018/19 | 2019/20 | 2020/21 | 2021/22 | 2022/23
CWCF on 31 March 684 779 767 782 855 881
Children's Home
No. 97 100 110 116 113 143
% 14% 13% 14% 15% 13% 16%
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46.

47.

48.

—
OCCProvision No. 8 8 3 10 12 11
% 8% 8% 7% 9% 11% 8%
External Provision*
No. 89 92 102 106 101 132
% 92% 92% 93% 91% 89% 92%
Un-registered 15
arrangements**

*%p of those in a Children's Home Placement
** data collected from 2022/23

External provision

The majority of children in residential care are in external residential homes. OCC market
research during 2023 records a total of 16 children’s homes with 96 beds, plus three
residential schools within the County. If all beds were used for Oxfordshire children this
would meet 67% of our demand for residential placements, however only 42 (33%) of
children are placed in residential children’s homes in the county. OCC has three block
contracts with providers for 37 beds however and is a member if the South Central
framework. However, OCC still relies significantly on spot purchasing for residential
placements (47% of residential placements in June 2023), which suggests that current
frameworks and block contracts are not able to provide the number of placements
required.

There are also no solo / small homes to accommodate children with high and complex
needs who cannot share, which has resulted in out-of-county placements and setting up
un-registered arrangements, resulting in the use of un-registered arrangements from
which OCC had 15 un-registered placements at the peak however this has reduced to five
in 2023. Costs for these placements range between £7k-64k per week dependent on the
child’s needs and staffing ratios. The updated sufficiency strategy predicts that OCC
require an estimated seven placements p.a. in solo or smaller (2 residential settings
operating a clinically validated therapeutic model for trauma-experienced children and
young people.

OCC has developed a Sufficiency Strategy action plan which is a live document updated
monthly and presented to the Placement and Sufficiency Board to track progress and
escalate issues / risks where required. This plan gives an overview of the workstreams to
increase the type of placements OCC requires to meet our sufficiency duties. (Appendix 2
- Copy of the June Action Plan)

Management Response

49.

50.

Our immediate focus to make the biggest difference in addressing the need and the
budget is on the following areas

e New children’s homes
e Recruitment of in-house foster carers

e Tendering for specialist residential solo placements to meet children with complex
needs

e Engagement with external residential providers and IFA based in Oxfordshire to
increase our use of local providers.

Influencing factors on placement decision making include:

e Placement suitability and stability
e Placementclosestto homeFaagi@;goved outcomes for children




e Health and wellbeing, and the conditions to thrive
e Support networks available
o Placementvalue for money

Update on the new children’s home DFE programme

51.

OCC have been successfulina DFE bid worth £5m which has been match funded by the
OCC Capital funds to purchase 4 houses to be used to increase the Council’s internal
residential capacity. The homes will be able to support the following cohorts of children:

e Solo/ Small Homes: Two four-bedroom houses to accommodate and support 1-2
children who require at times solo provision or can only share with one other child

e ASD Home: One six-bedroom house to accommodate and support four children
with autistic spectrum disorder (ASD)

e EBD Home: One six-bedroom house to accommodate and support four children
who have experienced adverse childhood experiences who are now displaying
elevated levels of dysregulated behaviours as a result of trauma and attachment

Expected Outcome/benefits

52.

53.

54.

To provide Children We Care For with complex needs a homely and nurturing
environment with specialist trained staff including access to the Council’s Clinical
Psychologists to enable them to thrive close to their family and friends.

These schemes will support the department to meet their duties under the Sufficiency
Strategy to increase the provision of in-county residential placements.

The internal residential expansion programme is an invest to save initiative whereby CEF
aim to save between £0.5m and £5.6m per annum which is a cost comparison on current
un-registered arrangements and out of county placement spend for children who would be
accommodated in these homes based on a 75% occupancy rate.

Solo/ Small homes savings rationale:

55.

The cost of a placement in the new OCC solo/small home is costed at £9,300 per week
due to the high needs of the children. It is anticipated that these provisions will require
staffing 24/7 on a ratio of 2:1 (staff: child). This would save £5700 per week against
external placements such as block booking a three-bedroom children’s home. This could
also have the potential of saving of between £15-£20k p/w against the cost of an un-
registered arrangement, which cost an average of £25k per week.

ASD/ EBD homes savings rationale:

56.

The average cost of an external specialist EBD or ASD placement is £5,500 to £6,000 per
week, which involves placing the child out of county due to the lack of specialist
residential provision in Oxfordshire. Based on recent costs, the weekly placement fee in
the new internal EBD and ASD homes is about £4,200 per week, meaning a potential of
up to £1,500 per week against an out of county specialist placement. Enabling children to
remain within Oxfordshire has additional value for money in the time saved on travel. In
line with the Council’'s commitment to tackle the climate emergency, it is planned to
include the use of renewable energy sources. Staff will have access to pooled electric
vehicles with inbuilt electric points in the home.

Foster carer commissioning intentions and update

. OCC continue to work to address the decline in in-house foster carers, which has
included increasing fees, the introduction of a co-produced Foster Carer Charter and
the implementation of a Tiered structure to categorise carers and provide targeted
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training and support at various levels. OCC has also expanded its Mockingbird hubs
to provide further support to in-house carers.

. OCC are in discussions to be involved in a regional foster carer recruitment and
retention programme funded by the DfE.

. Implementing the 12% market uplift in fees for foster carers to ensure foster carer
payments are in line and comparative with external providers.

. Market management of IFA providers to increase the supply of foster carers in
Oxfordshire and to increase the number of Oxfordshire children placed into
Oxfordshire based IFA foster carers. Brokerage and Commissioning are working
closely with local IFA providers, holding brainstorming events for more difficult to place
children and looking into incentives for prioritising Oxfordshire children where
possible.

. Reshaping the fostering service to ensure activity around recruitment and retention is
expedited with efficiency and co-production with carers and the wider council

. Foster Carer recruitment strategy to focus specifically on local provision for UASC
under 16. Currently, 10 of 13 under 16 foster care placements for UASC are IFAs.

Update on the placement sufficiency strategy progress

* We have had to develop a financial strategy first that would provide the financial
envelope for placements for 3,5,9 years ahead

* There have been gaps in intelligence that we have had to cover in our understanding
(e.g., demographics in JSNA)

+ With that insight we are now finalising the placement sufficiency strategy to be
launched in July 2023.

Next steps

57. The Financial Strategy will be presented to SLT and Cabinet during the second quarter
(July to Sept).

58. The completed Financial Strategy will inform the commissioning budget and the
placement Sufficiency Strategy. It is expected that the Placement Sufficiency Strategy will
be presented to SLT and Cabinet during the second quarter (July to Sept).

Appendix 1 Placement Sufficiency Board — Terms of Reference

o

TOR Placement &
Sufficiency Board

Appendix 2 Sufficiency Strategy Action Plan

m-

sufficiency strategy
action plan 2023

Corporate Policies and Priorities

59. This report outlines how the Council is delivering placements for Children in Care,
including what the Council is doing to ensure good value for money, placements near
home and how the Council’s actions are improving outcomes for Children in Care.

Priority Seven: Create For those children who need to be in care, OCC
opportunities for children and plJECoonises and takes seriously its responsibility
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young people to reach their full as their Corporate Parent. Ensuring that children

potential. are placed in the most appropriate setting is a
Priority Three: Prioritise the health | key part of this responsibility, as it has so much
and wellbeing of residents. impact on their outcomes and ability to thrive.

Priority 4: Support carers and the
social care system.

Financial Implications

60. It is clear from the forecast for May that the underlying drivers of the overspend of £19.1m
last year remain as a significant financial pressure in this year.

Service Area 2022/23 2023/24
Budget @ Outturn | Overspend| Budget Forecast | Overspend
£m £m £m £m £m £m
Education & Learning 36.9 37.5 0.6 40.8 40.8 0
Children’s Social Care 38.5 39.9 1.4 37.7 39.5 1.8
Children’s Social Care Countywide 72.7 90.1 17.4 85.8 87.1 1.3
Children’s Services Central Costs 4.9 4.6 -0.3 4.8 4.8 0

Total Children’s Services

61. Though the Budget investments and improvement programme have addressed the
pressure the drivers are deeper and more persistent and potentially at risk of being further
inflamed by a volatile economy, spiralling inflation and shortfall in staff and market
capacity. They are driven by a combination of:

Continued workload pressure, increased vacancies, and recruitment difficulties within
front-line services especially Family Solutions Plus

Reliance on Agency staff to cover vacancies and consequential spiral in the costs

While the number of children in care is reducing the rate is slower than required to
address the financial pressure and are offset by increases in underlying unit cost rates
especially the growing number of complex cases.

62. The improvement programme actions

Delivered:

Relaunch of the Early Help Strategy focussing work with our partners to ensure earliest
intervention for families.

The Integrated Assessment/ Family Solutions Plus (FSP) teams supporting the timely
completion of assessments and intervention measures.

On-going:

Refocussing thresholds and practice at the ‘front door (MASH) to ensure the right
referrals, at the right time to statutory services.

Fulfil our duty under the National Transfer Scheme to receive an upper limit of 148
children that we could be required to support (0.1%) of the population.

Reducing the number of children in care and identifying those due to cease.
Ongoing reduction in the number of children living in high-cost placements.
Brokerage action plan to ensure timely, suitable, cost-effective placements are sourced.

In progress:

Developing a robust recruitment and retention policy.
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63.

64.

65.

66.

67.

Evidence that the actions are having an impactis reflected in the continued downward
trend in the number of Children We Care For (CWCF). The numbers are set out in the
Chart 1 above.

Following a 14% increase from December 2021 (742) to August 2022 (849) the service,
through the actions above, has reversed the previous upward trend and the number has
reduced to 761 at the end of May 2023. Though the numbers are still higher than in
December 2021 the downward trend is expected to continue through this financial year
due to the actions being taken and in particular the new assessment procedures, resulting
in a greater number of families and their children being supported in their own homes and
fewer children entering into care.

Emphasis is also being placed on permanence planning and finding other more suitable
(and usually more cost-effective) placements, including re-unification to the family home
and adoption.

Though the activity is coming under control the underlying costs continue to rise and are
offsetting and undermining the improvement in activity.

As highlighted in the executive summary above the service is preparing a detailed
Financial Strategy which will set out:

e Greater understanding of what is driving the overspend of £19.1 in 2022/23 and
ongoing overspend forecast of £3.1m in 2023/24)

¢ Insight to the extent, scale and depth of the improvements implemented in the
second half of last year and particularly the underlying indicators which very positively
demonstrate an underlying drive in financial recovery

e Assurance and confidence of the improvement recovery plan based on trends over
the last 10 years, comparison, and benchmarking with national, regional, and
statistical neighbours

¢ Improvement Plan service delivery and investment strategy for the next 5-10 years
outlining the timescale for full recovery, release of better value and savings

The Financial Strategy will be brought forward through SLT and Cabinet in the next
quarter (July-Sept).

Comments checked by:

Danny Doherty, Finance Business Partner, danny.doherty@oxfordshire.gov.uk
(Finance)

Legal Implications

68.

Not applicable

Staff Implications

69.

Not applicable.

Equality & Inclusion Implications

70.

Not applicable.
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Sustainability Implications
71. Not applicable.
Risk Management
72. Not applicable.

Consultations

73. Not applicable.

NAME Anne Coyle, Director of Children’s Services

Background papers: Placement Sufficiency Strategy 2018 -2023

Contact Officer: Caroline Kelly, Lead Commissioner — Start Well.
07526986062

Caroline.kelly@oxfordshire.gov.uk

July 2023
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Oxfordshire County Council

PLACEMENT SUFFICIENCY BOARD

1 OVERVIEW

The Placement Sufficiency Board retains accountability for the delivery of the
sufficiency strategy and action plan. The board also monitors the quality and

efficient

use of in-house and commissioned placement provision for Children We

Care For and Care Leavers.

The Board meeting will consist of two parts:

Part 1:

Leavers

Strategic oversight of placements for Children We Care For and Care

Part 2: Programme delivery of the Placement Sufficiency Strategy and action plan.

2 TERMS OF REFERENCE

The Placement Sufficiency Board is accountable for:

Part 1:

Responsibility for the oversight of occupancy and quality of in-house and
commissioned placements

Providing assurance to CEF DLT on placement quality and occupancy.
Identifying risks and issues, managing and escalating them as necessary
to support the sufficiency of placements.

Responsibility for the delivery of the Sufficiency Strategy and action plan
including the programmes outlined in section 3.

Providing assurance to CEF DLT on delivery of the Placement Sufficiency
action plan.

Ensuring that the resources available are appropriately directed to delivery
of the programmes and where there are gaps in resourcing (people, time,
budget and services) to provide appropriate redress or escalation to CEF
DLT.

Providing challenge where progress of the individual programmes are
insufficient.

Ensuring management interface between these programmes and other
programme adjacencies to manage dependencies.

Draft Terms of Reference June 2023 Page 10f6
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Oxfordshire County Council

e Agreeing clear and consistent communication in regard to each of the
individual programmes.

e Escalation of issues that present a risk to programme delivery and that are
unable to be resolved within the membership of the Programme Board.

SCOPE

The following information will be reported to the Placement Sufficiency Board:

Corporate parenting finance position (Finance business partner)

Placements performance dashboard (Q&lI)

Occupancy of all internal provision — children’s homes, assessment homes,
foster care, supported lodgings, move on homes and in house YPSA provision,
including provision for new arrivals and mandated UASC from the National
Transfer Scheme (NTS) (Head of Service Corporate Parenting)

Occupancy of all block purchased placements, including YPSA and residential
provision (Brokerage / Quality Improvement Team)

Number and cost of spot purchase placements broken down by residential, IFA
and YPSA and reported as a % of each cohort (Performance Management
Team and Finance)

Occupancy reporting will include voids: number, reasons, length of time, costs,
remedial action, contractual implications.

Any other activity related to the delivery of the sufficiency strategy and action plan will
be reported on e.g. Market engagement activity; bids for grants; recurrent issues with
providers; operational risks or pressures impacting on delivery.

The programmes below are within the scope of the Programme Board:

Programme / Project

Lead

Placement  Sufficiency

review

and

updated Placement Sufficiency Strategy

Lead Commissioner
for Start Well

Sufficiency Strategy Action plan

Lead Commissioner
for Start Well

Inhouse Fostering Project Head of Corporate
Parenting and
Fostering Service
Manager

SEND Brokerage development

Lead Commissioner
for Brokerage

Draft Terms of Reference June 2023
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CEF Change Team programme and project reporting templates will be used to ensure
consistency of reporting approach across the directorate

4. MEMBERSHIP

Draft Terms of Reference June 2023 Page 30f6
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Oxfordshire County Council

PROJECT SPONSOR / SENIOR
RESPONSIBLE OFFICER / CHAIR
TO THEBOARD

The principal decision-maker with ultimate
accountability for the success of the
project.

TRANSFORMATION AND
SERVICE EFFICIENCY LEAD

PLACEMENT SUFFICIENCY
PROGRAMME LEAD

LEAD COMMISISONER — START
WELL (HESC)

Sponsor for the delivery of the Sufficiency
Strategy and Action Plan and lead for
external commissioning and market
shaping activity

CORPORATE PARENTING | Strategic advisor and sponsor for the
MANAGER delivery of the inhouse fostering project

Provide advice, support and challenge to
CEF SENIOR FINANCIAL the board on financial matters and
ADVISOR

monitor of the third party savings

BROKERAGE TEAM MANAGER

Operational lead for Brokerage function
and lead for placement projects

QUALITY IMPROVEMENT
MANAGER (STARTWELL)

Operational lead for contracts monitoring
and management of block contracted
providers

QUALITY IMPROVEMENT
MANAGER (STARTWELL)

Quality lead for children’s services

HEAD OF PROCUREMENT /
CATEGORY MANAGER

Strategic  Advisor and lead for

procurement support function.

HEAD OF SERVICE

Operational lead for LAC Social Care
teams

Draft Terms of Reference June 2023

Page 40f6

Page 18




Oxfordshire County Council

Strategic lead for the brokerage function.
LEAD COMMISSIONER /

BROKERAGE

To include Care Leavers and UASC
HEAD OF SERVICE LEAVING

CARE

In-house fostering, and mother / baby
SERVICE MANAGER FOSTERING fostering

Draft Terms of Reference June 2023 Page 50f6
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5. WAYS OF WORKING

e The Placement Sufficiency board will meet on a 6 weekly basis, avoiding
school holiday periods and will be for a maximum of 2 hours.

e All board members are required to update the live Sufficiency Strategy
Action Plan the week prior to the The Placement Sufficiency board and will
be required to give verbal updates to board members.

e The Board will be quorate with the Chair or nominated Deputy plus three
other core members

e Members will appoint an appropriate deputy for meetings where
appropriate

e The Chair/Sponsor will report to the CEF DLT on a monthly basis.

e Programme / project leads will report monthly/as requested through
standard Highlight reporting

e Programme / project leads will attend to present updates where not
covered in the Highlight report or where requested by the Board members

e The Placement Sufficiency Programme Manager will report updates to the
CEF Change Board

Draft Terms of Reference June 2023 Page 60f6
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Residential

H2I block contract guality issues, OFSTED suspensions and Q&I team - quality 3-6 month Commissioning — Amber —June 2023
inadequate ratings, this has led to 2 homes assurance and per Caroline Kelly
being suspended in December 2021 =7 managing action children’s Salmons House and Parker House are
children requiring urgent moves, causing plans home Q&I — Erin Harker fully occupied, and both have a good
large sufficiency issues for in-county Ofsted rating. There are no current
provision. OFSTED - action Operational — Sarah guality concerns.
plans Duerden
Magnolia house was re-opened in October Harris House remains unregistered.
2022 however has since received an Procurement — Brokerage — Rodney They have insufficient staffing to be able
inadequate OFSTED rating in February 2023 | managing provider and Naomi to re-register. Ongoing discussion
and all children have been removed due to within the contract — taking place regarding possible changes
the inspection and safeguarding issues. default notices etc. to their SOP to complex needs.
Harris House has remained closed since Brokerage and
January 2022. Staffing seems to be a Operations — referrals QI lifted the Red traffic light for Magnolia
significant barrier to applying for the and matching for House in June 23 to Amber. Referrals
registration and opening the home. when Magnolia are being considered for these
House and Harris placements for up to 3 children. Uplift
House re-opens recently agreed for the block.
In-house new Increase capacity for Children’s Homes in Capital funding, PM, 1-3 years Commissioning — Green —June 2023

developments
including DFE
Capital bids

Oxfordshire — OCC are one of the highest
LA’s to place more than 20 miles from the
child’s home 37% of our placements are out
of county.

OCC were successful for all three children’s
homes bids bringing £5.25m worth of capital
funding to match fund OCC'’s investment into
the homes. Strategic Capital Board have
approved the release of capital to purchase 4
homes 2 x solo/2 bed homes, 1 x 4 bed for
ASD & 1 x 4 bed for EBD.

Significant risks around recruitment we
require approx. 86 staff to support these
homes plus Aspen, workforce campaign
starting led by Vishali in HR funds in place
(approx. £32k approved)

building resources —
Property Services
resource for options
appraisals

DEF Capital to fund
50% of the purchase
and conversion of 2
smaller children’s
homes for 2 children

Caroline Kelly and
Rakesh Mistry

Operational — Anne
Coyle, Claire Lewis and
Sarah Duerden

Property Services —
Hannah Goodlaad,
Charles Bultters (interim)

Bid 1 - Solo /2 bed home 1 - Home
purchased in Chinnor, keys exchanged
9t June. Design work commences for
remodelling, along with planning
application to be submitted in July for
change of use. Engagement undertaken
with local community. Recruitment for
the RM & ATM has commenced and
Specialist Family Support Workers will
go live 05.06.23, with a view to have RM
in post Sept/Oct 23. Awaiting planning
approval for change of use.

Bid 1 - Solo /2 bed home 2 — 2 offers
have been made and rejected for a
property in Sutton, we now monitor this
while seeking alternative properties.
Search is ongoing with a potential home
(Tubney) undergoing due diligence for
suitability.

Bid 2 -4 bed ASD home — property
identified (Sonning Common), due
diligence underway prior to submitting
an offer

Bid 3—4 bed EBD home - property
identified in Enstone (Oathill Lodge) an
ex childrens home, expect to complete
on this by end of June/July. Potential to
be ready by Dec 23, dependent on staff
recruitment




z¢ abed

Last updated April 2023

Residential
Framework

member of the framework however OCC only
purchase 15% of our placements via the
framework.

OCC have expressed an interest in re-joining
at this stage but have not committed, we need

Category
Management capacity
to feed into the work
to re-design and
procure the new
framework

Walker and Caroline
Kelly and Rakesh Mistry

Operational —Sarah
Duerden

Aston Children’s Planning permission has now been granted Capital, project 1-2 years Operational — Anne Green June 2023
Home New build for a 4 bed children’s home in the Village of management and a Coyle & Sarah Duerden
Aston for Children we Care for to be run by developer Building work is now well underway for
OocCcC Property Services — ‘Aspen’ .
TBC Completion date November 2023 .
Site visit 5/4/2023 will inform Progress
of build .
Cross Regional Increase capacity within contracted residential | Use of the cross 12-18 Commissioning — Alison | Green June 2023—
Block (15 beds) provision (OCC purchase approx. 70% in the | regional contract to months Walker & Rakesh Mistry | conversations have started across the
includes education spot market). There is an option to increase procure the additional LA’s - Bucks and Milton Keynes would
OCC have 15 beds | the block by 10 across the region (however beds Operational — Sarah like to use some of the additional 6 beds
across 26 available Hertfordshire have taken 4 of those beds, Duerden, in the contract, propose OCC use 3,
beds across the leaving 6 remaining) Commissioning Bucks — 2 and MK - 1. Keys have
region of MK, capacity to manage already purchased a home for use for
Hertfordshire, Bucks Keys to create the contract or for spot. Business cases
and Oxon - OCC another children’s presented to Strategic Provisioning
are lead provider for home Board. Price uplift is currently being
the contract. negotiated — Keys have asked for a
19% plift OCC want to propose 8.9% in
line with the ave CPIH rate for 2022/23.
Block contract for We will be tendering for a block contractfor 4 | Providers having 12 months Rebecca Lanchbury, Green —-June 2023
complex children children’s homes beds for complex children properties and the Caroline Kelly in A business case is currently being
who require a solo provision expertise to care for commissioning however | drafted
complex children additional resource is
There are new developments in the market to needed in
meet this need which will reduce our use of commissioning
un-registered provision
Operational - Sarah
Duerden,
Un-registered Intensive work on moving children on from un- | Brokerage and social | 0-3 months | Operational-Anne Amber- June 2023
provision registered placements to find provision to work capacity Coyle & Karen Palmer As of June 23, we have 5 unregistered
meet their needs led by Anne Coyle involving and Jo Meluish placements. 2 potentially will be moved
operational and brokerage and soon to new provisions, 1 will stay in
commissioning colleagues Brokerage Stuart Kelly placement when the OFSTED
and Naomi Taviner registration is in place.
As all care and support packages are
purchased off contract the plan is to create an Commissioning — Delay with setting up an APL as now
APL for providers to sign up to, to ensure we Rebecca Lanchbury and | required to take a Business Case to
are compliant with CPR and Contract Caroline Kelly DLT as originally approved by Lara
Standing Orders and quality has been Patel.
assessed and prices are controlled.
Business Case being prepared for DLT.
Residential South Central Expires in October 2024, OCC are currently a | Commissioning and 2 years Commissioning — Alison | Green —June 2023

Expression of interest from BCP sent to
be part of the new framework.

Data being analysed by Alison and
Rakesh on framework use, spots and
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to know how this will improve our sufficiency,
the behaviour of suppliers and the cost and
commitment involved with re-joining and if
there are more effective frameworks to join?

Hub — Joe Sardone

Brokerage -Naomi
Taviner

what is needed to feed into the
residential category strategy

We have also met with BCP to
understand their plans to join with the
Midlands framework and the SC
framework and how they plan to
overcome issues with the current
contract.

Regional uplift being considered
currently for agreement in July OCC
propose a max 8.9%

property for 18+ to
enable move on from
under 18 services to
prevent blocking the
under 18 services

Thames Valley OHFT have successfully won 3 years of Commissioning 1-2 years Commissioning — Red - June 2023
regional contract funding to create a complex children’s MH resource from all LA’'s Rakesh Mistry and Following market engagement with
service across the Thames Valley. The idea and legal and Caroline Kelly Residential providers it is clear the
of creating a residential children’s homes procurement resource appetite to take on a large residential
contract across the TV was proposed to LA's | from OCC Hub — Joe Sardone contract without buildings is low.
across the TV. The response was extremely Providers have feedback that they
positive and those LA’'s who have committed OHFT — Emma Lewin would be unwilling to invest in properties
to work together to create this would commit in this area due to property costand
resource to shape and scope the work to lack of workforce. This project is now on
business case stage. hold and un-likely to succeed. Given the
other solo / small projects OCC are
involved in it is felt that we need to focus
on these for the time being.
16+ Supported housing To accommodate 0.07% of our chid Procurement — Currently Commissioning — Green - June 2023
Accommodation | schemes for UASC population, which equates to 103 under 18 yr. | overseeing 12-month Rebecca Lanchbury & Currently have approx 93 UASC.
including UASC | including those Olds | Octthe Home Office announced this Exemption Reports contracts Caroline Kelly
placed under the would increase to 0.1% = 148 children. Finance — costing out | but need Referrals from the HO have slowed
NTS (National potential long term Operational — Sarah down. Currently in the process of setting
Transfer Scheme) To provide accommodation for children aged | properties for use. procurement | Duerden & Hazel up 2 more 18+ UASC homes with A2
18+ who are UASC care leavers Qand | — monitoring | vehicles in Cringle Dominion to create more move on
of 12-month contracts | place to Financial — Mary Keady- | accommodation for 18+ to free up
award long | Green space in the foyers.
term
Landlords providing contracts A2D have also offered 49 self contained

bedsits in Oxford we are looking at
using this for 18+ move on for UASC
and care leavers as well as the SHAP
bid.

CK also writing a business case to
convert a OCC property in Banbury to
be used as a foyer, plans have been
drawn up and progressing the IBC with
property services.

10 additional units being set up with A2
and Sterling Lettings as part of a
Request for Quote which means that we
can offer a short-term contract as long
as the value does not exceed £100K -
the contract period will be for 11 months
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to cover until such time that we can then
call off from the SW Framework.

SHAP bid

To bid for up to 15 units of supported
accommodation for 18-25 year olds with MH
needs

YPSA

16+ Supported
Accommodation
framework

To create a framework for 16-25 year olds for
supported accommodation which will contain
3LOTS

Shared

Self contained

Supported lodgings

We have the OCC
resources to support
the framework

3-6 months

Commissioning —
Rebecca Lanchbury &
Caroline Kelly

Operational — Sarah
Duerden & Hazel
Cringle

Financial — Mary Keady-
Green

Green - June 2023

Framework due to launch 18 July 2023

Have completed 2 provider sessions
lots of positive feedback
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Key 2 Key 2 have requested a 45% uplift on the enhanced HB 6-9 months | Commissioning — Amber —June 2023
contract citing rental increases which make it | payments if eligible Louise McMartin and A new provider has been awarded —
unaffordable using the LHA should support the Caroline Kelly announcement will be made soon and
increase in rental Procurement — Joe implementation timescales.
CKand JS have refused the uplift as this is costs so the support Sardone
beyond the 10% contract value element does not Operational — Sarah Only paying for beds used on the block
need to increase Duerden & Hazel and Key 2 are winding down the number
And Key 2 would have to find the money Cringle of beds on the block to give an easier
elsewhere or hand the contract back whichis transition as they are not willing to
not possible with the current T's and C'’s of transfer the properties to a new
the contract, a variation is needed to add a provider.
break clause into the contract for Key 2 to use
to terminate the contract, however their spot
purchase rates for any YP that they cannot
move on is unreasonable (£900 p.w) CK has
written to Key 2 stating that we will not vary
the contract until a reasonable spot rate can
be agreed
Move On Properties | Increase capacity options for Move Oninto Procurement — Ongoing Commissioning — Green—June 2023
for young people shared housing to un-block the YPSA Market Engagement Rebecca Lanchbury Start Well Framework will be launched
and care leavers Landlords providing Housing — Guy in July and mobilised in November 2023
aged 18+ property for 18+ Wiseman & Jackie
Goodwin
Operations — Sarah A2D have also offered 49 self contained
Duerden bedsits in Oxford we are looking at
using this for 18+ move on for UASC
and care leavers as well as the SHAP
bid.
Fostering IFA New South Central IFA Framework to provide | BCP manage the Runs for 4 Commissioning — Ally Green —June 2023
Foster Care under an agreed framework from | framework on behalf | years from Walker with Rebecca
1.4.2022-31.3.2026 of OCC. Southampton | 1.4.2022, Lanchbury Alison and Naomi meet monthly with our
City Council led the with a top placement IFAs. We hope to grow
Naomi Taviner and Alison Walker engaging procurement process | possible Brokerage — Naomi these over the coming months
with the market (from the South Central of the new framework. | extension Taviner
framework and spots) to perform in person for a further Provider engagement session held in
1:1’s 2 years. April 2023 and from this a monthly

matching session to be set up with IFAs
to discuss individual cases. These
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started in May 2023. Have another
session booked 5" July to talk about a
specific cohort of children who can be
difficult to place.

& Meadowbrook

premises based AP provision — DPS re-tender
by Nov 2023

Panel (Health,
Education, Social
Care, Commissioning
& Q&I

Q&I team - quality
assurance and

Andrea Cochrane
Q&l - Kelly Garcia
Hub — Bronwyn Fletcher

Fostering in-house Increase OCC Foster Carers and retain OCC Jackie Giles Ongoing if CSC - Jackie Giles, RED - June 2023
existing FC and Sarah Duerden carers are Sarah Duerden Continue with regular digital marketing
identified. and other advertising.16 additional beds
Current recruitment targets — 20 new beds per at year end. Recruitmentand Retention
year ambition 7Q/BO inhouse IFA split Board embedded to help with
currently 54/46 inhouse /IFA recruitment & retention issues.
Based on previous 3 years without robust
wider_ LA commitment to promoting fostering Updated recruitment strategy completed
we will not meet target . owned by comms team/recruitment and
retention team.
Have registered our interest to be part
of a potential south east cluster relating
to the funding for fostering and
recruitment and retention.
SEND 16+ preparation for | Improved support, capacity, and processes in | 16+ Preparing for 12-18 Commissioning — Amber —June 2023
Adulthood place for YP preparing for adulthood around 4 | Adulthood project months Caroline Kelly/Andrea
workstreams; Supported accommodation; group to undertake Cochrane/Kerrie Evans | Data has been produced on need which
Education post 16; Health & Operational the work across is being collated and presented to the
Health, Education and Work stream leads PB members
Social care within Andrea Cochrane/Kerrie
CEF and ASC Evans (SA) Slow progress with establishing the
Kay Thomas (ED) education needs analysis, CK flagged to
ASC DAPL to procure Adeline Gibbs/Doreen KB and KB has suggested a Workshop
Supported Housing Redwood (Health) to work together to understand the
Sam Harper (Ops) education gaps and what we need to
commission going forward
INMSS placements | Increased providers access to the SW&SC Q&I Team 12-18 Commissioning — Amber —June 2023
Framework; ensuring OCC to make SW & SC Framework | months Andrea Cochrane
efficiencies in purchasing new INMSS Brokerage Team Q&l - Kelly Garcia Some new providers have joined the
placements and Control“ng upllft requests (When in place) Hub - BronWyn fram.ework but need more |Oca|
SENO Edwards providers
Education Brokerage — Naomi
Health Taviner SEND team are not currently using the
framework, and it has been felt that this
is best used by Brokerage once the
team is in place.
SEND brokerage service being set up
with an aim to go live September 2023.
Alternative Provision | AP DPS — grow provision on DPS especially | Placement Review Ongoing Commissioning — Green —June 2023

The AP Framework is currently being
commissioned which is due to go live
January 2024
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managing action
plans
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