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TO: Children and Young Pecple Scrutiny and Performance Panel

DATE: 17 July 2012

RE: Feer Review Update

Purpose

This note is to provide Scrutiny members with feedback from the Children’s

Safeguarding Peer Review.

Findings
The letter from the Peer Review summarising their findings is attached.

Recommendations

The key recommendations from the Peer Review were:-

Services

1. Draw up a simple concise and early understood road map.

2. Communicate/market the vision identifying how services need to change.

3. ldentifying key indicators that will demonstrate how you are achieving improved
outcomes for children and families.

4. Making partnership working ‘real’ by not shying away from challenge, your working
relationships are secure enough for this.

5.  Developing member awareness and knowledge.

Author

Michelle Whiting

Assistant Director, Specialist Services
@ 01922 652756
whitinam@walsall.gov.uk
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Pauline Pikington

Director for Chiidren’s Services
Walsali Metropolitan Borough Council
Room 39

The Council House

Lichfield Street

Walsall

25" March 2012
Dear Pauline,
RE: CHILDREN’'S SERVICES SAFEGUARDING PEER REVIEW

Following the recent peer review, we agreed to send you a letter confirming our findings
and summarising the outline action you will be taking. As you know the safeguarding
challenge focused on the following key areas:

Qutcomes

Vision, strategy and ieadership

Service delivery and effective practice
Working together and the safeguarding board
Managing resources

Within these overall areas, you asked the team to explore the following issues
e The effectiveness of your new multi-disciplinary arrangements for celivering
early help
« How well you are engaging with partners to improve safeguarding services,
particularly the NHS
e The impact of recent investments in children’s social care
e The effectiveness of your LSCB and how it can best respond to Munro

This letter sets out our findings on these areas including the areas of strength identified
and the areas which you might want {o consider further.

It is important to stress again that this was not an inspection. A team of peers used {helr
experience to reflect on the evidence you presented con safeguarding vuinerable
children and young people. The focus of our feedback is to assist you to sustain and to
improve on current leveis of perfcrmance.



Summary Strengths

»  Qutcomes are moving in the right direction and are often ahead of naticnal and
comparator rend data

» Strategic leadership is strong and based on sound principles and working
relationships

- Staff and managers are committed, passionate professicnals, working
purposefully for their community and are proud of what they are achieving for
children and young pecple in Walisall

* Young people’s participalion and engagement is a particular strength

* Frontline practice is innovative and safe

+ There is a widespread commitment to, and the council is investing additional
resources in, preventive services and early intervention

» Partnership working is soundly based on streng cross seclor arrangements and
effective working relaticnships

Summary Areas for Consideration

+ Celebrate your success!

« Your road map is not set cut simply and succincily in an accessible format. All
staff need to be easily able to identify how their service and their individual
contribution relates to the end goal, operational invesiments and strategic
priorities. A simple and succinct road map would enable them to do this.

« This road map should be cutcome focused and link across the children and
young people plan and the Walsall Safeguarding Children Board to define what
success looks like, the key measures that will teil vou that you have got there,
and how services will change so that that future state will be achieved.

+ ltis equally important {o set out accountakilities for delivery of the road map, at a
service, partnership and interagency level.

» Ensure you pay attention to the detail of your planning and repcoriing processes
so that published plans and documentation are always up to date and aligned

* You are incorporating many of the Munro principles in your planning and
delivery. As part of the process of deveioping your road map it would be useful
for the board {o test itself against kay Munro areas e.g. locally driven
safeguarding measures, early help, reflective practice, facilitating a culture of
learning and developmeant and develop a specific Munro implemeantation plan

» You are beginning to evaluate and use data, bui there is a need to ensure better
coordination and strategic focus.,

+ Enhance your understanding of how you are making a difference for children,
young people and families by

« Collecting and evidencing the peositive cutcomes that children young
people and their families ara reporting to you

« Shift your focus from general service performance indicaters fo soft and
hard outcomes that demonstrate successful impact on children young
pecpie and families

«  Communicate and seli your joined up safeguarding siory rmore effectively by
reviewing and improving your comimunication and marketing sirategies
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«  Make sure that you continue to effeciively izise and resolva any blockages that
you encounter in your joint working arrangements, assign responsibility for
remedial action and accountability to track progress, so that improvements are
implemented and sustained

+ More could be done to inform and rzise awareness amongst ail councillors of
their corporate parenting responsibilities

B r

The peer team concluded that there is much of which Children’s Services in Walsali,
and pariner organisations, can be justifiably proud. We were pamcu tarly impressed wit

the excellent examples we saw of the engagement and participation of young pecple,
where we felt you had much tc offer other authorities. We found many exampies of
forward thinking stralegic leade Shlp and innovaiive frontline practice. You are

resourcing and progressing your aim 1o provide borough wide muiti agency services at
all levels of need to produce savings in the high cost of reactive services. Safeguarding
practice was considered safe. There have been positive improvaments in some of your
target indicators, and you can show progress that is above trend nationaily and against
comparator authorities. You have a strong strategic focus on those indicators where you
wish to see increased impact. You have a maluring safeguarding beaid that is well led
and provides a measure of challenge across the partnership.

You are developing services in partnership and have built effective relationships across
agencies; there is a shared focus on innovaticn, improvements in outcomes and cost
reductions. Together with your partners, you have prioritised early intervention and
preventive services; you have invested your own resources in the New Operating Model
(NOM) and partners are reshaping their own services to complement those provided by
the local authority. This new approach is as yet at an early stage of roll out, but your
previous experience of neighbourhood based multi agency preventive approaches has
been very positive and is being used to inform future developmeants.

There are some issues tc address.

We found a surprising reluctance to celebrate your key achievements. Wa did not get a
sufficient sense of these from the documeniation that we were sent. Howaever, on
meeting frontline and other staff, we quickly learnad of much that was forward thinking,
joined up and innovative. We think you should do more fo celebrale these successes,
not just with your staff through the awards events that we saw, but aiso coliect dafa ana
disseminate what you are achieving so that external siakeholders can appreciale what
you are putting in place and the impact it is having.

Although NOM is understocd at straizgic level, and acrogs key pariners, you have been
less successful at communicating and marketing your new approach and focus culsica
this core group. Partly this is a quasticn of the obscurity of the term ilseil. it is alsc a
result of the fact that plans are not alwayz aligned and there has not been sufiicient
attention to detail in updating and reviewing documeniation. Finally, there is not as yet a
simple clear and succinct statement of your future direction, the raticnale for it and the
benefits it will bring. Rectifying these issuss weuld help you to ciarity the fccus and
improvements that you are prn_zri:rsmg and set out how your strategic plans and irontiine
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practice work together {o achieve improved outcomes and preduce anticipated cost
savings.

There is strong political commitment o and unds erstanding cf the direction of travel you
are taking, buil the corporale parenting responsibilities of all counciilors could
reinforced via a targeted training programime o reach all ceuncillors.

R

You have seen commendable improvements in cutcomes and hay pc:m /e stories fo
tell, however, you still have not yet developed a robust way to re\,o*d ihe improvemenis
in outcomes that families report from your eatly intervention sites. You are working on
evaluation of your new area based services. It is important that as part of this process
you are able to use hard and sofi dala to ideniify what it is within %" s new approach that
is giving you the most significant benefils - in ferms of impact on families and on key
indicators. In that way you can build on what works and pricritise ru*ure development on
those elements of the new operating moede! that do most o improve impact and reduce
costs. Your two early developments of the new aperating model were freguently
referred to as ‘pilots’. If these are {ruly Di!f‘l" - and not just forerunners of a wider rellout
programme it would be worth formalicing the learning from them and demonstrating
how this has informed the future deve—lupmer.-t of this concept in cther locations.

Partnership working and cross agency relationships are a sirength but vou yourseives
acknowledge that the size of the borough means these relaticnships could be d srum d
by changes in personnel. You are very dependent on a smail number of key individuals
to drive forward your priorities. Any changes here may disrupt the consensus that you
have worked so hard to build. We found that a measure of challenge befweean pariners
does take place. However, wa zalso found a reliance on informal contact between
stakeholders as the preferred method of resclving difficuliies. When pror ress is not
made through this informal route we found a reluciance to escalale issues (0 a more
formal level of interagency chailenge. You need to be careful that this desira to maintain
consensus does not get in the way of resclving challenges and blockages.

The systematic development, by vourself and yeur pariners, of a clear and succinct
road map and a Munro impiemeniation plan will help you betler communicate your
vision, ensurs staff paz‘mnra and services are signed up to and impiement your new
vision; and give you a structure zgainst {o evaluate pregress.

‘JS‘[”YG on those areas

There is now a need to move onic {he next{ sters of the journey fo
the conclusicn cf the peer

that you have identified in the prioritisation workshop heid
review.

You identified the foilowing broad areas that vou and your pariners believe will suppont
Walsall in meking further progress in the future;

«  Draw up a simpla concise and easily understoed recad map

«  Communicate/market the vision, identifying how services need o change



[dentifying key indicators that will demonstrate how you are achieving improved
outcomes for children and families

Making partnership working 'real’ by not shying away from challenge, your
working relationships are secure enough for this

Developing member awareness and knowledge



The table below expands the summary earlier in this leiter and highlights Walsall's
strengths as noted by the peer team.

Cutcomes

Front line children’s social care practice is safe and your Pls
are good by comparison to both national dala and s a isfical
neighbours; there is evidence of positive impacis on the
lives of children and young pecple

We saw good evidence of how young pecple are involved in
service design and the pregrammes that assist them to do
this. You are a national leader in this.

Ofsted judgements on school safeguarding are scund with
53.7% of schools rated good and 23.7% outstanding

You are bopmg to demonstirate the positive impact you are
making via a focus on preventive suppoit and early
intervention through your early help offer.

You have a clear commitment to measure outcomes and
these are being strengthened via your links with Research in
Practice, OBA community profiling data and the local
university

There is a strong basis for developing qualitative or soft
measures — across all agencies frontline practitioners can
demonstrate ‘making a diflerence’

No looked after child has been exciuded from school during
the last two years which is a significant achievement

Vision, Strategy &
Leadership

There is a clear priority and commitment given to children's
safeguarding within the council; this is driven at the highast
level by the Chief Executive, the irader and the lead
member for children.

There is innovative leadership by young people in driving
forward safeguarding on behalf of their peers.

There are strong partnerships within frontling services, and
excellent personal relationships between partner agenciss
The DCS and senior managers drive change through and
are reported to have had a ‘massive impact’ over the past
two years

Heads of Service work cohesivaly in leading children's
services supported by apprepriate training and good
resources

Frontline managers ramove potential barriers anc
encourage staff to be innovative

The Chief Executive’s leadership of the Borough
Management Team streng,thf‘ws strong central strategic
leadership

We saw sfrong evidence of the use of scruliny to improve
service delivery

Your Children and Young Peopie Flan refresh includes a
core strategy around safegu gidmg




Working Tegether
and WSCB

There is a clear statement of intent to work in partnership o

monitor and improve safeguarding for children across the
borough.

Interagency working is excellant

Integrated services for early help to suppert children and
their families are emerging. Joint commissicning and joint
funding arrangements are in place. Infoarmation is sharsd
appropriately across agencizs.

A highly regarded independent WSCB chair has
responsibility for children and adult safeguarding. The
safeguarding children board is maiuring and there is
challenge by the chair across agencies and 1A sudiis.
Effective business support is provided to the WSCB

The WSCB has very wide representation across the bozrd
and the operations group, governance arrangements are in
place and a membership booklet sefs oui roles,
responsibilities, attendance and workflows.

The safeguarding inspection team (aka shadow board, SIT)
provides strong consultation between the WSCB and young
people. Young people have identified specific issues ‘o
ensure that safeguarding practice is efiective and impreves
outcomes for children; these have been incorporated into
the CP work plan.

Staff reported to us that multi agency training is very
effective and promotes mutual understanding

Service Delivery &
Effective practice

There is broad evidence of safe practice in child protection
based on strong parinership working; front end systems ard
processes are fit for purpose (e.g. CARE Panei)
Professionals are empcwered and supported {o devzlop
their own practice, thera is evidencea of suppoert, supervision
and develocpment of the children’s workforce {o a high level
There is impact of listening {o children and young peogp's
across ail services

The Munro report is positively impacting on front line
delivery through the development of teflective praciice,
learning from caseworik and the new early heln offar
The council is evolving the work of ihe Children Centig'
effectively deploying the Think Family workers to address
need at an early siage, parenting strategies are adopted and
implemented across a wide range of partners

Your early experience in the naw operating model has
provided clear evidence that it has the potential fo mais

real difference {o outcoines and down-line costs.
Performance managament is timely and rcbust with
evidence of improvement driven by intelligert use of data
The council and partners are learning organisations, with

L= i

7]
i_"
Q.

v
us

|

-~



ample evidence of reflaction and review leading to service

improvements

Managing
Resources

The council and its partners are making creative use of

the high cost of level three interventions
The recent increased/redirected investrment in the early help

resources and workfores fo give additional support to
children young people and their families via the early help |
offer to both improve cutcomes and achieve a reduction in

offer has enabled Children’s Services fo ‘do things
differently’ and you are sesing reduced level three cosls
Evaluation of practice and compariscns with your statistical
neighbours is clearly linked to fulure thinking and investment
decisions

You have begun to develop geod examples of financial
modelling to inform strategic decisions

The table below expands the summary earlier in this letter and highlights those areas
that the peer team felt would benefit from further consideration by Walsall Metropolitan
Borough Council and its partners.

Cuicomes

How will you record the evidence your workforce has of
direct impact reporied to you by children and families
receiving services? How can you best develop a consistent
approach o recording these ‘cutcomes’

Have ycu a high level systemalic process for case tracking
that woulid identify robust evidence of preventative outcomes
and cost savings, how can this best be presented in a
coherent and accessible fermat?

What is the potential impact of demographic change, an
how are you working to address narrowing the gaps an
child poverty? 1
Get the best value out of your needs analysis data. You are
starting to align data coilection under the Children's Area
Partnerships with Children and Young People Plan priorities.
This achievement could be furlher expanded and developed
across other areas e.g. in relation o safeguarding, to give
you a clearer understanding of communily and individual |
needs and ouicomes
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Vision, Strategy &
Leadership

The straiegic plans of the council and its key parthers are
not consistently up {o daie and aligned

Safeguarding is articulated as a council priority but is not
included as a Children and Young Peopls plan pricrity,
ensure there are common rMesssges acress d“ strategic
plans

Strategy is not consistently data driven; we have seen
evidence of data informing sawougmw&. and child protection
but you can go further in terms of e.g. culcome pricrities,
key indicators of success for children and young psople in
Walsall, your CYPP, new operating miodel roli cut, early haip
developmenis

Councillors would benefit from receiving training in their
Corporate Parenting responsibilities

How do stralegic leaders assure themselves that there is a
climate where risk is openly and constructively discussed?
Do formal meetings of the WSCB chair with the WMBC CE,
DCS and leader secure their statuiory accountabilities in
respect of safeguarding?

Working Together
and WSCB

You need a simple succinct statement of outcome pricrities
and indicators that would tell the partnership that they are
keeping children and young pecple safe

Further work needs to be done {o ensure regular attendance
by all partners at the safeguarding beard to ensure
meaningful governance.

The WSCB has general member rcles and responsibilities
but is there a value in securing distinct responsibilities for
specific key roles e.g. the Chair, sub group chairs, DCS,
lead member

Does your safeguarding board need to better reflect local
community diversity?

A monitoring and evaluation greup has been set up recently;
this group needs to have an agread wark stream.

We were not given an overail training naecs analysis nor
evidence of how training is acinieving an impact; could vou
usefully build on the experience of how education has
demonstrated this in relation to designated leacher training?
You acknowledge thal there zre workiorce capacily issuas in
both social work and universal health services, which (s
aggravated by the current pericd of crganizaiicnal fr
and change, across many paringis and the council it
There is a also concern that the prejecied increase ?:
additional frontline heaith professionals reguirnin g den
training and support may have a negaiive ;r‘np
ability of current health etaif lo maintain a safe s¢
engaging with the new operating medel :vr*d suppening
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schools

Cyber bullying has been raised as needing attention at
WECH

Is your health and wellbeing board sutficiently developed at
this point in time? We acknowledge your rationale for the

current state of play but wonder whethar this is havi ng an
impact on speedily defining the relationship of the health
and welibeing board with safeguarding & mi other

partnershins?

Service Delivery &
Effective Practice

There is an overdue nead {o ensure a clear road map so
that the rationale for and remo*:w::d direction of safeguarding
and other services for children and young pecple is
universally communicated, understood by all and so
effectively implemented and sus ta ed

Is quality assurance sufficiently develcped and embadded to
routinely improve practice and pe *’orn"dnce For example,
there has been drift in child pretection planning, in refation o
the number of children who are on a child protection plan for
a lengthy period, which you ackncw '! =dge. Are you assured
that your systems to monitor and igentify areas where
improvements to practice are needed are suificlently robust?
In the above example it would be worthwhile improving
monitering of CPP cases at 12 t¢ 15 months {o ensure that
drift is prevented.

You need to be vigilant and menitor decision making about
single agency or jeint agency investigations to ensura there
is consistency at all times, and set up and utilise clear
accountability routes if this is not the case to ensure that
challenges are systematically resolved.

Are you satisfied that the systermn you have implemanied {o
monitor and ensure police invelvement in strategy meetings
will deliver the desired improvemenis?

Ycou are momtomg progress {o ensure that heaith
supervision of CP cases is sufficiently anaiytical and
effective, and that the sysiem vou have pul in place vl
deliver the improvemeanis ﬁnrf fnn:n fency you reguiie.
Careful mandgemcm is needzad {o ensure thars are no
negative impacts on service delivary and tearm working of
the office moves you have planned for social care stald

The deve-.ziopmem to date of the new cperaling medel ware
referred o as ‘pilots’ but we were r»e:-: sure how far thess
were genuine pilots of the concept or ware in fact

forerunners of a wider roli out. E uld be worth formaiising
the learning frem tive early dev .ﬂnf of NOM and
demonstrating how this had vf fmed vour current roll out

programme.
The new operating modai 's an "wk‘ vard term for a very
interesting development. is there sufilcient and consistent
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staff? How useful is

understanding of the model across all ¢
a mora user frienaly

=
the term itself and could you not find
name?
How will you menitor decision making acroes your three [RS
teams to ensure that each of the three teams applies
consistently the same decision making ‘rarr.e*.fmrk? Itis
important that you are assured that all three teams apply the
same consistent approach to decision mamrsg.

Managing
Resources

The transfer of the Serco coniract requires 2 high lavel of
your senior management time and so will have an impact on
other areas of concern for management. You need to
ensure that this does not negatively impact on safeguarding.
You need to develop a melhodology and data set for the
social return on your invesiment in early help {o show where
the maximum benefit is being obtained and to help you
identify how you are achieving savings on down-line costs
Would you benefit from a single robust statement of how you
allocate resources across all elements of your road map?
There is a risk that failing to maintain your current levels of
investment in early help could put at risk ongoing savings
and improvement to cutcomes. You need fo reinforce the
point that continued investment in the early help offer will be
needed over the short to medium term at least, in order that
you reap the benefits of this investment in terms of future
reductions in level three cosls

At the workshop on 16th March 2012 you discussed the feedback presernted by the
peer team. You identified the following areas for initial exploration:

+  Draw up a simple concise and easily understood road map

+  Communicate/market the vision, identifying how services need to change

« ldentifying key indicators that will demonstrate how you are achieving improved
outcomes for children and families

« Making partnership working ‘real’ by not shying away from challenge, your
working reiationships are secure enough for this

+  Developing member awareness and knowledge

The workshop began the discussion on ideas {0 addiess fhese issu
away the feedback from these discussicns and zre currently consider
these issues forward.

es. You have {aken
ering how {o take
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You and your colleagues will want to consider how vou incorporate the {eam’s findings
into your improvement plans, incluaing taking the opportunity for seclor support through
the Children’s Improvement Board. Clare Burgess, your regional broker, has been sent
a copy of this leiter and wiil be in tcuch with you to discuss the cptions for support and
how best {o share notable praclice identified. Clare can be contacled by either
email: claire.burgess23@amail.caom or by phone on 077 95 347 686.

We wish you well with taking these priorities forward. The Local Governmeit
Association is offering a follow up visit within the next 12 months after the peer review.
This would give us both an opportunity to evaluate the process and assess impact.

We would like o thank everyone invoived for their pariicipation. Thank you again for
agreeing to undertake a children’'s’ safeguarding peer review. Please pass on thanks
from the peer challenge team to all staff for their sterling support in preparing for and
organising the on-site challenge.

Faul Curran

Head of Safeguarding Programme,
Local Government Association






