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Purpose of Report
Information sharing for committee members

Recommendations and Reasons
This is an information briefing report.

Alternative options considered and rejected
This was an emergency solution and required action in a tight timescale to respond to demand issues in
the service.

Relevance to the Corporate Plan and/or the Plymouth Plan
Click here to enter text.

Implications for the Medium Term Financial Plan and Resource Implications:

If demand continues to outstrip established capacity to respond this must be considered as part of our
medium term financial planning. Robust social work responses are essential to ensure appropriate
response to families requiring statutory support and intervention.

Carbon Footprint (Environmental) Implications:
No direct implications
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Introduction

This report sets out information related to the use of a managed social work team solution to respond
to increased demand in the service and the challenges faced in recruitment and retention of
experienced social work staff. The report also sets out our current exit planning approach and
contingency planning.

Workforce and Demand issues requiring a managed team approach

The Children, Young People and Family Service has continued to experience a 25% increase in demand
for social work services since late March 2020, when the first Covid-19 lockdown commenced. This
includes an increase in new referrals as well as the number of children requiring an ongoing service due
to safeguarding concerns. This demand has exceeded establishment capacity to respond and required
additional social work resource.

Prior to the pandemic the ability of Plymouth City Council to recruit and retain social work staff has
been positive, with the exception of the retention of experienced social workers in the Children’s
Social Work Teams (those social workers working with children subject to Child Protection Plans and
care proceedings). Since March 2020, there have been increased difficulties in retaining social workers
in these teams and turnover has been higher than we would ordinarily experience, with some staff
naming the pressure of casework as one of the reasons for their decision to leave. We take this very
seriously and need now to find a solution that supports retention of staff and supports their wellbeing
at this challenging time, as well as enabling the service to continue to operate safely and support
vulnerable children and families.

Our usual recruitment routes and strategies have not resulted in experienced social workers in the
numbers or timescales needed. This includes both permanent and temporary social workers. We know
that this is not an issue unique to Plymouth and represents a challenge in the south west region and
nationally.

We are continuing to manage to successfully appoint sufficient numbers of newly qualified workers
who can take on child in need cases only and in lower numbers than experienced workers can. These
staff members cannot take on complex casework during their first year of practice and therefore we
still have a significant gap in our capacity.

We sought funding to use an organisation who provide managed team solutions for local authorities.
Since August 2021 we have had a team from Innovate working alongside other social work teams to
provide the experienced social workers required.

Innovate CYPS - a managed team

Innovate CYPS is a privately owned organisation. They are delivering a 6 month managed service
project consisting of one team focusing on Safeguarding (Child in Need, Child Protection, Pre-
Proceedings/Court).

The team consists of | Team Manager, 7 Social Workers, as well as leadership resource (Director,
Head of Service, Head of Quality Assurance), and | Business Support. They are responsible for up to
140 children and young people.

The service will, at all times, adhere to key performance indicators in line with Plymouth City. The
model also includes a robust additional quality assurance approach including both dip sample and full
case audit of 10 % cases to ensure oversight of quality, impact and outcomes.
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A benefit of this model is that the accountability structures are clear and, unlike standard models of
‘Whole team’ provision, it is does place additional burdens on existing management and quality
assurance systems. Weekly risks and issues meetings between CYPFS CSWV Service Manager and Head
of Service ensures a focused and robust response to key issues and a collegiate and integrated
approach is key to ensure safe, high quality service delivery.

Evidence of impact
Caseloads and performance

Currently the team have 7 social workers with 133 children open in the team. They have capacity to
support 140 children and new cases are due to be allocated. The contract includes their commitment
to work with 140 children throughout the contract, but this will fluctuate at times.

The complex nature of the children and families they are supporting include children subject to care
proceedings and child protection plans and these take time to resolve effectively.

The team are working with 22 children in pre- care proceedings, were they are working hard with
families to prevent the need to commence care proceedings.

They are working with 20 children where care proceedings have commenced.

There are 19 Children in Care, 68 Children subject to Child Protection Plans and 46 Children in Need.
The team have closed 9 cases over the past 10 weeks that they have been with the service.

Children subject to Child Protection Plans require monthly multi agency meetings, called core group
meetings of which 91.2% were completed and recorded within timescale.

Children are regularly seen in the team. Current performance data indicates children are seen on time
as follows; Children in Care 94%, Children in Need of Protection 95% and Children in Need 89%. All
meet or are close to our KPI target.

The team have completed 19 single assessments. 84.2% of these were completed within 45 days and
they have a further 62 assessments open for completion.

100% staff are receiving supervision on time. The team manager has a good understanding of the
children open in her team, the performance and quality measures and a strong track record of
delivering high performing teams.

Quality of work

There is evidence of good quality assessment and planning as well as skilful direct work. The team are
experienced and have a good level knowledge and skill in working with children, young people and
families. Where there are any concerns about the timeliness of completed work, these are addressed
immediately with team and senior managers.

Cases are being audited internally within the CYPFS Quality Assurance and audit framework and
externally by Innovate, and the learning and findings will be available at the end of November for the
service to review as part of our evaluation of the way this approach is working.
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How this has impacted the wider service

Morale across the service has improved as a result of the Innovate service joining and there appears to
be a correlation between this and a reduction in staff resignations and staff move requests. Caseloads
have now reduced significantly and the current average caseloads are |8 in this part of the service —
this includes newly qualified staff for whom we aim to maintain at caseloads of 14. Practice is more
effective and timely. Caseloads do however remain above the optimum level and the number of cases
in the Children’s Social Work service has increased since September. Therefore work continues to
manage these caseloads down.

Exit planning

Innovate staff are currently effectively covering vacancies and uncovered posts within key social work
teams in the service. This means that if we are successful in the recruitment to permanent uncovered
vacancies, and the work to ensure that work that has been delayed due to COVID working then we
aim to see a further reduction in caseloads, and them being maintained after the Innovate Team
contract ends.

The plan to manage their exit effectively is based on the elements set out below:

I. A focus on managing children who are currently allocated across the whole service by ensuring
effective transfer, step-down to early help services or closure. This regular review is focused on
ensuring children’s cases only remain open to the statutory service for the time required to
support them effectively. All plans over 6 months are reviewed to ensure effective and timely
intervention. Therefore reducing the time that some children in the service need to open to a
social worker.

2. We continue to ensure a rolling recruitment approach for permanent social worker roles,
particularly experienced social workers, however this remains a local and national challenge.
We have some vacancies that we will recruit to and this will include further newly qualified
workers. The current Recruitment and Retention approach is under review and
recommendations will follow in early January.

3. Exploring other options for further temporary cover while permanent recruitment continues
whilst at the same time minimising any disruption for children, young people and their families.

Contingency planning

If the focus on the work outlined above indicate that workloads cannot be maintained at a reasonable
level after February 2022 a clear plan, and if appropriate business case will be brought forward before
the end of the calendar year so that alternative options can be considered, agreed and implemented
before the Innovate Team contract comes to an end.

Jean Kelly

Service Director
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