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	EXECUTIVE SUMMARY

1. The attached report reviews the pressures on the Community & Social Services and Education & Leisure Directorates resulting from the number of looked after children, children placed outside the City, and children not receiving education.

2. It identifies work in hand and work planned to address the pressures. It also sets out the shortfalls in existing and planned provision.
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RECOMMENDATIONS

1. That the establishment of a pooled budget for children placed outside the City by the Community & Social Services or Education & Leisure Directorates is approved.

2. The list of action points included in the conclusions to the attached review is considered.

Review of the education of looked after children, children placed outside the City and children not in school. 

Introduction
Local Authorities are required to look after children if there is no parent able to do so, if the parent is unable to look after their child, or if a child is at risk of significant harm. In addition young people appearing in the criminal courts may be remanded into local authority accommodation, and young people aged 16 to 18 may be accommodated if their welfare requires it.

Children looked after at the request of their parents are “accommodated”. Those looked after as a result of a court order are “in care”.

The majority of children looked after are placed in foster homes. Others live in children’s homes within Salford or with relatives. A proportion are placed outside the City and may be educated at the home they are living at. Some children are placed in residential school by the Education and Leisure Directorate. These children are not looked after but nevertheless live away from home in institutional care.

The Children Act and its Guidance raised the profile of children in residential school. The Government has more recently through its Quality Protects initiative pointed out how disadvantaged looked after children are. They miss out on the life advantages that are recognised as opportunities for the future, good education, good health care, positive leisure activity and keeping out of trouble. Particularly important amongst these, as for all children, is educational opportunity.

Looked After Numbers

Since 1994 Salford has seen a relentless rise in its looked after numbers,

	
	31/03/94
	31/03/95
	31/03/96
	31/03/97
	31/03/98
	31/03/99
	31/03/00

	Looked after total
	336
	365
	355
	396
	447
	480
	579


a 72% increase over the six years. This increase has been particularly steep in the last twelve months, 20.6%. This upward trend is reflected nationally over the same period with an increase of 11% between 1995 and 1999, although the national increase has clearly been less marked than Salford’s. There are various possible causes for Salford’s increase:
· Demographic change
There is a population bulge currently in the 5 to 9 age group, and starting to work its way into the 10 to 15 age group who usually provide the highest proportion of looked after children.
The child population of the outer city is twice that of the inner city.

· Neglect
There has been increased awareness within the Child Protection system over the last few years of the problems of neglect. It is an increasingly frequent category for child protection registration and for children being looked after. Neglect affects whole families. We are frequently faced with the task of arranging to look after families of three or more children. Operational staff are of the view that this problem is linked to some extent to drug abusing parents.

· Delays in the legal system.
The Children Act was expected to reduce the use of legal proceedings and to ensure that when needed they were fast. When the Act was first passed there was indeed a reduction in care proceedings but that trend soon reversed and the number of proceedings and the time to complete them both increased significantly. This is a national phenomenon. It is not possible to complete planning whilst proceedings are in process. This leads to children being “kept waiting” in care in the legal system until the final decision of the Courts.

· Social and economic deprivation
Salford is one of the most socially and economically deprived local authorities in the country. Although clear links between specific factors and numbers of looked after children have not been established, it is the case that more children are looked after in deprived areas. 

This increase has placed enormous pressure on resources, the City’s financial resources, and the resources of the Community & Social Services Directorate to make suitable placements of children. There have also been pressures on the Education & Leisure Directorate to provide educational support for these increased numbers. Further pressure arise for the Education and leisure Directorate from children not in full-time education who are a high risk group for having to be looked after.

Since March 2000 the looked after total has fluctuated considerably, without increasing significantly since the beginning of the period. However, there is 

	
	March
	April
	May
	June
	July

	2000/01
	579
	570
	588
	588
	580

	1999/2000
	480
	485
	479
	500
	494


some reason for caution since a not dissimilar pattern of fluctuations in the summer of 1999/2000 was followed by very significant increases in the Autumn. The numbers placed outside the Authority has increased from 73 at the beginning of December 1999 to 75 in July 2000. This represents a slight fall from 13.7% of the total looked after to 13.0%. However, during May and June 2000 when there was particular pressure of numbers nearly all the City’s Children’s Homes were running above their capacity which required arrangements such as staff and children sleeping on fold-up beds in dining rooms. The reduction in numbers in July has been reflected in a slight reduction in that pressure and most homes are now at 100%. However, to allow for the appropriate placement of children the ideal average occupancy level for children’s homes is 80%.

The Education of Looked After Children

In Salford, as elsewhere, the educational performance of looked after children lags behind that of the general population. This is reflected in the results of SATs tests and GCSE’s. The table below shows the percentage of Looked After Children obtaining a Level 4 (Level 5 is the highest).

	
	Key Stage 2
	Key Stage 3

	
	LAC
	Salford
	LAC
	Salford

	English Test
	14%
	71%
	8%
	56%

	Math Test
	43%
	70%
	17%
	53%

	Science Test
	39%
	77%
	13%
	43%


The numbers of looked after children on whom the GCSE data is based is small and the data should therefore be treated with some caution. However, there is a consistent picture of looked after children not achieving the higher levels of performance found amongst the general population.

	
	5+A*-C
	1+A*-C
	5+A*-G
	1+A*-G
	Total

	LAC
	Number
	1
	5
	8
	9
	9

	
	
	5+A*-C
	1+A*-C
	5+A*-G
	1+A*-G
	Total

	LAC
	Percentage
	11%
	56%
	89%
	100%
	100%

	Salford
	Percentage
	34.6%
	64.6%
	88.4%
	95.6%
	


For many children it is not entry into the looked after system that leads to a fall off in their educational performance but their life circumstances prior to being looked after. Difficulty and disruption in their lives often means that their education and health care are already suffering.

That is why it is important for looked after children to have access to good support if they are to make up for educational disadvantage. The work done together by the Education & Leisure and Community & Social Services Directorates in addressing the educational needs of looked after children was praised during the inspection of the LEA by OfSTED in November 1999. Steps already taken include:

· A Care and Education Co-ordinator has been appointed.

· Schools and Social Services are receiving a planned programme of training to raise awareness, accord priority and focus action on the interests of Looked After Children within the Education system.

· The two Directorates have worked together to provide computers for young people in all the City’s children’s homes and this has almost been achieved.

· A paired reading scheme has been introduced in Children’s Homes, led by the Care and Education Co-ordinator.

· Specific actions to improve the educational attainments and the experience of Looked After Children are included in all the Local Authority’s statutory plans for children e.g. Education Development Plan and Children’s Services Plan.

The two Directorates have worked together to raise the profile of the educational needs of children looked after both with schools and teachers and with carers. However, there is still a great deal more to do if the educational attainments of these children are to match their peers.

Supporting Children in Salford

It is a fact that Looked After children and young people are more likely than the general pupil population to have a Statement of SEN. In Salford only 16% of Looked after Children have Statements compared to a national average of 29%. Many looked after children are in foster homes and attend normal school without special support. For those with greater needs arrangements are made within the City when possible:

· 7 statemented Looked After Young People attend Irwell Park High School (a special school for pupils with Educational & Behavioural Disorders)

· 35 Looked After Children are supported in mainstream schools by the SEN/Behaviour Support Services

The Education & Leisure Directorate spends £118,000 per year on its supportive services, including 22 support staff linked to the looked after children detailed above, and the two Directorates together are working with NCH Action for Children to add further to the support available.  The Pupil Support Service is currently facing a £250,000 overspend as a result of demands for the service including those for looked after children, and that figure does not allow for any further demands.

Six looked after children are cared for within the City’s own resources but are in day education placements outside the City at a cost of £101,200.

In the last two years a significant reduction of 36% has been realised overall in the number of permanent exclusions, from 112 in 1996/97 to 77 in 1999/00. This means that the LEA has met its Education Development Plan target for reducing exclusions some two years early.

There is, however, no room for complacency and despite improvements in the arrangements for educating pupils out of school (brought about by a reorganisation of existing provision) there is still a significant short fall in provision. In Salford there are 101 pupils without full-time mainstream school placements.

The Government funded Excellence in Cities (EiC) programme was implemented in Salford secondary schools in 1999/00 and focuses on tackling individual barriers to learning and raising standards of all children, with target areas including attendance and behaviour. Two strands of the programme relating to the Learning Mentor Programme and Learning Support Unit (LSU) Programme will play a contributory role to the strategy to improve the educational chances of Looked After Children and Young People and those vulnerable children at risk of becoming Looked After. The extension of the EiC programme to the primary sector in 2000/01 and the implementation of the Learning Mentor Programme in 38 primary schools and two Learning Support Units will compliment the secondary school programme where seven LSUs have been established and the Learning Mentor Programme introduced.

The LSU is a preventative programme to address the needs of pupils with behaviour difficulties in school and aims to reduce disaffection and exclusion and improve attendance. The targets set in the EiC initiative also link with the targets in the LEA’s Education Development Plan and Behaviour Support Plan.

The EiC Programme in both the primary and secondary schools will have an impact on improving the educational chances of all children, including those Looked After and contribute to the reduction in the educational disadvantage that Looked After Children experience. The impact of this initiative however, will not be felt until 2004 and, therefore, additional funding as set out below is required in the interim.

Children placed outside the Authority

For some time the two Directorates sought to work together to address the needs of children and young people which could not be met from within the City’s resources. A combination of these factors would indicate it appropriate to place a child outside the City:

· a child is at risk of significant harm if/she remained at home and needs cannot be met by the City’s own looked after resources (either because of complexity of need or lack of capacity)

· emotional factors in a family interfere significantly with a child’s development and, therefore, periods of relief or a stable base are necessary to overcome barriers to his or her progress socially and/or emotionally;

· a combination of day care facilities cannot meet a child’s needs to the extent that barriers to educational progress would exist unless a continuous education and care regime were provided;

· a need for a specialist therapeutic environment;

· pupils are failing to respond in their current placement and are placing themselves at risk;

· a child or young person is placing other children and young people at risk by their actions e.g. physical and sexual abuse of others; likelihood of injuring others, setting fire to accommodation.

However, the relentless build-up in looked after numbers meant that by mid-1999 the Community & Social Services Directorate did not have the capacity to provide for children within its own resources. It therefore had to make outside placements simply because of capacity problems as well for children with complex needs. It was reported to Corporate Services Committee on 1st December 1999 that there were 73 children in outside placements of whom at least 22 could have been reasonably provided for within the City if capacity was available. By July 2000 the figure was 67 plus 8 receiving respite care in specialist placements. At least 21 of the 67 did not have needs requiring special provision. Others could be provided for more locally with the right range of care and educational provisions.

Nevertheless, there are currently 21 Looked After Children and Young People whose placements are joint funded. All these young people have Statements of Special Educational Needs and all have complex educational and social needs. A further four children await the availability of resources to allow joint outside placements to be made.

Budgetary Provision for Children placed outside the Authority

The current budgets for external placements are

Community & Social Services

£3.6 million
Education & Leisure


£2.0 million.

The cost range of placements in children’s homes ranges from approximately £1,000 per week for a placement for a younger child in an ordinary home to almost £4,000 per week in specialist highly staffed establishments or secure accommodation. Costs of placements in residential schools run from £15,000 to £45,000.

On current commitments the Community & Social Services budget has a projected overspend of £550,000 (for which internal provision has been made) and the Education and Leisure budget £70,000.

The Community & Social Services Directorate has taken several steps to increase local provision:

· 3 new partnership children’s homes will have opened by October 2000 (16 places in total)

· 2 new children’s homes have been opened by the Authority (9 places in total)

· A block contract to provide 6 foster home places has been agreed with an Independent Fostering Agency

· Two additional family placement worker posts created from Quality Protects grant (in addition to Recruitment and Training Officer posts created in 1999/2000)

· Four foster care support worker posts created Autumn 2000 from funds made available from closure of Community Nursery Centres.

· Fostering allowances increased by 5% on 1st April 2000 as a first step towards National Foster Care Association recommended basic rates.

· Targets to increase recruitment of foster carers by the Authority by 10% per year to take advantage of the National Foster Care Recruitment Campaign.

· The focus of support services for children and families is being changed to maximise resources devoted to supporting children at home

However, at present these steps are not keeping pace with the total increase in looked after numbers and if there is a major increase in the Autumn to match that of Autumn 1999 there will be a further deterioration in the Authority’s ability to provide appropriately for looked after children.

Two independent consultants, one employed to consider the issue of whether the Authority is looking after children unnecessarily and one to look into the problems at Moorfield Children’s Home have both commented that, if anything, the Authority’s threshold for looking after children is too high. That is to say, children continue to be left at home in circumstances of very high risk to their safety and well-being.

In the light of this it is difficult to envisage a lessening of pressure for the foreseeable future and therefore unlikely that the numbers placed outside the City can be reduced (without very significant further investment in resources).

Future Developments

The future strategy for children looked after, will involve a clear commitment to early intervention and prevention of the need to be looked after; the provision of an effective spectrum of resources for those children who do require to be looked after; and ensuring that the experience is a positive and improving one. This strategy will be based on the determination to develop services which have at their heart the perspective of young people and their needs; a commitment to integrated and coherent arrangements which achieve best outcomes for children and “Best Value”.

The shared commitment of the Directors of Community Social Services and Education and Leisure to achieving arrangements organised around the needs of the whole child will shape this longer term strategy. Both Directorates have identified resources needed to provide a service which meets the requirements of the law and the aims of the government for looked after children.

We recognise that early intervention in children’s lives is the key to preventing poor outcomes. There are currently projects in the City which will improve quality of life, and in the long-term reduce the likelihood of children having to be looked after or placed outside the City.

The newly established Early Years Centres will provide Educare for those children considered greatest “ in need “ and working with other agencies, will develop a programme of support to children and families in the community.

The development of the Childcare Strategy in the City will create quality, affordable and accessible Early Years and Childcare provision across all sectors. This will enable parents to access employment and training opportunities and will create stimulating environments for all children, which support them in developing to their full potential.

The SureStart Initiative is developing a range of programmes to improve the health and education, play and leisure opportunities for young children, improve family support in the community and increase the well-being and happiness of the young population of the City.

The two Directorates are working with the Community Healthcare Trust to establish a joint team to support families using a technique called Solution Focused Intervention which has been tried in Manchester as a useful approach to keeping looked after numbers down.

Two former Community Nursery Centres, in Ordsall and Swinton, and being developed as Family Resources Centres whose remit will include preventative work. Each is being developed with a voluntary sector partner using some Health Action Zone funding to help with establishment and funds from the closure of Community Nursery Centres.

A Health Action Zone funded Family Support Project has been established in Eccles.

The Community & Social Services Directorate is working with HomeStart to seek long-term funding to establish this family support provision across the City. Such initiatives are vital if numbers looked after are to reduce. However, funding from grants and the Health Action Zone is time-limited and preventative programmes funded from such resources will have to achieve permanent funding if they are to continue.

However, the needs of children currently looked after must also be considered. The Community and Social Services Committee accepted in principle the reviews of residential and foster care services presented to it in November 1999. To achieve staffing levels in children’s homes which meet Department of Health guidelines was then identified as costing £750,000. The Community & Social Services has made some progress within its own resources but an amount of £214,600 is needed to meet the target. To pay all foster carers at National Foster Care Association agreed basic rates would cost over £370,000 and to have the ratio of family placement workers recommended by the Audit Commission would require increasing the present team of nine workers to fifteen. Two posts have been added from Quality Protects funds.

Recognising that some young people do need a combined education and care provision, the two Directorates have entered initial discussions with a voluntary agency about the possibility of establishing a home with its own education provision in Salford.

There has been no increase in the number of social workers to deal with the increased looked after numbers. That has meant that the work of social work teams has focused more and more on looked after children and children on the child protection register. Despite this, it has not been possible to allocate all looked after children to social workers. There is no capacity to undertake the preventative work which might help to ease the pressure on the looked after system. It is intended to transfer three posts from Manchester Children’s Hospital to Community Teams but this alone will not completely address the shortfall in staff resources.

The implementation of the National Assessment Framework will introduce common arrangements for dealing with the referral, initial assessment, and comprehensive assessment of children in need – with timescales for the completion of each stage. This will have an impact on the Education & Leisure Directorate and the Health Service who will be required to co-operate in the process. However, the main responsibility will rest with Community & Social Services, further increasing the pressure on social work teams.

The Aftercare Act will increase the responsibilities of Local Authorities towards young people looked after aged 16+ and those ceasing to be looked after. Initial arrangements to provide resources for the new Aftercare Service are being met from Quality Protects  However, the new legislation is extensive and is likely to considerably increase demand. At present only a small proportion of those looked after are aged 16+ but that position is likely to change over the next 2/3 years.

From September 2002 all LEAs have a statutory duty to make full-time provision for pupils 15 days after their exclusion. Without additional resources Salford will not be in a position to meet this statutory requirement. In addition, as the existing provision is full at the start of the academic year, any further excluded pupils cannot be accommodated. 

The new statutory duty reflects the Government’s concern for the consequences of children not receiving education. A young person who is out of education or training at 16 is, by the age of 21, more likely to be unemployed, earn less, experience depression, be a young parent and be in poorer health than their peers. In the shorter term, young people excluded from school are more likely to have to be looked after. Keeping young people in education is not without an additional cost but it is likely to be significantly less than the long-term cost to the community of not doing so. 

An increasing number of young people are returning to the City after being in custody. Although every effort is made to return these young people to their mainstream school, this often unrealistic when young people have been away from school for a prolonged period of time. Young offenders who do not have access to appropriate educational provision are more likely to re-offend, incur additional costs for the City and be driven further down the road of social exclusion. 

The Education and Leisure Directorate is currently establishing a base for provision for Key Stage 4 pupils who are excluded, disaffected or are young people returning from custody.

In order to provide full time appropriate education for all pupils out of provision at Key Stage 4 the following would be needed: additional teaching and non teaching staff, fund for commissioning college placements and placements with voluntary organisations, curriculum resources, lunchtime facilities and transport costs.

In order to make full time provision for all pupils excluded for more than 15 days or permanently at Key Stage 3 the additional resources required would be, appropriate accommodation, an additional teacher and a learning support co-ordinator.

Whilst the number of pupils out of provision at Key Stage 1 and 2 are much smaller than at Key Stage 3 and 4 the work of the Primary Partnership Centre in influencing a 55 % reduction in primary exclusions in the last two years should be increased. There is also a very small number of pupils at Key Stage 1 who are causing concern, the focus previously has been on Key Stage 2. The existing resources need to be augmented to deal with Key Stage 1 pupils by resourcing the centre to deal with these pupils, purchase of appropriate curriculum resources, furniture and equipment, an additional teacher and budget for lunchtime provision along with transport costs.

In order to support the role of the Care and Education Adviser an additional teacher is required to ensure the supervision and monitoring of Personal Education Plans (now required for all looked after children), provide learning programmes and support Looked After Children in residential care. The appointment of a Youth Worker to assist in supporting young people in maintaining their educational placements would ensure a comprehensive and flexible package of support. The use of a Youth Worker with Looked After Children on an ad hoc basis has proved extremely successful.

For the foreseeable future there will continue to be significant reliance on external providers. Growth in looked after numbers has prevented any reduction in children placed outside the City. It is therefore particularly important that the highest possible standards of provision are obtained. To strengthen existing joint working and ensure the best possible cost-effective placements for children, the two Directorates wish to work together to create a pooled budget for children placed outside the City.

Conclusion

The funding needed by the two Directorates to meet current commitments and to develop services to gradually reduce reliance on spot-purchased external provision, as well as ensuring that services move towards the level of quality demanded by the Government is as follows.

	
	Area
	Amount

	1
	To meet existing CSS commitment to external placements including agency foster placements
	£550,000

	2
	To meet existing E&L commitment to external placements
	£70,000

	3
	To meet the target of full-time education for all children not receiving it by September 2002

At Key Stages 3 & 4

At Key Stages 1 & 2

(Excluding any accommodation costs)
	£631,000

£125,000

	4
	To achieve staffing levels in children’s homes agreed in principle by Community & Social Services Committee November 1999
	£214,600

	5
	To increase basic payments to foster carers to NFCA rates
	£370,000

	6
	To appoint 4 additional family placement workers to bring the ration of family placement worker to carer down to 1:20
	£95,000

	7
	To establish & operate two Family Resources Centres in Swinton & Ordsall
	£100,000

	8
	To make a long term funding commitment to HomeStart (total cost of delivering across the City is £600,000)
	£200,000

	9
	To provide three additional social work posts to ensure some capacity for preventative work and an ability to perform all tasks with looked after children..
	£70,000

	10
	To augment the work of the Care & Education Adviser (Second teacher + Youth Worker)
	£54,000

	11
	To provide an additional educational psychologist to support looked after children
	£35,000
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