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Integrated Children's Service Strategy

This savings proposal is to reduce the establishment and realign service
areas to maximise the offer to children and families by reducing
duplication and delivering efficiencies in a leaner, integrated structure
across the Children and Families Directorate. This will include a review
of leadership structures and realising all opportunities including MARS
and existing vacancies.

Whilst in year mitigations and activity to avoid spend and reduce costs are in
place, the forecast for the end of year is a deficit position. All indications are
that demand, complexity and cost will continue to increase and therefore it is
vital that the directorate and the service committee takes decisive action to
address the financial challenges for 2023/24 and beyond. The Children’s
Directorate is committed to increasing the pace of implementing reforms and
service improvements to make financial savings by reducing demand for
expensive, reactive services such as external and independent care and
educational placements, where the cost is high and the outcomes for children
are low. However, whilst this is a critical element of the children’s agenda it is
not sufficient or timely to realise the savings that are required.

We need to refocus and realign all services to both modernise and future-proof
our children’s delivery model and ensure that spend is delivering best
outcomes for children and best value.

This programme items will deliver a revised and aligned structure and be a
reduction in the current establishment. Whilst there is never a good time to
look at reductions to the workforce, we contend that the time is right to embark
on a fundamental review and realignment exercise as we seek to future proof
children’s services to deliver differently for less with an integrated children’s
services 4-year strategy. This strategy will have a keen focus on the existing
and emerging priorities for this local authority such as delivering best value
(DBV), improvement activity from the recent joint targeted area inspection, and
keeping our children safe and close and policy changes, significant changes in
regulatory frameworks and the financial challenges that we know will be part of
the public service landscape for some years to come. In short, we need to be
leaner, sharper, and prepared for the future.

We know that some families receive support and services from teams in all 3
directorates, commissioned services and from partner agencies. We need to
streamline our model so that children and families experience less hand-offs or
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transitions, form trusting relationships with a keyworker and critically tell their
story once. We know this is important because families tell us so.

To do this in the challenging financial circumstances we will take the
opportunities of the current round of MARS and existing vacancies to shape
ourselves for the future along with service realignments and some changes in
leadership posts. There will be no reduction in frontline social work capacity or
for services delivering statutory services (e.g. SEND plan writers). Where
MARS is agreed the post will either be deleted, or savings made in the wider
structure to enable that individual to be released. MARS will only be applied if
there is a clear cost benefit.

Our proposal is for a four-year strategy to develop an integrated children’s
services, where the way we organise ourselves is essentially ‘back-office’ and
children and families experience our help and services as seamless and
supporting the holistic needs of children and whole families. We do not
propose to stop providing any services, rather deliver them differently and in a
more streamlined fashion.

This four-year strategy will be co-produced with children, families, partners and
our colleagues and led by some dedicated, senior transformation leadership.

Year 1 (2023-24)- Early realignment based on successful MARS applications,
vacancies across the system and some realignment of services and teams.
Critically this year we will aim to ensure a least disruption principle. Delivery of
a practice framework to support the programme of change. Coproduced
development of the years 2-4 programme of change. Staffing consultations
will take place from early March 2023 where necessary.

Timeline and enablers
Staffing consultations will start from March 2023 where required.

Full implementation plan and wider proposals will be presented at the
Children’s and Families committee in June 2023

Support from corporate enabling services of human resources, legal and
finance.

Senior support of a skilled transformation lead will be employed to drive this
fundamental change programme




