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Social Work – Working for Families 
Formal consultation on proposals to develop a Unit Model in Cambridgeshire  
Executive Summary 

Preface 
In just a matter of months, Children’s Social Care in Cambridgeshire has embarked on a journey of transformation. The overwhelming collective voice from the 7 informal consultation workshops held on February 2011 has been one of support for establishing a Social Work Unit Model in Cambridgeshire. 
The evidence for this model is in Adrian Loades’ (Executive Director, Children & Young People’s Services)’ words “compulsive, and why wouldn’t we do it?” I have been hugely encouraged by the unprecedented way in which people have welcomed this change and embraced with enthusiasm these new ideas and ways of working.

This formal consultation sets out some of the major challenges over the next two years as we move from the traditional model of delivering Social Work, to one that is far more focused on supporting the Social Work task and delivering a better service to the children and families that we serve here in Cambridgeshire. 
I believe that this is the most exciting development in Children’s Social Care in over 20 years. The proposals for establishing a Social Work Unit Model in Cambridgeshire will mean that we are better placed  to respond to the recommendations within the Munro Review of Child Protection. The priorities which have helped to shape proposals for the Social Work – Working for Families Unit Model in Cambridgeshire reflect the principles which underpin the Munro review’s recommendations for reform.
There cannot be a better time for us to make this change here in Cambridgeshire. I look forward to receiving your comments in response to the formal consultation and working with you over the next two years to make Children’s Social Care an outstanding service for the future.

Niki Clemo
Director of Children’s Social Care 
Formal consultation on proposals to develop a Social Work Unit Model in Cambridgeshire 
1. INTRODUCTION 
1.1 This consultation builds on the plans outlined in the informal consultation and presents detailed proposals for establishing a Social Work – Working for Families Unit Model in Cambridgeshire.
1.2 The purpose of the consultation is to ensure that staff and stakeholders are fully aware of the detailed proposals and have the opportunity to comment and provide feedback.
1.3 The executive summary provides the following detail: 

· The business case for change 

· Proposals for the new structure 
· Principles underpinning the proposals 
1.4 The consultation period will run from 28th March 2011 to 27th June 2011 and we would welcome your responses to the questions outlined at the end of this consultation document via email to askus@cambridgeshire.gov.uk or Niki Clemo, Service Director – Children’s Social Care Nicola.Clemo@cambridgeshire.gov.uk Claire Barrett, Project Manager Claire.Barrett@cambridgeshire.gov.uk 

2. BACKGROUND & BUSINESS CASE FOR CHANGE 
2.1  There is a real desire in Cambridgeshire to do the best we can for the children and families that we work with and we have made significant progress in recent years to improve practice. We have an enthusiastic and committed workforce and have developed and provided some excellent services for children and families.

2.2  For many years now, we have been committed to making improvements and enhancing services. However, whilst this has resulted in improvements in some areas of practice, these changes have not fully addressed some of the fundamental issues and common messages we receive from our young people, staff, Serious Case Reviews and OFSTED Inspections. 
2.3  In response, the Directorate Management Team looked at a range of possible options and in the discussions that followed, the ‘Reclaiming Social Work’ Unit Model developed by the London Borough of Hackney Council, was chosen as the preferred option for achieving significant change in Cambridgeshire following discussions with staff. 
2.4
In November 2010, the Social Work – Working for Families project was established to develop proposals to create a Social Work Unit Model in Cambridgeshire. 
2.5 The Social Work Unit Model promotes effective Social Work practice and puts it at the heart of the service. In doing so, it creates an environment in which it is possible for the Social Work task to thrive and for the best possible outcomes for children and families to be achieved. 
2.6
The independent evaluation of ‘Reclaiming Social Work’ led by Eileen Munro, found significant evidence of positive change achieved through this new model of practice. Most significantly, the evaluation found the model supported reflective learning, skill development and re-established the primary focus of Social Work on the family. 
2.7
We believe that Cambridgeshire’s Social Work – Working for Families Unit Model will build on the significant progress made as part of Cambridgeshire’s ongoing commitment to transform Social Care to enable us to provide: 
· The best possible outcomes for vulnerable children & families 



To ensure children and families are the focus of all that we do
· The best possible service



Cambridgeshire is dedicated to becoming an outstanding local authority

· The best possible support to staff 



To enable families to change and flourish

2.8
Summary of feedback from the Informal consultation 
2.9
The Social Work – Working for Families informal consultation provided an overview of the plans to develop a Social Work Unit Model in Cambridgeshire. It was launched on Friday 21st January 2011 and ran until Monday 21st February 2011. 

2.10 
In summary, both staff and stakeholders were extremely positive about plans to develop a Unit Model in Cambridgeshire. The feedback we have received has focused on the following strengths and benefits of the Model: 
· Empowering children and families 

· Improving practice 

· Sharing responsibility and risk 

· Increasing social workers confidence in practice

· Creating a learning environment 

2.11
The key challenges and risks highlighted include the following: 
· Cambridgeshire is very different to Hackney in terms of its geography 
· Some cultural shift will be required to adapt to the proposed change
· Ensuring that the workforce is equipped to work effectively in the new Model 
2.12 This feedback has helped to shape proposals for Cambridgeshire’s Social Work – Working for Families Unit Model. 
3 SOCIAL WORK – WORKING FOR FAMILIES 
3.1
 
Principles & priorities  

3.1.1
The priorities which have helped to shape proposals for the Social Work – Working for Families Unit Model in Cambridgeshire include: 
· Creating a Social Work Service in which practice is placed at the heart of the service 
· Children & families are given the best possible chance of achieving positive outcomes 
· Senior managers supporting the frontline Social Work task 

3.1.2
The following principles underpin the Model and have informed its development: 


Children & Families 

An environment which enables children and families to change and flourish
· Children’s needs are considered systemically 
· Families are supported and challenged to care for their children safely so that children can remain with their family, when it is safe for them to do so

· Children and their families experience the fewest transitions possible once they have a Social Work service 
· Children and families experience greater sense of consistency and coherence 

Social Work Practice 
Social Workers feel empowered and supported to carry out the complex Social Work task.
· An environment  in which practitioners can share risk and spend more time with children and families  

· An environment in which practitioners continue to learn, grow and develop
· A single methodology which promotes consistent practice
· Reduced processes, procedures and systems to support Unit practice In return, there will be an increased expectation that professional judgement and responsibility will govern Social Work practice
· Practitioners are not tied to one function but are capable of working across any of the Unit functions

· A generosity of role – by which we mean that a practitioner should not feel constrained by their role (within the boundaries of safe practice), but instead feel that they can ‘do whatever needs to be done to support the family’. 
Organisation & structure 

The structure is designed to deliver a high quality Social Care Service required to meet the needs of children and families in Cambridgeshire

· A Model of Social Work intervention that is able to manage risk effectively

· Authority that is devolved to ensure a timely response and efficient service 

· A structure that has the capacity to support Cambridgeshire’s existing Social Work need 
· Allocation of Units across the county reflecting the level of need in a geographical area
· Units that will be able to move from one function to another in line with the changing profile of work 
· The Units will be ‘paired’ to provide peer support and collaboration
· Reducing the number of transitions
4.0

STRUCTURE

4.1
Appendix 1 of this report outlines proposals for the structure in detail. The following provides a summary of the structure and describes its key components: 

4.2
The structure is comprised of 6 service areas. Access, Children in Need, Looked After Children, Business Support, Social Care, Disability and Safeguarding and Standards. 

4.3 
It is proposed that the current area teams are disbanded and 46 Units are established across the following functions: 

· Access

· Children in Need (CiN) 

· Looked After Children (LAC) 
· Disability 

4.4
The Social Work – Working for Families Unit Model includes proposals to restructure the existing Social Care Senior Management Team. This was seen as essential to support the changes being proposed. 
4.5
Each Social Work Function e.g. Access, CiN, LAC, Disability will have a Management Team and include a Head of Service and between 2 and 4 Group Managers. 

4.6
Heads of Service will have responsibility for managing a county function whilst also having a strategic lead in one of the three areas in Cambridgeshire. The Function Management Team will be jointly responsible for managing consistency across their function and the ‘flow of work’ into and out of theses Units.

4.7
Each Unit will be made up of: 
· 1.0 fte Unit Consultant Social Worker
· 1.0 fte Unit Social Worker
· 1.0 fte Unit Child Practitioner
· 1.0 fte Unit Co-ordinator
· 0.5 fte Systemic Therapist
4.8
Each Unit will be led and managed by the Consultant Social Worker who will have full case responsibility and accountability for all work within the Unit. 

4.9
Access
· The Enhanced Triage Team will be responsible for managing all referrals into Cambridgeshire Social Care. All work referred to the Access Units will have been judged to require a social work intervention;

· 9 Access Units will manage all early assessments except where there is imminent risk of s20;

· Families will be supported by one of the 3 newly established Intensive Intervention Units. The purpose of these Units will be to focus on crisis intervention to prevent children coming into care. 
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4.10 
Children in Need 

The 20 Children in Need Units will be responsible for:

· Children in need

· Children subject to a child protection plan

· All court work – children in proceedings

· Children looked after where the plan is to return home
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4.11 
Looked After Children

· The LAC Units will be responsible for supporting those children where there is a long term plan for them to stay in care

· 2 Units will dedicated to supporting young people between the ages of 18 – 25.  We expect these Units to be time limited to support current caseloads. LAC Units will manage new referrals and will not transfer young people at the age of 18. Instead they will continue to be supported by the same Unit

· Management of the Fostering & Kinship, Adoption, Supported Lodging and Supervised Contact Teams will move within the LAC function 

· 1 Adoption Unit will also be established and focus on support where there is an immediate plan for adoption
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4.12
Children’s Disability Services  

· The Social Work – Working for Families Children’s Disability Service consultation is running in parallel to the main consultation. Proposals include the establishment of a Countywide Social Care Service for Disabled Children that encompasses Disability Social Work Units, Child in Need Teams, Community Support Services, and Short Break Residential Units within the parameters of a strong inclusive commissioning framework.

· The 2 Disabled Children in Need Teams (CiN) will undertake the assessment


and review functions for disabled children and young people identified as


Children in Need. The 2 teams will be staffed by:

· 2 Team Managers
· 7 Social Workers
· 4 Senior Child and Family Workers
· 3 CamPlay Inclusion Workers
· 2 Team Co-ordinators
· 2 Business Support Assistants

· 3 Disability Units will also be developed in line with the wider re-organisation of


Children’s Social Work Services. These Units will work intensively with


disabled children and young people who are Looked After Children, disabled


children subject to a child protection plan, disabled children with highly


complex needs and/or on the edge of care
· A second Group Manager will be responsible management of the in-house and commissioned Residential Unit, the Community Support Service and a range of commissioning and development functions

4.13
The Wider structure 


The Assessment and Care Management Units will sit alongside the following services: 
· Safeguarding & Standards Unit 

· Business Support 

· The Head of Social Care will manage two new posts:

· Professional Lead Systemic Practice

· Professional Lead Psychology 
· Service Development, Participation, Complaints, Procedures, Family Group Meetings and Family Support Service will also move within the remit of the Head of Social Care 
5.0
BOUNDARIES 

5.1
The current geographical boundaries have been reviewed and adjusted to decrease the area that a cluster of Units will have to cover whilst also increasing the speed of response by saving time on travel. In doing so, it is proposed that:

· The East Cambridgeshire & Fenland area is reduced so that it no longer included Bottisham, Burwell, Soham or Whittlesey

· City & South Cambridgeshire would gain Bottisham, Burwell and Soham


(including Newmarket) but no longer cover Gamlingay. 


Huntingdonshire would grow to include Whittlesey and Gamlingay.  

6.0
METHODOLOGY 

6.1
We will be adopting a systemic approach to working with families and young people referred to Children’s Social Care. Where change is required in families we will be offering Social Work Units and the family support services skills training in the application of Social Learning Theory interventions.

7.0
ACCOMMODATION 

7.1
It is proposed that Units will be based within existing Social Care Service accommodation. 

8.0
WORKING WITH PARTNERS 
8.1
We expect the Social Work – Working for Families Unit Model to have a positive impact 
on our work with partners. We believe that it will allow us to build on our existing 
partnerships and enable us to continue to work together effectively to support and 
protect children and families in Cambridgeshire. 
8.2 The Unit Model: 
· Promotes the value of consultation and reflection. It values thoughtful and informed conversations about and with, families.
· Promotes extending consultations beyond immediate Unit members, e.g. with the professional leads for systemic practice and psychology, but also with other professionals within the multi agency arena; Drug and Alcohol specialists, Adult Mental Health.
· Weekly casework discussions will give Unit members the opportunity to consider who else may be helpful to consult with, and provide an opportunity to invite partners to a specific discussion about a particular family where useful.
8.3
Existing multi-agency meetings including Children in Need and Core Group will continue and will provide a forum for information sharing and partnership working.
8.4
The Locality Teams & Children’s Centres 
8.4.1
The Units will be co-terminus with the 14 Locality Teams. We anticipate that both Access 
and Children in Need Units will develop close relationships with the Locality Teams. 
8.4.2 The boundary changes will mean that the Social Care areas will no longer be co-terminus with area and district boundaries. This will addressed by Heads of Service retaining a strategic area lead role and putting arrangements in place to secure a single point of contact at area and district level. 

8.4.3 Day to day, Locality Teams will work with Heads of Service, Group Managers or individual Units on the basis of their function (e.g. Access, Children in Need or Looked After Children).  

8.5
Social Workers in Locality Teams Pilot 
8.5.1
The question on whether to place Social Workers within Locality Teams has been 
one that has been raised on numerous occasions.  In the original plans for the Locality 
Team it was envisaged that Social Workers would be part of an integrated team but 
concerns were raised around issues of governance and accountability and a blurring 
of Social Work thresholds, which resulted in the decision not to place social workers in 
Locality Teams. At the time there were significant issues of recruitment and 
retention and high vacancy rates within area teams.
8.5.2    However it is clear from what is happening around us both nationally and regionally that 
local authorities are moving into models of integrated teams where the Social Worker 
role is part and parcel of an integrated "early intervention" team.  
8.5.3
The restructuring of Children’s Social Care into Social Work Units gives us a prime 
opportunity to explore whether placing Social Work posts in Locality Teams would 
enable there to be a seamless service between the two functions. Both 

Locality Teams and Social Care teams have expressed concern in the past with regard 
to children who fall between the gap of Locality Services and Social Care Teams. 
Increasingly the threshold for Social Care is focusing more on those children at risk of 
significant harm and those children at risk of being looked after. 

 8.5.4
Locality Teams themselves are now focusing on more targeted intervention and are 
part and parcel of the Children’s Services response to supporting families in crisis 
and preventing children from coming into care.  As part of the Placements 
Strategy, work is being undertaken to identify what workforce will need to be in place 
for effective early intervention to ensure that there is adequate and appropriate support 
for parents. This will result in a remodelling of the parenting workforce in Locality Teams 
including Children's Centres to meet different levels of need.  Formal consultation on 
these proposals will take place in September. 
8.5.5
In addition, this consultation wishes to explore how to bridge the gap between the two 
services and the potential benefits of placing a Social Worker within a Locality Team.  
The proposal is based around establishing a pilot of 3 to 4 social workers being placed 
in Locality Reams in areas where there are strong and good working relationships 
between the locality teams and social care.  The Social Worker would have case 
responsibility for children and families who did not meet the Social Care threshold 
(and if they did they would move into social care) and would assist, advise and guide 
other professionals as well within the Locality Team, between them providing the 
right 
level of support to the families to prevent them from entering Social Care. 

8.5.6
Te pilot would be implemented in parallel to the work that is taking place to remodel the 
parenting workforce within Locality Teams, Children's Centres and other agencies.

8.6
Cambridgeshire and Peterborough NHS Foundation Trust (CPFT)
8.6.1
We have made significant progress in recent discussions with Cambridgeshire and 
Peterborough NHS Foundation Trust (CPFT) to develop new partnership arrangements.      
CPFT have demonstrated their commitment to developing integrated working by 
agreeing to establish a number of posts within the Social Work Unit. Exactly how many, 
and the detail around the governance arrangements have yet to be agreed, but the 
direction of travel is one where we will share common principles and work together to 
improve service delivery to children and families.

9.0
COMMENTS ON THESE PROPOSALS 


9.1
The formal consultation period begins today on Monday 28th March 2011 and closes on 


Monday 27th June 2011. 

9.2
To enable us to undertake this transformation it is important that you are involved and 

that you have a full understanding of the proposals contained in the document. We 

would therefore like to encourage you to send any comments, questions or 


suggestions on the proposed structure, the job descriptions or the appointment 


process to ask.us@cambridgeshire.gov.uk or Niki Clemo, Service Director – Children’s 

Social Care Nicola.Clemo@cambridgeshire.gov.uk Claire Barrett, Project Manager 

Claire.Barrett@cambridgeshire.gov.uk by the closing date on Monday 27th June 


2011. 

9.3
The County Council takes its obligation as an employer seriously and is committed to a 
regular process of consultation with the staff and their recognised trade unions.
Feedback on the Formal Consultation Questions 

We would like staff and stakeholders views on the questions detailed below: 

1. Comments on the proposed structure

· Do you agree with the priorities and principles underpinning the proposed structure?
· Do you think there are enough Units being proposed and sufficient capacity in the structure to manage the level of need in Cambridgeshire? 
· Will the proposed structure support the needs of vulnerable children and families in Cambridgeshire, facilitate change and help us to support the Social Work task? 


2.
Comments on job roles
· What is your view about each of the job roles being proposed?
· How do you think the new roles will help us deliver a more targeted service to vulnerable young people and their families?

3.
Comments on the Access Function

· Do you have any comments on the newly proposed Intensive Intervention Units? Are these Units located within the most appropriate function? Will their proposed location restrict referrals from other functions?
· The proposal for the management of new Child Protection referrals is that each of the three Access units in each of the three geographical patches will take it in turns to be on duty to receive referrals coming into that patch on a week on and two weeks off basis. The duty unit will undertake the CP investigations which come in as well as responding to other referrals during that week.  
· Do you believe that this is the optimum way in which we can respond to new Child Protection referrals?  What do you consider to be the advantages and disadvantages of this approach?  Do you have any alternative suggestions and if so, what would be the benefits of your proposals?
4.

Comments on the Children in Need Function
· Do you have any comments on proposals for the Children in Need function?
5. 
Comments of the Looked After Children Function
· Do you have any comments on proposals for establishing a Permanence Unit (0-2) in the Looked After Children function?
· Do you have any comments on proposals for establishing time limited 18-25 Units?
6. 
Comments on the Disability Units
· Do you have any comments on proposals to establish 3 Children’s Disability Units? 
7. Comments on proposals for the Unit management structure
· Do you have any comments on the management structure which is being proposed to support the Units
8.

Comments on proposals for the wider Social Care structure
· Do you have any comments on proposals for the business support service?
· Do you support the changes in service and line management arrangements being proposed? 
· Should the Sexualised Behaviour Service sit alongside the other Family Support Services rather than as a direct report to the Professional Lead Psychology?

9.

Comments on the revised boundaries 

· Do you have any comments on the revised boundaries being proposed?

10. 
Comments on the methodology
· Do you support the proposal to adopt of a systemic approach to working with families and young people? 
· Do you have any comments on the new roles identified to support this approach? 

11.
Comments on workforce development
· Do you have any comments on proposals to establish a skills development assessment for staff appointed to the new structure?

12. 
Partnership working
· Do you have any views on how the proposed structure will affect joint working arrangements? 

· Do you have any views on proposals to pilot Senior Social Workers in Locality Teams?  

13.

Accommodation
· Should Group Managers be based together by function (e.g. all Access Group Managers based together), or geographically? 
· Wisbech currently generates 50% of the work in East Cambridgeshire & Fenland 


Should all of the Access Units therefore be based in Wisbech?
· Do you believe that Business Support Officers need to be co-located with Heads of Service?
14. 
Support for staff
· We have outlined a number of ways in which we can offer support to staff affected by the proposals. Are there additional things which you think would be helpful?
10.0
NEXT STEPS 

The table below highlights the next stages of the process: 

	Activity 
	Timeline 

	Consultation Closes

	27th June 2011

	Response to consultation

Published

	By end July 2011

	HR process begins – recruitment, selection & slotting

	August 2011

	New units continuous rollout

	January 2013 

	Roll out complete
	April 2014 
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