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Report to Scrutiny Panel
	Name of Scrutiny Panel
	Children and Young People Scrutiny Panel

	Meeting Date
	07 February 2012

	Subject
	Children and Young People’s Services – Revenue Monitoring 2011/12

	Wards Affected
	All

	Report of
	Director, Children and Young People’s Services

	Type of Item
(please tick()
	Review existing policy
	

	
	Development of new policy
	

	
	Performance management (including financial)
	(

	
	Briefing (including potential areas for scrutiny)
	

	
	Statutory consultation
	

	
	Council request
	

	
	Cabinet request
	

	
	Member request for scrutiny (CCFA)
	


	Why is it coming here?

	There is a corporate requirement for scrutiny panels to consider in year budget monitoring reports.


	What are the key points?

	Each Council directorate has a responsibility to manage and balance its own budget. 
The continuing increase in the number of looked after children is putting pressure on Children’s Social Care budgets and this has resulted in the directorate forecasting a £1.5 million overspend. This is after contributing £1m from a reserve and further amounts that have been contributed by the rest of the Directorate. The main pressures are in purchased foster care, external placements and increased court costs.


	Possible course of action

	Management is pursuing a number of different actions to tackle the budget position. This includes recruiting more foster carers, reviewing the strategy for dealing with placements and recruiting more permanent social workers to reduce agency costs.
Management is considering other measures to tackle this budget position. 


	Contact officer

	Paul Ward
Finance Manager
01422 393509
paul.ward@calderdale.gov.uk 

	


	Should this report be exempt?

	No


Report to Scrutiny Panel

1. Background
1.1. The directorate’s gross service controlled budget in 2011/12 (excluding school spending) was £58.4 million.  This budget includes 10.3m of Early Intervention Grant (EIG) and £15m of Dedicated Schools Grant (DSG).
1.2. The directorate has a robust budget monitoring process in place. This requires monthly monitors to be scrutinised by management teams for service areas projecting over spends.  In all other areas bi-monthly monitors are required from July onwards. The Directorate Leadership Team (DLT) meet to discuss each monitor and to ensure appropriate actions are being taken where necessary.

1.3. Containing increased costs of children’s social care has been a particular difficulty in recent years. Strategies in place to reduce service costs have proved inadequate to cope with the unprecedented increase in the number of children placed in care.

2. Main issues for Scrutiny
2.1. The third full monitor of the financial year shows significant pressure on Children’s Social Care budgets of £3.7m. This is partially offset by a £1m contribution from reserves and contributions from the rest of the Directorate, leaving a forecast overspend of £1.5 million. Further detail is provided in Appendix 1.
	Service Area
	Budget
£000s
	Forecast
£000s
	Variance

£000s

	Directorate Leadership Team
	2,034
	1,727
	-307

	Children’s Trust 
	9,234
	8,907
	-327

	Family Support
	11,783
	11,213
	-570

	Learning Services
	4,697
	4,658
	-39

	Children’s Social Care
	30,606
	33,350
	2,744

	Total
	58,354
	59,855
	1,501


The Children’s Social Care budget has been reduced by the transfer of the Safeguarding Unit to Children’s Trust.
Children’s Social Care 
2.2. This aspect of the budget is the directorate’s highest financial priority. 
2.3. Calderdale’s Looked After Children numbers have been rising continually for approximately 19 months. There were 289 Looked After Children in June 2010; this rose to 330 by the end of the financial year, and at the end of 2011 there were 374.

2.4. It is anticipated that the current level is the peak. A range of strategies are being applied which are aimed at reducing the numbers of LAC, whilst at the same time reducing the cost of the care of each Looked After Child. These strategies will combine to reduce the overall cost by 2013/14, with a further reduction in 2014/15. 
2.5. In house provision is full to capacity and additional children are placed in more expensive external placements. Plans are in place to recruit more foster carers to help address this issue.
2.6. In addition to placement costs there is pressure on children’s social care teams and the additional costs incurred by the need to use agency staffing to ensure sufficient social worker capacity.
2.7. Increased court costs pose another budget pressure; this is being reviewed in conjunction with Legal Services.
2.8. Calderdale is part of the CIPFA benchmarking club. Work done in the last two years shows Calderdale spends less per placement on almost all placement types than many other local authorities. Benchmarking is continuing to provide a better understanding of how Calderdale compares in relation to non-placement costs.

2.9. The cost of external placements is being managed by negotiating with providers, to ensure value for money across the range of placement types. As at August 2011over £100,000 had been saved through renegotiating contract prices.
Other elements of the directorate budget
2.10. There is an overspend in Safeguarding due to use of agency staff; recruitment of permanent staff was delayed by the 90 day consultation period in respect of the new structure but has now been completed.

2.11. Within the Young People’s Service there is an overspend due to a shortfall of income at the outdoor education centre but this more than covered by underspends elsewhere in the Young People’s Service.
2.12. Learning Services is undergoing a major restructure, as reported to Cabinet on 8th August 2011 and was the subject of a significant budget saving. There may be some small in year saving in this area, in addition to the Budget Council Saving. This area is the subject of further review in the latest consultation budget. 

Future Years 
2.13. In 2012/13 the biggest challenge is to balance the children’s social care budget. The Directorate has put forward a number of savings options to contribute increasing the children’s social care budget and this has enabled members to propose budget growth in this area of £2.5m in 2012/13. This amount reduces in subsequent years as strategies aimed at reducing the overall cost of children’s social care begin to have a real impact.
3. Consultation
3.1. There is no requirement for consultation on this report.
4. Further action and timescales
4.1. The Directorate Leadership Team will continue to closely monitor the cost of children’s social care. 

4.2. There will be a strengthened recruitment strategy for foster carers, with a targeted campaign recruiting fosterers for younger children.

4.3. There will be a review of the needs of 16 to 18 year old Looked After Children in preparation for independent living; this may include commissioning local provision to provide value for money placements. 
4.4. Increased efforts are being made to recruit permanent social workers; This will reduce the need for agency cover.
4.5. A report will be presented to Cabinet in the near future, regarding the actions to be taken to recover the current budget position.

5. Options appraisals
5.1. These will be contained in future reports to members.
6. Conclusion

6.1. The unprecedented increase in Looked After Children numbers has placed serious pressures on the Directorate.

6.2. Strategies have been applied to address the issues within Children’s social care.

6.3. The rest of the Directorate has restricted expenditure wherever possible to contribute to the budget shortfall.

7. Appendices

7.1. There are two appendices to this report which show more detail on directorate services, service budgets, projected spend and variance to budget.
8. Background documents

8.1. This report is based on the budget monitoring reports to DLT finance and performance during the financial year 2011/12.  
9. Documents available for inspection at

9.1. Documents can all be accessed by contacting Paul Ward (Finance Manager) 01422 393509 paul.ward@calderdale.gov.uk at Northgate House, Northgate, Halifax HX1 1UN.   
Created
12 January 2012
Printed
26 January 2012 

Children and Young People's Services
Appendix 1

Third Budget Monitor 2011/12

Budget
Forecast
Variance
Directorate Leadership Team

Directorate Leadership Team - Budget Savings (To Be Allocated)
-£155,317
-£155,317
£0

Directorate Leadership Team - PFI / 5 Schools Project
£1,098,494
£1,098,494
£0

Directorate Leadership Team - Service Management and Development
£1,090,874
£783,961
-£306,913

£2,034,051
£1,727,138
-£306,913
Children's Trust

Commissioning and Partnerships
£2,312,942
£2,315,300
£2,358

Participation, Children's Fund and Contracts
£1,116,809
£841,597
-£275,212

Policy and Planning
£534,715
£534,715
£0

Access and Capital - Capital Asset Management
£290,150
£290,150
£0

Access and Capital - Health and Safety
£50,920
£24,840
-£26,080

Access and Capital - Home to School Transport
£3,042,656
£3,041,983
-£673

Access and Capital - Planning of School Places
£567,998
£554,577
-£13,421

Access and Capital - Student Support
£39,285
£28,308
-£10,977

Business Support - Business Planning and Finance
-£28,343
-£34,576
-£6,233

Business Support - Capital Charges, School Grants and Other Services
-£500,457
-£522,137
-£21,680

Business Support - Facilities Management
£907,550
£853,593
-£53,957

Business Support - Workforce Development
£317,600
£300,480
-£17,120

Safeguarding - Safeguarding Unit
£584,638
£680,728
£96,090

Standards Fund - Children's Trust
-£2,240
-£2,240
£0

£9,234,223
£8,907,317
-£326,906
Family Support Services

Inclusion Services - Behaviour Support Service
£2,015,934
£2,020,124
£4,190

Inclusion Services - Disabled Children & Young People
£1,195,215
£1,194,575
-£640

Inclusion Services - Education Psychology
£383,122
£358,122
-£25,000

Inclusion Services - Education Welfare
£415,050
£399,530
-£15,520

Inclusion Services - Looked After Children's Services
£401,682
£372,752
-£28,930

Inclusion Services - Sensory Support
£1,604,899
£1,594,826
-£10,073

Inclusion Services - Special Educational Needs
£2,954,276
£2,566,022
-£388,254

Young People's Service - Central Halifax
£1,128,236
£1,037,042
-£91,194

Young People's Service - Lower Valley
£264,288
£253,151
-£11,137

Young People's Service - North & East Halifax
£500,448
£515,804
£15,356

Young People's Service - Upper Valley
£270,214
£252,219
-£17,996

Youth Offending Team - Youth Offending Team
£643,472
£642,331
-£1,141

Family Support Services - Standards Fund - Family 
£6,403
£6,403
£0

£11,783,239
£11,212,901
-£570,338
Learning Services

Learning Services - Music Service
£69,409
£69,409
£0

Learning Services - School Improvement Service
£1,699,501
£1,661,485
-£38,016

Learning Services - Support For Schools
£2,499,841
£2,499,841
£0

Calderdale Adult Learning
£428,518
£427,378
-£1,140

Standards Fund - Learning Services
£0
£0
£0

£4,697,269
£4,658,113
-£39,156
Children's Social Care

Children's Social Care - Fieldwork Teams
£1,047,064
£1,272,043
£224,979

Children's Social Care - Fostering and Adoption
£7,669,096
£9,783,784
£2,114,688

Children's Social Care - Grants
£415,757
£409,563
-£6,194

Children's Social Care - Locality Administration
£136,323
£138,596
£2,273

Children's Social Care - Locality Teams
£2,133,209
£2,570,043
£436,834

Children's Social Care - Operational Management
£2,147,102
£1,286,333
-£860,769

Children's Social Care - Residential
£2,771,120
£3,729,079
£957,959

Family Services - Central Services
£482,174
£437,900
-£44,274

Family Services - Community Development
£895,980
£995,010
£99,030

Family Services - Direct Services
£5,348,490
£5,301,384
-£47,106

Family Services - Early Years Development
£7,559,209
£7,425,780
-£133,429

£30,605,524
£33,349,514
£2,743,990
Service Controlled Total
£58,354,306
£59,854,984
-£1,500,678
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		Children's Social Care Costs

		
						
		As at November 2011 for 2011/12

		
						
	Placement Type / Other Costs

	Total Budget

	LAC Nights

	Cost per night

	Total Cost

	Total


	 

	2011/12

	for year

	 

	 

	Overspend


	 

	£

	 

	£

	£

	£


	Fostering

	3,417,310

	75,900
	48.76
	3,700,519

	283,209

	Guardianship

	251,850

	8,052
	31.28
	251,850

	0


	Fostering Purchased 

	1,492,570

	25,882
	117.01
	3,028,495
	1,535,925

	Calderdale Homes

	1,233,177

	4,986
	245.61
	1,224,628
	-8,549

	External Purchased Placements

	1,537,943

	7,410
	337.98
	2,504,451
	966,508

	Total Placements

	7,932,850

	122,230
	87.62
	10,709,943
	2,777,093

	Fieldwork Teams and Other Costs

	7,386,821

	 

	 

	8,479,497

	1,092,676

	Contribution from Reserve

	1,000,000

	 

	 

	0

	-1,000,000


	Total Social Care

	16,319,671

	 

	 

	19,189,440
	2,869,769

	Family Services

	14,285,853
			14,160,074
	-125,779

	Total Children's Social Care

	30,605,524
	 

	 

	33,349,514
	2,743,990
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� A minus variance figure denotes an under spend and a positive figure an over spend.
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