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Section 1: Introduction 
Workforce Reform is a major element of Every Child Matters because it is recognised that the impact of services for children, young people and families is largely dependent on the quality of people who lead or deliver those services. 
Newcastle’s first Children’s Services Workforce Strategy was published (and implementation began) in April 2006 to take forward local Workforce Reform. 
Action Plans have been reviewed and updated annually to cover the periods 2007/08 and 2008/09, taking account of: Children’s Workforce Strategy: building a world-class workforce for children, young people and families (DfES, February 2006); Building Brighter Futures: Next steps for the children’s workforce (DCSF, April 2008); and local priorities and learning.
Since the last Annual Report to the Children and Young People’s Strategic Partnership Executive (April 2008), an updated national Workforce Strategy has been published. The 2020 Children and Young People’s Workforce Strategy (DCSF, December 2008)  sets out a long-term strategy for the children and young people’s workforce in response to evidence and advice provided by an Expert Group made up of professionals, experts and representatives from across the workforce. As this now sets the context and framework for Workforce Reform and Local Workforce Strategies, this section provides an overview of the 2020 Strategy and implications for local delivery. This now must inform local planning, including development of an appropriate infrastructure to support implementation.

National Context

The 2020 Strategy sets out the vision that everyone who works with children and young people (including leaders and managers) should be:
· ambitious for every child and young person

· excellent in their practice 

· committed to partnership and integrated working

· respected and valued as professionals

Chapter 1 explains how the Children’s Workforce Expert Group has contributed to the development of this Strategy. It describes what is meant by the children and young people’s workforce and the delivery system which supports it, and sets the scene for the problem analysis and vision described in Chapter 2. Annex A at the end of this report shows the full list of members of the Expert Group. This list has been included in this report to illustrate the breadth of organisations and sectors that have been represented, and which have informed the evidence base for the 2020 Children and Young People’s Workforce Strategy.
Chapter 2 summarises the challenges for the children and young people’s workforce, and sets out the Government’s vision for the workforce in 2020 and the strategic approach that will be taken with partners. For example:

· On the front line, challenges include continuing high levels of vacancies in some professions and regions, and concerns about the low status of some professional groups; the quality of management and leadership; and challenges to effective integrated working between professionals from different backgrounds and services.
· Concerns about whether everyone in the workforce is able to work as effectively as they need to with those children and young people who are particularly vulnerable – and who particularly need to benefit from high quality support.

· A need for clear action to ensure that the workforce as a whole is able to work in ways that will make most difference for children, young people and families

· Challenges in ensuring that roles and responsibilities of organisations in the delivery system (at local, regional and national level) are configured to provide optimum support for the workforce. 
Chapter 3 sets out future priorities for the whole children’s workforce. This includes measures to: strengthen leadership and management support; develop coherent recruitment channels; ensure that everyone is clear about what integrated working means for them; review and strengthen the impact of the Common Core of skills and knowledge; ensure that everyone in the workforce has the skills and knowledge to work in partnership with children, young people and their parents/carers; ensure that there are clear qualifications, training and progression routes in all parts of the workforce, and across it.

Chapter 4 focuses on how work will be taken forward with partners to ensure that every part of the workforce receives the support it needs to realise the vision for 2020. It then describes the key issues for individual sectors and successes that need to be built upon as we progress towards 2020. This includes plans to accelerate reform and development in social work practice.

Chapter 5 sets out the measures that will be taken to respond to the challenges in the delivery system to ensure that, at local and national level, workforce development is taken forward in partnership, and based on evidence.

Who is in the children and young people’s workforce?
The children and young people’s workforce includes leaders and managers, and those in: Education; Health; Social, Family and Community Support; Youth; Justice and Crime Prevention; Sport and Culture; Early Years and Childcare. This includes:
· Core Children’s Workforce: People who work or volunteer with children, young people and their families, or who are responsible for their outcomes all the time.

· Wider Children’s Workforce: People who work or volunteer with children, young people, and/or their families part of the time, or who are responsible for their outcomes as part of their jobs.

Local delivery and workforce planning
The 2020 Strategy recognises that most workforce planning and development must take place at a local level, taking account of local priorities and circumstances. The leadership role of Children’s Trusts is confirmed, and that they should “take a clear lead in developing, implementing and reviewing local workforce reform, and in commissioning local services and training that enable it to happen”(5.13). The recently launched Commissioning Support Programme will support Children’s Trusts to develop approaches to commissioning that support effective workforce reform, as it is recognised that effective commissioning can be an “important lever” for raising workforce quality and driving workforce reform by setting high expectations of the skills, knowledge and experience that those delivering the service will possess.
It confirms that 

“a strategy for deployment and development of their local workforce should be included in the CYPP. This would locate responsibility for the development, delivery and review of a strategic approach to local workforce reform jointly and clearly with the partners who make up the Children’s Trust Board. Between them these partners will represent both key children’s services employers and commissioners for the local area.” (5.14). 
The 2009 Children and Young People’s Plan Guidance also confirms that workforce planning is likely to be a requirement for inclusion in future Children and Young People’s Plans under proposed legislation to strengthen Children’s Trusts.
National framework for Workforce Reform

The 2020 Strategy also sets out, for the first time, an overarching One Children’s Workforce framework for workforce reform in response to requests from Children’s Trusts. Developed by the Children’s Workforce Development Council (CWDC) with national, regional and local partners, it sets out seven key areas where Children’s Trusts need to make progress in order to improve outcomes for children, young people and families:
· Capacity to deliver and keep children safe. This is about having the right people in the right place at the right time. 
· Complementary roles focused around children and young people. This is about people understanding what each other does, trusting and respecting each other and collaborating effectively. 
· High quality, appropriately trained workforce. This is about having the right people with the right skills feeling confident, prepared and working well together. 
· Integrated working practices. This is about having the tools, processes and culture to let integrated working happen. 
· Behaviours focused on positive outcomes for children and young people. Making sure that everyone in the workforce is behaving in ways that help outcomes for children, young people and families to improve quickly. 
· Common values and language. This is about shared values focused on Every Child Matters outcomes and improving the lives of children - and everyone using plain English so that language doesn’t get in the way.  

· Shared identity, purpose and vision. This is about making sure everyone who works with children has a shared identity and vision across all of the children’s workforce - focused on ECM outcomes and improving the lives of children.
The framework includes descriptions of what success in each of these areas would look like from the perspective of children and young people, teams, services and Children’s Trusts. 
To help Children’s Trusts to assess and drive progress, an on-line One Children’s Workforce toolkit has been developed to provide a range of resources to provide ways for local areas to explore their progress against the framework and understand what more needs to be done to address the workforce challenges set out in the 2020 strategy. National partners are working together to develop a co-ordinated menu of support for Children’s Trusts to help them to meet local challenges. Locally the Workforce Reform Board will be taking part in an externally facilitated Analysis Workshop in June 2009 to review progress in Newcastle in developing a reformed and integrated workforce in line with the One Children’s Workforce Framework, where we want to go, what we might need to do to get there, and the support we might need to help us on our journey.
We are then required (by the end of June 2009) to submit a report to CWDC based on our Analysis Workshop, and this provides the vehicle for brokering additional support. This process, along with the annual review of our workforce strategy, will inform a refreshed workforce strategy 2010 – 2013.
Regional Developments

This year has also seen changes and improvements in support and practice sharing available regionally to nominated workforce leads. Chaired by the CWDC North East Regional Development Manager, a regional workforce leads forum was established in January 2008. Equivalent forums were established in other regions up to a year earlier, and this has therefore been welcomed as this has strengthened links and communication with CWDC, and facilitated networking and practice sharing. 
GONE, Health and the Voluntary Sector are also represented, and representatives from Sector Skills Councils are invited to attend for specific agenda items. More recently DCS representation has also been secured. Through this forum, significant progress has been made in regional workforce planning which complements, and adds value to, local workforce strategies and planning. This includes 4 regional workforce projects funded through the Regional Improvement and Efficiency Partnership (RIEP). 
Moving forward

Recognising the changing framework and support structures for Workforce Reform, this report provides:

· an update of current progress against existing priorities and projects in our Workforce Strategy

· an analysis of progress, including effectiveness of implementation arrangements in enabling us to responding effectively to the growing Workforce Reform agenda

·  a summary of future development areas and high level priorities that have been identified as part of our annual review process. 

During 2009 a refreshed Workforce Strategy 2010 – 2013 will be developed for Newcastle to ensure that local Workforce Reform takes account of the 2020 Children and Young People’s Workforce Strategy, the new Newcastle Plan for Children and Young People, and regional workforce planning.
Section 2: Progress  
The over-arching objectives of the current Workforce Strategy are to develop and recruit a workforce that:
a. Is competent, confident, safe and well-led to work with children, young people, families and carers;

b. Strives to achieve the best possible outcomes for all children, young people, families and carers and reduce inequalities between the most disadvantaged and the rest;

c. Focuses on identifying and preventing problems as early as possible while strengthening protection for vulnerable children and young people, working with families and carers;

d. Works effectively together across organisational and professional boundaries to meet the needs of children, young people, families and carers;

e. Is able to work effectively with children, young people, families and carers from diverse cultural, religious and ethnic backgrounds; 

f. Is flexible and responsive, able to meet current and future need; and

g. Makes as much difference to the life chances of children and young people as possible.
Recognising that this is a long term and developmental process, to achieve the over-arching aims of the Strategy a local framework for Workforce Reform has continued to identify priorities and actions in 8 key (and inter-dependent) areas:

· Integrated Working

· Training and Development

· Leadership and Management

· Recruitment, Retention and Remodelling

· New ways of working

· Local Workforce Planning

· Regional Workforce Planning

· Workforce Profile and Data

Within these areas, a number of shorter term projects have been identified that support and facilitate a more integrated approach to workforce planning and help to achieve and embed longer term aims which impact on practice and outcomes. This has continued to provide a helpful framework for managing and describing implementation, using a Project Management Framework. A risk register is in place, and was updated as part of the 08/09 Workforce Strategy review process.
Key achievements of 2008/9, focussed on impact on practice and outcomes

High level priorities for 2008/09 included:

1. Continued planning, implementation and embedding of processes and tools which support effective Integrated Working (defined by CWDC as “everyone supporting children and young people working together to put the child at the centre, meet their needs and improve their lives.”). This includes CAF, ContactPoint, Information Sharing and eCAF.
2. Regional Workforce Planning

3. Sector specific workforce reform and development

4. Linking local planning and implementation with the national Workforce Reform Framework

Detailed progess in all projects is reported in the attached document ‘Newcastle Children’s Services Workforce Strategy 2008/9’ (see Appendix 1). The following summarises progress against key priorities for 2008/09:
· ContactPoint Preparations
ContactPoint preparation has continued, taking account of the revised national timescales. There has been positive engagement from all sectors, despite the challenges of the projects and changes in deployment slot to October 2009. All Local Authority Readiness Assessments and Traffic Light Reports have been submitted on time to DCSF with planning on schedule. Effective links are in place with national and regional planning which is supporting local activity. Co-location of the Integrated Working Team with ICT Services has supported practice and technical aspects of planning. Key priorities this during 2008/09 have included shielding, accreditation, and scoping a high level training plan for the estimated 4000 ContactPoint Users citywide:
· Data Quality reports have been produced for partners on a monthly basis and all partners are working to remove errors.
· A citywide Workforce Analysis was completed, identifying broad numbers in the workforce who may be ContactPoint Users. This informed the Integrated Working Training Framework 2009 – 2011 (see Appendix 2).
· 2 lead trainers have been identified who will complete mandatory DCSF training prior to local roll out.
· The ContactPoint Local Implementation Team is in place.
· Prioritisation of ContactPoint Users for training will be taken forward with the Workforce Reform Board (taking account of organisational accreditation requirements and progress).
· eCAF
Following discussions and planning from August 2008 to November 2008 between the Director: Performance and Commissioning and the Head of Workforce Development, a commitment was made to the next phase of local eCAF development to support both the embedding of CAF and ContactPoint. Informed by local risk assessments and discussions with the ICT Manager, Information Sharing Coordinator and CAF Coordinator, this involved maintaining the current paper based CAF process, with eCAF supporting part of the process in order to:

· Ensure that CAF logging information is securely and appropriately held on the the local eCAF system, and ending use of the current CAF spreadsheet.

· Ensure that CAF data can be sent directly in an appropriate format to ContactPoint, enabling a practitioner to check in ContactPoint if a CAF already exists.

· Improve efficiency and support performance management, monitoring and reporting by reducing the time taken for existing reports to be collated manually from the information available in the current CAF spreadsheet.

· Support the broader CAF Performance Management Framework by providing a range of quantitative information.
· End use of the current CAF spreadsheet and use eCAF for the logging of all new CAFs from 1/4/09.

Building on this work and concerns about the escalation of CAF beyond the target date of 1/4/09, options (supported by a benefits and risk analysis) were presented to the Workforce Reform Board on the 1st April 2009 for the system management of CAF activity in the medium and long term:

Option 1
· Continue to maintain a paper based CAF system as above with local eCAF supporting only part of the process.
Option 2

· Continue to maintain a paper based CAF system as above with eCAF supporting part of the process while waiting for national eCAF, and begin the business case and project planning for national eCAF.
Option 3
· Incrementally roll out local eCAF as an interim solution over 2 to 5 years while national eCAF is developed, and review whether to continue with local eCAF or switch to national eCAF.

Option 3 was agreed by the Board, and is informing 09/10 planning. It was also recognised that access to IT may be a difficulty for some organisations, and project planning would need to take account of that. However as many of the IT access issues are having to be addressed for ContactPoint, many of the issues are expected to be resolved.

· Further development and embedding of CAF and CAF practice
A target date was set by CYPSPE for CAF to be fully adopted in Newcastle by April 2009, and evidence suggests that significant progress has been made. There are increasing and relatively high numbers of CAFs, and significant numbers of trained staff across a range of professional backgrounds. A comprehensive report was presented to the CYPSPE in February, and at that time there were 1100 CAFs (figures to January 2009). The current figure is approximately 1500 CAFs, with 85 of these since the April 1st target date. Organisations are ‘thinking CAF’ when writing new processes and strategies, and more than 1700 managers and practitioners have attended CAF and Lead Professional training. Multi agency CAF Practitioner Support Groups have provided a forum for practice sharing, networking and problem solving.
However our review work has identified a range of qualitative issues which, if not addressed, will result in CAF not making a significant difference to the outcomes for children and young people, and a significant reduction in the intended benefits of CAF (extracted from CWDC CAF factsheet, December 2008) in:

· Providing an assessment that is common across services

· Helping to embed a shared language

· Supporting better understanding amongst practitioners

· Reducing the number of different assessments

· Facilitating early intervention

· Speeding up service delivery

To support this work moving forward, a CAF Performance Management Framework has been developed to supporting monitoring, evaluation and review for a range of purposes, with the aim of improving and supporting consistency in CAF practice. This incorporates a range of quantitative and qualitative information; escalation processes; and a self assessment questionnaire designed to improve understanding of:
· the distribution of responsibilities across and within organisations and teams
· current circumstances under which CAFs are undertaken

· assessment processes, to achieve:

· clarity about which assessment processes/tools are still required (for example where required by statute) and their relationship with CAF

· appropriate challenge where it is identified that other processes should be replaced by CAF, but where rationalisation/streamlining has not yet taken place

· current pathways and monitoring arrangements, so that over time there is a more coordinated and consistent response to the prioritisation of available resources/expertise

· training, development and support available to practitioners

This Framework, agreed by the Workforce Reform Board on 1st April 2009, is being trialled between April and December 2009, and will be reviewed as part of the Workforce Strategy annual review process 2009/10.

· Regional Workforce Planning
Highlighted nationally as an example of good practice, 4 regional workforce projects have received funding from the Regional Improvement and Efficiency Partnership for 2008 – 2011:
· Common Core, eCAF and Induction (Newcastle leading)

· Integrated Children’s Services Leadership and Management Development Programme (Darlington leading)

· Workforce Data Framework and Analysis (South Tyneside leading)

· Voluntary and Community Sector engagement and delivery of workforce development (VCS leading)

Areas of work have been identified which will benefit all local areas as they take forward planning and development, and it is anticipated that the following efficiencies will be achieved:

· Reduced officer time within local areas through pooling of resources and expertise
· Cost effective development of shared resources, providing each area with access to a range of training materials and resources, and reducing time spent by each area in developing individual solutions

· Improved understanding of shared priorities that can more efficiently be addressed collaboratively, informing ongoing planning and funding bids

· Pooling of regional funding and resources will reduce the costs that would otherwise need to be met within local areas to take forward these areas of work

In addition, work has taken place regionally to identify the Continuing Professional Development needed to support those undertaking the role of Strategic Workforce Lead, recognising the developmental nature of the work and diversity of professional backgrounds. This work has now been taken forward nationally by CWDC, with the HayGroup commissioned to develop a role profile and CPD framework.

Regional developments have improved and facilitated communication, networking, practice sharing and support between regional workforce leads and with CWDC. There is a strong commitment to continuing to work together to support the development of a regional workforce in addition to local workforce planning, recognising that during the course of their careers many practitioners, managers and leaders will work in a variety of roles, settings and organisations, including moving within and across regional boundaries. 

· Improving links between the over-arching Children’s Services Workforce Strategy and sector and role specific workforce planning
Work has continued to strengthen the links between sector, service and role specific workforce reform and planning and the over-arching Workforce Strategy. In addition engagement has been secured from a range of sectors and partners in relation to specific projects and implementation groups (for example CAF and ContactPoint). This approach is supporting the identification of priorities and planning by ensuring that this is informed by those with responsibility for services and teams, and their knowledge of the needs of Service Users. Areas where significant progress has been made in integrating workforce planning, and establishing a framework for taking forward sector specific reforms and planning include: Early Years, Childcare and Play; Youth Support Workforce; and the Parenting Support Workforce.
Early Years, Childcare and Play Workforce
An Early Years, Childcare and Play Workforce Strategy (2008 – 2012) was signed off by the Workforce Reform Board on 15/9/08, and is the area where greatest progress has been made in reshaping workforce planning to support the overarching Workforce Strategy. 
Implementation is led by the newly established Early Years Childcare and Play Workforce Group (with membership including representatives from Private, Voluntary and Independent Sector Childcare Providers).  It includes actions that relate specifically to the Early Years, Childcare and Play Workforce, and actions which support Integrated Working from the perspective of the Early Years Childcare and Play Workforce to embed key priorities from the overarching workforce strategy. This takes account of:

· Newcastle Children’s Services Workforce Strategy

· Childcare Act 2006

· Early Years Foundation Stage requirements

· Graduate Leader Fund requirements

Current priorities includes roll out of Integrated Working processes and tools, Graduate Leader Fund and upskilling of the workforce in line with the 2020 Strategy. 

The planning and implementation arrangements that are now in place are effectively enabling us to take forward sector specific workforce planning in a more integrated way which takes account of the needs of practitioners working in a variety of roles and settings, and service delivery priorities (for example Childcare Sufficiency planning and Outcome Duties). Chaired by the Manager of Early Years, Childcare and Play, this is a sector led group which is increasing ownership and understanding of the Workforce Reform agenda. In addition to finalising an integrated Workforce Strategy for the Early Years, Childcare and Play Workforce, internal capacity has been created to support Workforce Reform through the creation of a Graduate Leader Fund Officer post and Workforce Development post.
Youth Support Workforce
Building on the approach developed with Early Years, Childcare and Play, a multi agency Youth Support Services Workforce Group was established in February 2009, and will take forward planning in response to the national Youth Workforce Reform Programme. This programme is designed to support the workforce implications of Aiming High for Young People and the ongoing integration of youth support services by improving the quality and capacity of the workforce. The scope of the Programme includes those workers, voluntary and paid in the statutory, private and third sector, including leaders and managers, who work with children and young people aged 13 - 19 and up to 25 for young people with learning difficulties or disability, and whose primary role is to:

· Enable and support young people in their holistic development

· Work with them to facilitate their personal, social and educational development

· Enable them to develop their voice, influence and place in society

· Support them to reach their full potential

· Help to remove barriers to young people’s progression and to achieve positive outcomes and a successful transition to adult life

This includes the following groups:

· Youth Workers, paid and unpaid

· Connexions Personal Advisers

· School and College based Learning Mentors

· Education Welfare Officers and attendance workers

· Youth Justice

· Various youth support workers and a wide variety of other job roles in relation to substance misuse and drugs rehabilitation; housing, health and emotional well-being; Leaving Care workers; outdoor sports leaders, and many other staff who contribute in some recognised way to the young people’s workforce.

A CWDC Grant for 2009/10 of £21,000 is supporting capacity to take forward local planning in relation to:
· Scoping who is in the Youth Support Services Workforce, numbers and settings

· Scoping existing qualifications

· Identifying recruitment and retention issues, including identification of under represented groups

· Identifying needs of specific groups, for example part time workers and those working with vulnerable groups (in line with planning for Targeted Youth Support)

· Identifying leaders and managers

· Training and development needs linked to CAF/LP, ContactPoint and Information Sharing to support planning in relation to Targeted Youth Support

Establishing an infrastructure which supports integrated workforce planning for the Youth Support Sector has been a priority in order to ensure that we can locally respond to changes and reforms arising from the Young People’s Workforce Development Programme. This is in response to the goal set in the 10 year Strategy Aiming High for Young People to develop a skilled and competent workforce delivering the most effective practice known to improve young people’s outcomes. This is reinforced in the 2020 Strategy.
Current areas that are being consulted as part of this Programme include:

· A Skills Development Framework to support delivery of integrated youth support services

· The introduction of Youth Professional Status (YPS), to ‘raise the bar’ in how professionals work together and with young people. This will be supported by a set of standards for assessing whether individuals have met the expectations of YPS

Work has already begun on a fully funded Leadership and Management Programme. The Head of Integrated Youth Service and a Voluntary Sector partner are currently taking part in a Leadership Enhancement Programme as a strand of the Youth Workforce Reform Programme, and 22 multi agency practitioners are enrolled on a Management Development Programme which begins in May 2009. A leadership development programme for emerging leaders in all sectors is due to start later in 2009.

This provides an indication of the scale of the reforms that will need to be taken forward locally, and an appropriate infrastructure to support planning is vital.
Voluntary and Community Sector

The CWDC Partners Programme (2007 – 2010) has provided targeted funding to support the involvement of the Third and Private Sectors in development, implementation and review of local children’s workforce strategies. Funding of £20,000 has been available for each year of the project. This Programme has been received positively in Newcastle, and has supported effective VCS engagement in development, implementation and review of the Workforce Strategy (identified as an area of good practice at a regional practice sharing event). The contract with CWDC is held by NCVS, and is focused on:
· Coordination role (this is provided by Pam Jobbins on behalf of the VCS, who is a member of the multi agency Workforce Reform Board and Youth Support Workforce Group)

· Communication and engagement work

· Representation

Key achievements include:

· Supporting ContactPoint preparations

· Coordinating the VCS response and contribution to the Integrated Working self assessment

· Briefing papers for the sector 
· Engagement with the One Children’s Workforce Framework
During 2009/10 CWDC are reviewing the Fund, including monitoring and reporting arrangements. The Head of Workforce Development and Partners Programme lead will contribute to review processes. 

Additional areas of progress

In addition to progress outlined above, engagement with Health and support from Health has been an area of significant progress. There is representation on the Workforce Reform Board from Newcastle and North Tyneside PCT and Newcastle Upon Tyne Hospitals Foundation NHS Trust (NUTHT), and a representative from Northumberland Tyne and Wear NHS Trust (NTW) has recently joined the Board. This has led to effective engagement and representation from Health.
The Health contribution has been further strengthened by the jointly funded Joint Health Commissioning Manager post. The post holder is a member of the Workforce Reform Board and the newly established Youth Support Services Workforce Group, and this has strengthened coordination, engagement and communication with Health in relation to Workforce Reform and planning. 
Health also contributed to the CWDC Integrated Working Self Assessment that was completed during the summer of 2008. Regionally many areas reported difficulties in engagement with Health in this, however in Newcastle there were 3 Health responses submitted (1 required), again providing evidence of engagement and support from Health. Health are key partners in the Key Worker Project (providing a coordinated package of support to families of children with complex needs), and additional resources have been secured via the Child Health Commissioning Group to support this work moving forward, as part of the Workforce Strategy. 
In comparison to progress and challenges reported in many areas, engagement with Health is an area in Newcastle where significant progress has been made and is an area of strength which will enable us to continue to develop this aspect of workforce planning.
Moving forward, while each health agency may currently have a workforce plan this may not cover the Be Healthy outcome.  It is recommended that to further integrate workforce planning, work begins to create a Workforce Plan/Strategy to ensure we can deliver improved health outcomes for children and young people across Newcastle and all the health agencies.  This would then need to be an element of the overarching Workforce Strategy and would support the Be Healthy Outcome.  
The establishment of a Parenting Workforce Group has also been a key area of progress, and planning is underway to develop a Training Pathway.

Moving forward

To further develop our Workforce Strategy and continue to achieve greater integration in workforce planning, work now needs to begin to establish an effective infrastructure to take forward the long-term change programme for social work, ensuring that this is aligned with the overarching workforce strategy. National priorities include:
· Improving initial social worker training

· Driving quality in professional practice to enhance Continuing Professional Development for frontline social workers 
· Attracting and retaining the brightest and best in social work
· Strengthening leadership, management and supervision of frontline social workers
This will be informed by the wide-ranging package of measures announced to deliver the step-change in child protection called for by Lord Laming and related action plan (May 2009). The action plan commits to greater openness and public scrutiny of local child protection arrangements, as well as more investment in training and support for front-line social workers.
Planning also needs to consider how to formalise progress that has been made in aligning School Workforce planning with the over arching Workforce Strategy. 
Work also needs to continue to ensure that organisational workforce planning complements and support the aspirations of the Children’s Trust for the children and young people’s workforce. The 2020 Strategy specifically highlights the role of Local Authorities and Primary Care Trusts in demonstrating excellent practice in their Corporate Workforce Strategies as major employers of the children and young people’s workforce. Strong foundations are in place to support this in Newcastle City Council, as the Head of Workforce Development is also the Children’s Services Directorate Lead for Workforce Learning and Development. This is enabling alignment between Directorate workforce planning (including needs arising from the Corporate Transformation Programme) and the overarching Workforce Strategy. 
· Development of an Integrated Working Training Framework 2009 – 2011
An Integrated Working Training Framework 2009 – 2011 has been completed to support the continued development and embedding of Integrated Working practices, new ways of working, and common understanding of the shared processes and tools which support Integrated Working (see Appendix 2). This includes: better information sharing; Common Assessment Framework and eCAF; Lead Professional role and ContactPoint. Building on existing CAF and Lead Professional training and support, this Framework:
· Supports the aims of integrated Children’s Services and Children’s Trust arrangements

· Supports the development of integrated working and early intervention and prevention

· Supports the duty to safeguard children

Pooling of resources and expertise to develop a citywide Training and Development Framework which supports new ways of working will reduce the costs that would otherwise need to be met within services and organisations to develop individual or single agency plans which support staff in new ways of working and their role in the broader children’s workforce.

Planning and implementation will be coordinated by the Head of Workforce Development and newly appointed Children’s Workforce Development Coordinator to ensure that dependencies and links between training and development for Integrated Working, Safeguarding, and Integrated Induction are effectively managed and coordinated, to avoid duplication, ensure consistency of key messages, and to maximise use of all available resources.

· Continued development of Key Worker Services
Led by a Steering Group, Key Working has continued to be developed to overcome some of the barriers faced by families with disabled children by providing effective coordination of services:

· 5 Key Workers from different professional backgrounds and agencies have delivered a Key Worker service to 10 families with disabled children under 4 years

· CAFs were completed with all families, and CAF is an integral part of the model

· Comprehensive evaluations have been completed, including parent/carer feedback collated by an independent worker, and questionnaires have been completed by Key Workers, front line managers and strategic managers.

· All parents interviewed said that they felt they had benefited from having a Key Worker, and the majority said it had helped to join up services for their benefit. “it’s very daunting as a parent with a child with additional needs with lots of different people coming in and out, having a person to arrange all these stops you feeling bombarded.” (parent)

· Those who had fewer services involved with the family commented that they could see the benefit of having a Key Worker in place for the future as more services become involved

· A number of parents mentioned completing CAFs and saw this as part of the process for communicating and coordinating services involved

· Practitioners involved in the pilot were very positive about the benefits of this way of working

· Parents are being invited to join the Steering Group

· A further 13 practitioners and 2 parents attended Key Worker training in November 2008. The 13 practitioners have also completed CAF training and will begin to work with families. This includes: 2 Community Nurses; 2 Physiotherapists; 3 Speech and Language Therapists; 3 Social Workers; 3 SENTASS Young Children’s Team Teachers

· Local planning for the Graduate Leader Fund (GLF)
A sub group of the Early Years, Childcare and Play Workforce Group has been established with responsibility for planning, delivery, monitoring and review of the Graduate Leader Fund, and to develop and implement a local approach to support the development of a graduate led workforce leading practice in every full daycare setting in Newcastle by 2015 (and two in settings in the most disadvantaged areas):

· An Early Years Professional (EYP) Network is in place, supported by CWDC funding.
· It is currently predicted that 77 graduates/EYPs will be needed by 2015 and a local trajectory has been set to achieve this.
· At present there are 19 graduates in settings across the city – identified through a consultation exercise (July to September 2008) and Graduate Leader Fund applications.
· Of these 15, 8 are EYPs attending the EYP Network. We are currently funding a further 2 graduates (via the GLF) who are undertaking the Early Years Professional Pathway (one on the short pathway, and one on the long pathway).
· Through the Early Years Training Budget we are funding Level 3 – Level 6 courses for 55 childcare workers (working within Early Years settings). In relation to Level 3 conversions to graduates, this will be impacted by the release of the new qualifications framework by CWDC (applicable from September 2009 for those delivering the Early Years Foundation Stage). Planning will be reviewed to take account of the new qualifications framework.
· Information booklets have been issued to all settings on the roll out of the GLF in Newcastle and the funding available.
· A database is being developed to log applications and to monitor progress and impact of the Fund.
· Integrated Induction Programme
Since our pilot of Integrated Induction for 18 multi agency practitioners in 2006/07, dedicated lead trainer capacity has been secured to lead local planning and delivery, and to ensure that planning takes account of safeguarding and integrated working training and development. 4 further courses have been delivered to 71 multi agency practitioners. 
The course is based on Common Core skills and knowledge for the children’s workforce, and provides an opportunity for practitioners from a range of agencies and backgrounds to train alongside each other and improve understanding of the various roles and responsibilities they have in improving outcomes for children, young people and families. Capacity has been provided by a range of partners to provide additional expertise relating to specific modules. Feedback from participants continues to be very positive about the course and supporting materials, and 3 further courses are planned for 2009/10:
“I believe that this course would be invaluable… for the whole children’s workforce including practitioners at all levels. The course was a refresher to issues I covered at University but I was able to refresh my knowledge and apply them to current practice.” (Participant, October 2008).
Section 3: Analysis of Progress
(including effectiveness of implementation and delivery arrangements)
Section 2 highlights progress in specific projects or areas of work that were identified as a priority in order to support the achievement of medium and longer term Workforce Strategy objectives. Supported by the broader evidence collated in the April 2009 Workforce Strategy Review documentation (appendix 1), significant progress has been made in development and implementation of Newcastle Children’s Services Workforce Strategy. This is supported by external feedback from CWDC. 
Workforce planning is increasingly taking place within a broader strategic context, and is supporting improvement planning. This has been strengthened by the leadership of Workforce Reform at a strategic level by the Director: Performance and Commissioning, who also now chairs the Workforce Reform Board. 
Planning has been reviewed to take account of the 2020 Children and Young People’s Workforce Strategy and the national One Children’s Workforce Framework. Based on the extent to which we have been able to respond to the growing regional and national workforce agenda, effective systems are in place to ensure that local workforce planning is informed by regional and national priorities for workforce reform. This is supported by an annual review process and a Project Management Framework. Planning will continue to be reviewed on an annual basis to support and respond to:

· local, regional and national priorities;

· emerging local models of integrated working and service delivery;

· the changing needs of those delivering services which become increasingly responsive to, and shaped by, the needs of service users.

There is a growing understanding of the Workforce Reform agenda, and the role that workforce development, deployment, recruitment and remodelling play in this, including supporting the culture change necessary to achieve our over arching objectives for the workforce in order to support improved outcomes. This is evidenced by progress achieved to date in implementation, and by the reshaping and capacity building that has taken place within service and organisational workforce planning to support Workforce Reform, liaising with the Head of Workforce Development. 
In addition to central resources funded by Newcastle City Council, partners are increasingly contributing to implementation by providing access to free venues for training; trainer capacity; and dedicated workforce leads/capacity within services or teams to support the Workforce Reform agenda. In addition, funding contributions to support implementation have been received from Early Years, Childcare and Play, and the Child Health Commissioning Group (to support the next phase of key Working). A 2009/2010 Budget Plan was presented to the Workforce Reform Board on 1st April 2009 (see Appendix 3).

Moving forward, and building on the strong foundations that are now in place, work to integrate workforce planning into an overarching Local Workforce Strategy needs to continue. This will enable us to further support improving outcomes planning by matching resources, expertise and planning to agreed Workforce Reform priorities, based on a holistic view of the needs of individual sectors or teams and of the workforce as a whole.
Areas for consideration are likely to include:

· Building capacity to manage risk

· Developing complementary roles and responsibilities/services focused around improving outcomes

· Building capacity and expertise to intervene at early signs of difficulty

This includes two key aspects, each of which supports the other:

Workforce deployment 

(this may be within and/or across tiers of service/provision)

· Within universal services/provision/entitlement to meet the needs of all children and young people and additional intervention to prevent problems from occurring 

· Targeted services or support to:

·  Meet additional needs of those who are most vulnerable to poor outcomes;

· prevent needs escalating;

· where specialist services are no longer required and risk can be effectively managed without specialist services

· Specialist services/provision for children and young people with complex needs

This will be informed by chosen delivery models, for example:

· Services provided/located within universal settings

· Contribution to virtual teams (for example Team Around the Child)  to combine professional skills and expertise to enhance coordination and delivery of services

· Multi agency/ inter-professional services/teams: formal arrangements for combining professional expertise , knowledge and skills to enhance coordination and delivery of (identified) services

· Specialist services
Workforce development 

(this may be own professional development within professional or occupational functions and contributing to supporting the development of others)

· Developing and maintaining specialist skills and knowledge, including responding to the specific needs of children and young people from vulnerable groups

· Developing a common platform of skills, competences and values (Common Core skills and knowledge for the children’s workforce) that are shared by all who work with children and young people

· Working together/integrated working – developing skills and capacity for working effectively together to improve outcomes across organisational and professional boundaries, including being clear about when and how they should work together

Further consideration also needs to be given to the extent to which Workforce Reform and development to support safeguarding is reflected in the refreshed Workforce Strategy. Work is currently being undertaken nationally by CWDC to strengthen the One Children’s Workforce Framework and One Children’s Workforce Tool in relation to safeguarding, informed by the Laming Report. As this becomes available, this will inform and support local planning, along with the revised Working Together to Safeguard Children document (expected December 2009). 
Membership of the Workforce Reform Board with responsibility for leading Workforce Reform has been regularly reviewed, and has focussed on representation from the core workforce. Meetings continue to be well attended. Membership will need to be reviewed following the Analysis Workshop and as planning progresses for the refreshed Workforce Strategy, to ensure that key partners are represented and at an appropriate level to ensure continued leadership of Workforce Reform (appropriately linked to Children’s Trust arrangements).

(Current Board membership is shown on the following page).

Current Board membership is as follows:

	NAME
	Role in Transformation (working across all partners in the Children’s Workforce)

	Becky Dunn
	Head of Workforce Development (Children’s Services Workforce Strategy lead)

	Martin Surtees
	Director (Performance and Commissioning)

	Sarah Jackson
	Transforming Outcomes Programme Manager

	Janette Brown
	Area Locality Manager

	John Brown
	Information Sharing Coordinator

	Grainne Fegan
	CAF Coordinator

	Sue Kirkley
	Newcastle Safeguarding Children Board Coordinator


	NAME
	Children’s Services Workforce Representatives

	Jan Brown
	CAMHS

	Jane Johnston
	PCT

	Susan Nelson
	Hospitals Trust

	Andy Roberts
	Health Network

	Karen Bower
	School Improvement

	Helen Walker
	School Workforce 

	Helen Woods-Waters
	Early Years, Childcare and Play Workforce

	Sara Morgan-Evans
	Integrated Youth Service/Connexions 

	Don Irving/Theresa Lovegreen
	Youth Service 

	Pam Jobbins
	Voluntary Sector (WSPP lead)

	Mick Dunn
	Inclusion Services 

	Sue Miller
	Parenting Practitioners (lead for Parenting Support Strategy)

	Karen Simmons
	Acting Head Children’s Social Care

	Ruth Rogan
	Head Children & Young People in the Community (and lead for 4.3 leadership & mngt)

	Paul Brownlee
	YOT Workforce lead

	Gary Daglish
	Adult Services/Children’s Social Care


	NAME
	Organisation representatives

	Jan Kincaid
	Acting Head of Learning & Development, NCC

	Lisa Rippingale
	Senior HR Consultant, NCC and Project Assurance

	Helen Finkill
	Union representative, NCC (receiving minutes)

	Lynne Mcgurk

	Union representative, NCC (receiving minutes)


Internal and external communication and reporting has been supported and enabled by current implementation and reporting arrangements:
CURRENT WORKFORCE STRATEGY STRUCTURES AND REPORTING ARRANGEMENTS











Workforce Strategy – Implementation Framework
Next steps
As a result of our annual review process, the following high level priorities have been identified for 2009/10:

1. Development of a Children’s Social Care Workforce Strategy (taking account of the Laming Report and 2020 Children and Young People’s Workforce Strategy).

2. Implementation of the CAF Performance Management Framework (to be reviewed December 2009).

3. Preparation of a refreshed Newcastle Children and Young People’s Workforce Strategy, informed by: 2008/09 Newcastle Workforce Strategy review; June 2009 Analysis Workshop; locality working review; the new Newcastle Plan for Children and Young People; regional workforce planning; and national developments and priorities.

4. Planning for the interim roll out of eCAF.

5. Implementation of the Integrated Working Training Framework 2009 – 2011.

6. Continued implementation of regional workforce projects.

7. Continued strengthening of links between sector specific workforce planning, regional workforce planning and the overarching Newcastle Workforce Strategy.

Informed by our annual review process, a range of existing evidence, and evidence generated through the One Children’s Workforce Tool, an Analysis Workshop will take place in June 2009 to analyse progress on our journey to a reformed and integrated workforce and identification of further priorities that need to be addressed to get there. This will inform a report to be submitted to the Children’s Workforce Development Council (CWDC) by the end of June 2009.

Summary

Local evidence and external feedback from CWDC confirms that significant progress has been made in Newcastle in integrating workforce planning across a range of partners and in establishing strong foundations for continued Workforce Reform, with evidence of engagement from a range of partners.
Planning will continue to be reviewed on an annual basis to support:

· local, regional and national priorities;

· emerging local models of integrated working and service delivery;

· and to respond to the changing needs of those delivering services which become increasingly responsive to, and shaped by, the needs of service users.

Becky Dunn (Head of Workforce Development)
12th May 2009

Annex A: Members of the Children’s Workforce Expert Group

External Chair

Maggie Atkinson, President of ADCS and DCS of Gateshead Council

Members
· David Bartlett, Fatherhood Institute (attended instead of Duncan Fisher)

· Viv Bennett, Deputy Chief Nursing Officer

· Fiona Blacke, National Youth Agency

· Ian Carter, ACPO Youth Issues Staff Officer & Essex police

· Dr Hilary Cass, Royal College of Paediatrics and Child Health

· Nasso Christou, Archway Children’s Centre

· John Chowcat, Aspect

· John Dunford, ASCL

· Paul Ennals, Children’s Workforce Network & National Children’s Bureau
· Steve Munby, National College for School Leadership (NCSL)

· Joanne Grail, Deleware Primary School, Cornwall

· Steve Grainger, Youth Sports Trust

· John Guy, Farnborough Sixth College

· Jane Haywood, Children’s Workforce Development Council

· Jane Held, LGA – Narrowing the Gap Project

· Graham Holley, TDA

· Maggie Jones, Chief Executive of NCVCCO

· Chris Keates, NASUWT

· Christina McAnea, UNISON
· Doug Nicholls, General Secretary, the Community & Youth Workers’ Union (CYWU)

· Liz Railton, Together for Children

· Brian Strutton, GMB

· Mike Thomas, Head of Youth Offending Services, West Sussex

· Jane Williams, PCT, NHS, Warwickshire

· Richard Williams, Chief Executive, Rathbone
Director: Performance & Commissioning
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(Implementation of Newcastle Children’s Services Workforce Strategy)
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Youth Support Services Workforce Group





Regional Workforce leads forum





Chaired by CWDC Regional Development Manager, and acting as Project Board for RIEP funded workforce projects.














North East Regional Development Manager (CWDC)





Children’s Workforce Development Council (CWDC)





Supporting development and implementation of local integrated workforce strategies








Early Years, Childcare and Play Workforce Group





Parenting Support Workforce Group





CHILDREN & YOUNG PEOPLE’S STRATEGIC PARTNERSHIP EXECUTIVE





Multi agency Integrated Working Trainers Group 


(to be established 09/10)
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