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REASON FOR BRINGING 

TO IMPROVEMENT 

BOARD 

Improvement Board has requested a report providing an insight 

into the distance travelled, in terms of performance and practice, 

since the Ofsted inspection. This report draws upon our 

performance reporting, quality assurance activity and workforce 

data to outline the extent of progress to date. 

KEY ISSUES: 

1.0 At the last improvement board, the council leader requested a report that would provide 

board members with an insight in to the ‘distanced travelled’ since the Ofsted inspection 

in 2017. This evidenced a concern amongst board members at the pace and impact of 

improvement activity and the extent to which it had addressed the 2017 inspection 

findings. In response, this report draws upon our performance, quality assurance and 

workforce data in order to provide an overview picture of progress to date. 

 

2.0 As a starting point it is helpful to reflect on the outcome of the 2017 inspection and some 

of the key findings set out within the executive summary of the resulting report. These 

include: 

 Serious concerns were raised about the integrity of the senior leadership team (SLT). 

 Significant discrepancies were found in the information provided to inspectors by 

senior leadership. 

 The quality and accuracy of performance information available to senior managers 

were judged to be poor. 

 Quality assurance processes were underdeveloped and not sufficiently well targeted 

or purposeful. 

 Management oversight was inadequate, lacking rigour and direction. 

 Significant weaknesses in social care practice were prevalent across help and 

protection and some areas of children looked after. 

 Children were not seen early enough by social workers.  

 Thresholds for access to services were not consistently applied. 

 Assessments, decision making and planning for children were poor.  

 Case records were poorly maintained. 

 Child in need and child protection plans were not sufficiently clear or robust. 

 Children experienced a high number of repeat referrals and child protection plans. 

 

 

3.0 As the above illustrates, the challenge for Gloucestershire County Council was not only to 

improve practice but also to build an infrastructure for performance and quality assurance 



that provides senior leadership, both within children’s services and corporately, with the 

information necessary to judge the effectiveness of services and act accordingly when 

intervention is shown to be necessary.  As such this report updates on both aspects of our 

improvement journey. 

 

4.0 Since the inspection children’s services, Children’s Services SLT has worked closely with 

the corporate performance team to ensure it has a comprehensive range of metrics in 

place.  Key aspects of that work have been to ensure that these follow the journey of the 

child from contact to permanence and use national indicators to enable meaningful 

comparisons to be made with similar localities.  A further aim was to rebuild confidence in 

the objectivity and accuracy of performance data in light of the criticisms made by Ofsted.  

Key to this work has been to ensure that indicators follow nationally determined 

methodologies for accuracy and that data is generated via Liquid Logic (LL) whenever 

possible, thereby reducing our reliance on manual processes which are more open to 

error and manipulation. 

 

5.0 A comprehensive performance framework is now in place that provides all levels of 

management with daily, weekly and monthly reports down to service, team, practitioner 

and child level data. Throughout the monitoring visits undertaken since the inspection in 

2017, Ofsted have commented positively on the development of our performance 

reporting arrangements.  The Ofsted monitoring visit report February 2020 stated ‘Senior 

leaders and managers use multi-layered performance management information to 

carefully track the quality of services and the impact they have on children.’ The 

framework will continue to develop over the coming months as we seek to incorporate a 

wider range of data within LL reporting and begin to explore issues such as 

disproportionality in greater depth, in support of our improvement activity. 

 

6.0 Attached at Appendix 1 is a summary overview of key performance indicators comparing 

current performance with that at the time of the Ofsted inspection and linking whenever 

possible with inspectors’ observations in the published report. It is important to note that 

it has not been possible to make direct comparisons for some key indicators due to the 

lack of accurate data at the time of the previous inspection.  A further consideration is the 

majority of indicators focus on volume and timeliness and as such these are quasi, rather 

than direct, measures of quality: 

 

 Decision making in the MASH is timely with the appropriate application of thresholds 

 The number of children without an allocated social worker has decreased markedly 

from around 88 children at the time of the inspection to 0 in June 2020. 

 Children open to the services as a child in need, child in need of protection or in our 

care are being visited regularly and this performance has been sustained through the 

current COVID-19 pandemic. 

 Initial visiting, which is significant for our initial response to risk and uncertainty, has 

improved markedly from around 43% at the time of the inspection to 86% currently.  

 The timeliness of strategy discussions and commencement of Section 47 enquiries 

has improved however more improvement is needed for ICPC timeliness.  



 Children in Care and Care leavers have up to date care and pathways plans which are 

subject to regular review. 

 The volume of repeat work including re-referrals, re-admissions to care and repeat CP 

plans remain high and require further improvement to bring these in line with 

comparators. 

 Placement stability, both short and long term, also requires improvement and work is 

underway through our sufficiency strategy with the commissioning and in-house 

fostering services to address this. 

 Caseloads for social workers have reduced, with the proportion of social workers 

holding responsibility for 18 children or less at 78% with 92% having 22 or less. 

 

7.0 At the time of the 2017 inspection, audit activity was limited with the inspection team 

raising questions about its scope, accuracy and rigour. Since the inspection our quality 

assurance has been in a process of fairly continuous, incremental development. The 

current Head of Quality and Safeguarding took up post, on a seconded basis, in Autumn 

2018 and has played a key part in those developments.  At that time the number of audits 

completed each month averaged in the mid 20’s, with a corresponding lack of whole 

service representation and continuing concerns about undue optimism in our judgements.  

By way of comparison, in the 3 months prior to the COVID-19 pandemic we averaged 58 

completed audits per month and this has been sustained as case file audits have 

recommenced in June when 54 audits were completed.   

 

8.0 Current audit activity now encompasses the full range of social care activity and cases are 

carefully selected to provide full service representation and ensure each practitioner’s 

work is audited at least twice per year. Ofsted monitoring visits also reported an 

increasing confidence that our audit judgements are generally accurate but with a 

concern about translating this into positive impact for children. At the time of the Director 

of Children’s Services appointment the proportions of inadequate and requires 

improvement work were substantial and broadly similar. In contrast the most recent June 

data evidences 33% good, 48% requires improvement and 19% inadequate. 

 

9.0 In May this year the Quality Assurance Framework was subject to a comprehensive 

revision in order to encompass a wider palette of assurance activity such as targeted and 

thematic audits and observations of practice. It also enhanced the links with quality 

improvement and quality control activity acknowledging that a greater emphasis on 

quality control at the point of completing work is necessary in order to increase the pace 

of improvement. The revision also sought to respond to Ofsted’s observation about 

assurance activity impacting positively for children by using audit findings to target 

improvement activity towards under-performing teams and services. 

 

10.0 A further challenge since inspection has been to stabilise and develop our social care 

workforce. The Social Work Academy is now well established as the focal point of 

workforce learning and development and also supports compliance with national 

accreditation requirements, albeit that our training programme has been impacted by the 

COVID-19 pandemic.  Our training and development offer now compares favourably with 



comparators and is helping us to become a more attractive destination for practitioners.   

 

11.0 In the period following inspection the proportion of agency workers peaked at around 

50% but has reduced to 29% currently and will decrease further over the coming months 

as our ASYE and student social workers progress to take up permanent posts. Turnover 

has also improved and feedback from staff surveys undertaken during the Covid crisis 

show that staff have appreciated the regular communications and briefings from senior 

leadership.  

 

 

RECOMMENDATION FOR IMPROVEMENT BOARD: 

1.0 The Improvement Board is asked to note the content of this report and agree to receive a 

further update on distanced travelled at a future meeting. 

CONCLUSIONS: 

1.0 The Ofsted inspection of 2017 judged services to be inadequate overall. Within that 

judgement were two fundamental challenges; firstly, to improve the quality of practice 

and outcomes for children and; secondly, to build the infrastructure and arrangements 

to ensure that senior leaders have the information necessary to determine whether 

improvement is occurring. 

 

2.0    Overall the information set out in this report confirms that progress has been made in both 

areas although more improvement is needed. The evidence suggests that good progress 

has been made with our quality assurance and performance arrangements whilst more 

improvement is needed in the pace, consistency and impact of social work practice, in 

order to become a good authority in line with our ambitions. The volumes of repeat 

activity being a particular area of focus for improvement activity. 

 

  



                    

Appendix 1: Updated Ofsted Position July 2020 
                    

  Indicator Mar-17 Jun-20 Target Benchmarking Inspection 

Decision Making 
and Allocation 

Timeliness of initial decision making following contact (within 24 hrs)    92% 90%       
For a number of contacts, inspectors saw delays in 
decision making for children 

  

Timeliness of final outcome following contact (within 48 hrs)   tbc 95%       

Decision making following contact (Red RAG rated)   tbc 90%       

Children with no allocated worker for more than 2 weeks 88 unallocated 
from contact date 

0 0      In some cases children and families are not allocated a 
Social Worker for several weeks 

 
Children allocated to a Manager for more than 2 weeks 3 0      

Seeing and 
Working with 
Children 

Timeliness of visits to Children in Need 
89.3% seen in the 

last 7 weeks 
93% 90%      

Social Workers do not visit children regularly enough 

Timeliness of visits to children subject to a protection plan 
93% in the last 4 

weeks 
95% 90%      

Timelines of visits to children in care 92% 92% 95%        

Care Leavers in touch within the last 6 mths   96% 95%  87.1% 94% 

Children for whom there has been no activity within relevant timescales  26 10 0        

Assessment/ 
Enquiry, Planning 
and Review 

Timeliness of initial visits to children  

43% 
S17 42% 
S47 61% 

19.5% closed not 
seen 

86% 
S17 88% 
S47 76% 

11% closed not 
seen 

85%      60% 









Timeliness of Strategy Discussions (within 5 w.days of request) 72% 87% 90%      Strategy Discussions are frequently delayed 

Timeliness of S47 Enquiries 77% 92%           

Timeliness of completing ICPCs (within 15 w.days) 66% 73.3% 80%  73.1% 
Delays between Strategy Discussions and ICPCs were 
seen too frequently 



Timeliness of assessment completion 82% 88% 85%  81.7%     

Children in Need with an up-to-date review   80% 85%          

Timeliness of implementing CiN plans (within 3 mths of referral or CP)   97%             

Children in Need on plans for less than 1 year   92% 90%          

Children subject to a protection plan for less than 2 years 97% 98% 98%  97.6%     
but equates to 

the same number of 

children

Up-to date RCPC   99.4% 95%  75.2%       

Children in care with an up-to-date assessment    94% 95%          

Timeliness of children in care reviews   100% 98%          

Children in care with an up to date PWP   86% 90%          

Care Leavers with an up to date PWP   94% 90%         

Repeat Work 

Re-referrals 24% 32% 24%  19.7%   

Repeat CP plans (all CP)   35%          1/3 

Repeat CP plans (in month) 25% 33% 25%  22.4%   

Readmissions to care (Rolling Year) 
17% (RY) 

16% (Mar-17) 
22% (RY) 

50% (June 20) 
       

17%  
The proportion of children returning to care is still too 
high 





                    

Stability 

Stability - Children in care who have had 3 or more placements in the 
last 12 mths (All PoCs) 

13.2% 17.5% 12.7%  9.8%   

Stability - Children who have been in care for at least 2.5 yrs and in the 
same placement at least 2 yrs 

73.1% 60% 65%  70.1%   



Stability - 3 Social Workers or fewer within the last 6 months - All 
children   

79%         
Children are experiencing too many changes of Social 
Worker 

 

Stability - 3 Social Workers or fewer within the last 12 months (CiC)   59%     

66% 
Inadequ
ate LAs 

75% G/O 
LAs 



    

  

  

  
 

         

Health and 
Wellbeing 

Timeliness of health assessments for children in care   93% 95%          

Timeliness of health assessments - Over 5's    86% 95%          

Timeliness of health assessments - Under 5's    95% 95%          

Timeliness of completing IHAs   75% 95%          

Timeliness of dental assessments   75% 85%          

Placements and 
Accommodation 

Children in care placed OoC 16% 22%           

Children in care placed OoC - more than 20 miles 12% 18% 19.1%  19.1%    

Children in care accommodated under Section 20 
 34% 

208 children 
27.2% 

208 children 
25%  18% 34% 

but equates to 

the same number of 

children

Care Leavers in suitable accommodation (All)   86% 
 

      Most care leavers feel safe in their accommodation, 
but not all care leavers spoken to by inspectors felt 
safe in their accommodation or in Gloucestershire 
generally 


Care Leavers in suitable accommodation (19-21 Yrs) 87% 91% 95%  83.8% 

Missing 

At least 1 return interview completed for children with a missing 
episode(s)   

78% 82%      41% 

Return Interview completed within 72 hours   77% 80%          

Children in care who have had a missing episode(s) within the last 12 
months  

8% 15% 11.9%  10.6%   

Education 

School aged children in care with an up to date PEP  
Early Years 
Reception-Year 11 
Post 16s   

 
70% 
92% 

no data 

        PEP data needs validation 

  

School aged children in care in mainstream education             
The proportion of children returning from alternative 
provision is only around 87% in secondary education 

 

School aged children in care persistently absent  (Attendance less than 
90%) 

  

23% (measure 
not in line with 

national 
definition) 

11.9%  11.9%  
Strategies to improve attendance have not as yet had 
a positive impact from Year 11 onwards 

 

School aged children in care with a f/t exclusion(s) 
440 school days lost 

  13%     12.7%  15% 

Care Leavers EET (All) 47% 43%         
High number of care leavers NEET 



Care Leavers EET (19-21 Yrs)   43% 55%  53.9%   

Workforce 
Average children held per fte Social Worker 16 14     19.4 

Social Worker caseloads too high 


Social Workers holding 18 or fewer  children per fte   78% 100%      

Proceedings 
Pre-proceedings (YTD)   82% (ytd) 80%          

Court cases completed within 26 weeks (YTD)   67% (ytd) 61%  61% 43% 

 


