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1 introduction

The Institute of Public Care has been asked by the Social Services Inspectorate for Wales (SSIW) to prepare a framework for the collection of information to inform the effective commissioning of children’s services. The definition of commissioning which has been used to inform this exercise is ‘the process of specifying, securing and monitoring services to meet people’s needs at a strategic level’
, and the assumption has been made is that it is undertaken jointly across all relevant agencies, including: health, social care and education. The commissioning process can be described diagrammatically in the following way:


The assumption is that all four activities in the cycle are equally important, that they follow sequentially, and that some information will be relevant to different aspects of the cycle. For example: information about the quality and effectiveness of services will need to be collected for the purposes of building a commissioning strategy, but also for the purposes of reviewing the strategy.

Within children’s services overall, six suggested sub-populations or client groups have been identified for the purposes of this framework. The sub-populations are based on the tiers within the Hardiker Model
, but in two cases, an additional sub-population has been created to include children who may have needs that fit into a number of tiers. These are: children with disabilities and children who require services to promote their mental health and emotional wellbeing.

The six sub-populations are as follows:

· Children who are vulnerable

· Children in need

· Children who are at risk of abuse and neglect

· Children who cannot live at home – who are either looked after or adopted

· Children with disabilities

· Children who require services to promote their mental health and emotional wellbeing

For each sub-population, we have identified the key questions which partner organisations need to ask to effectively commission services, based on key national policy and information requirement publications for children’s services. We have then identified the information that is required to answer the questions, and suggested potential or actual sources of data. The questions and data sets are grouped by the following core commissioning activities within each sub-population:

Understanding national requirements / best practice

Understanding needs

Understanding provision

Understanding the costs and quality / effectiveness of services

commissioning services for children at risk of abuse or neglect

The Victoria Climbie Inquiry and the Joint Chief Inspectors’ reports on safeguarding children identified a number of problems with the current system for safeguarding children. They also identified how organisations are expected to move towards a better children’s safeguards system, where child protection services are not separate from support for families, but are part of the spectrum of services provided to help and support children and families. This document seeks to identify the key issues and information requirements for commissioning services for children at risk along that spectrum, including:

· Services to prevent and protect children from abuse and neglect, in particular services to support families most at risk to care for children in a safe environment. The more general information requirements for commissioning services for children in need are outlined in that template. 

· Services to promote good and timely identification of abuse and neglect.

· Specialist investigation, coordination and planning services for children who may have been abused or neglected.

· Services available to children and young people after abuse or neglect has been disclosed, including specialist services provided once they have been removed from their natural parents and are looked after by the council. General placement and other related services for looked after children are considered more fully in the template dedicated to those services.

For the purposes of commissioning services to children at risk of abuse or neglect, the following questions and information requirements are pertinent:

Question
Information required
Suggested information sources
Notes / rationale

1. Understanding national requirements / best practice

1.1. What do we know about ‘what works’ in terms of the commissioning and organisation of services to identify, investigate, and reduce the risk of abuse and neglect, and for children who have been abused or neglected. What do we know about what works in terms of interventions to meet the developmental and emotional needs of children who have been abused or neglected, from:

· National guidance and best practice

· International research

· Local best practice


Information about costs and effectiveness of:

· Services to promote good and timely identification of child abuse and neglect, including training and support for professionals who come into contact with children and families, such as teachers, community nurses, community and hospital-based doctors, health visitors, youth justice workers, youth workers, and social workers

· The organisation of multi-disciplinary services to investigate child abuse and neglect

· Effective common assessment and information-sharing arrangements

· Services that are likely to reduce the risk of parents and other significant adults abusing or neglecting their children (in particular once abuse has been disclosed or for families most at risk, e.g. families with substance misuse problems, families with mental health problems, young parents or parents who have been in care, families with domestic violence, children with disabilities
· Services to support children and families once abuse or neglect has been disclosed, including services aimed at enabling a parent to safeguard the child and to promote their capacity to respond to the child’s needs, as well as interventions to ameliorate the adverse effects of abuse and neglect, and meet the needs of the child
· Welsh Assembly Government, including The Framework for Partnership and Children First publications and materials (e.g. Safeguarding Children: Working Together for Positive Outcomes)

· SSI for Wales publications

· Department of Health ‘Costs and Effectiveness of Services for Children in Need’ Research Initiative

· SCIE and NICE

· National Service Framework and best practice website: www.wales.nhs.uk/nsf

· Key messages from the Climbie and Clwych Enquiries

· Areas using Health Act flexibilities to commission / provide services

· Local service managers

· Local voluntary and independent provider organisations

· Local Partnership Documents

· Local / regional forums for sharing best practice.

· Benchmarking activities
Good commissioning relies on evidence about what works in the organisation and delivery of services.

Government guidance specific to services for children at risk of abuse or neglect emphasises this general rule by stating that: ‘Decisions about how to intervene, and what services to offer should be based on evidence about what is likely to work best to bring about good outcomes for the child’. 

Safeguarding Children: Working Together for Positive Outcomes



1.2. What are the key national drivers and expected outcomes for services to children at risk of abuse and neglect for the next 3-5 years?
· Information about key national drivers and expectations for services from all agencies involved in promoting the safety of children and their protection from harm
· Welsh Assembly Government

· DfES

· Key national guidance and legislation

· National Service Framework


1.3. What are the key local priorities and priorities for services for children at risk of abuse or neglect for the next 3-5 years?
· Key priorities drawn from a number of different planning and other service documentation relating to children’s services and services for children at risk of abuse or neglect
· Local Children’s Services Plan
· Local Children and Young People’s Framework (Plans) and annual reviews

· Local Service and Financial Framework (SAFF)

· Local Education Strategic Plan

· Police plans

· Local best value review reports (where undertaken)


Question
Information required
Suggested information sources
Notes / rationale

2. Understanding needs

2.1. What do we know about the incidence and prevalence of abuse and neglect from national statistics and studies?
· Prevalence estimates from general population studies (largely self assessment questionnaires or interviews of the youth or adult population)
· Information about incidence from sources, e.g. incidence and trends in incidence of registration on the child protection register nationally and by authority; referral statistics
· An example of a recent large-scale prevalence study is: 'Child Maltreatment in the United Kingdom - A Study of the Prevalence of Child Abuse and Neglect' by Cawson, Wattam, Brooker and Kelly, 2000, NSPCC

· Local Government Data Unit (www.lgdu-wales.gov.uk)




2.1. What is the number and proportion of children reported to have been abused or neglected locally compared with national and comparator authorities?
· Information about overall local incidence from child protection register statistics, and from referral data
· Local Government Data Unit (www.lgdu-wales.gov.uk)

· Local SSD management information systems


2.3. What are the characteristics of children on the child protection register locally that can be gleaned from statistical and other recorded information about individual children?

Have these characteristics changed over the last 3-5 years?
· Children and young people on the child protection register by category of abuse, age and gender, compared with  national and comparator authorities

· Children and young people registered and de-registered on the child protection register during the last 12 months by category of abuse, age and gender, and comparisons with national and comparator authorities
· Local Government Data Unit based on local annual returns to central government, including trends over the last 3-5 years
The overall aim of these activities is to start to identify what is the demand for protection and other services locally, and what have been the trends over recent years. The data may also help to identify where there are gaps in preventive services.

2.4. What are the characteristics and needs of children at risk of abuse or neglect, or who have been abused or neglected locally that can be aggregated from social services’ records? What are the key characteristics of their carers and families?
For children who have been abused or neglected, or who are at risk of significant harm (who are on the child protection register):

· Key parent / perpetrator characteristics (e.g. substance abuse, mental health, social isolation, mental health problems, abuse in childhood, age, learning disability)

· Key family / socio-economic characteristics (e.g. domestic violence, large family, frequent house moves, unemployed parent(s), poor housing)

· Key child circumstances and needs (e.g. child with disability, aggressive behaviour, self-harm, criminal activity, running away, substance abuse, eating disorder, disturbed play, prostitution, sleep disturbance, attachment issues, anxiety and depression, school achievement and behaviour issues
· Regular collection or audit of child and family characteristics / needs by agreed criteria – obtained from initial and / or core assessments, care plans
· Key themes about the characteristics and needs of children at risk of abuse or neglect, or who have been abused / neglected from national and international research
The data collected for the purposes of annual returns will only provide a limited amount of information relating to key characteristics and likely needs of children at risk and their families, which should be supplemented with more in-depth understanding of child and family characteristics / needs.

Ideally, this information should be aggregated from joint needs assessments, and combined with what is known from national and international research about the needs of looked after children.



2.5. What are the views of child assessment or commissioning managers and professionals about the characteristics and needs of abusive families and children who are at risk of significant harm, including unmet needs?
· Regular stakeholder feedback through questionnaires, focus group meetings or telephone interviews with key managers or professionals about the needs of local children, trends in presenting needs, and unmet needs
· Local authority SSD managers within children’s services

· Local ACPC / Children’s Safeguarding Board members

· Police representatives involved in child protection

· Key representatives from health services, including LHB and hospital trust services

· Children’s Guardian Services (CAFCAS)


2.6. What are the views of provider services about the needs of children at risk of abuse or neglect and their families, including trends and unmet needs?
· Stakeholder feedback through questionnaires, focus group meetings or telephone interviews with key managers about the needs of local children living away from home, and trends in presenting needs
· Voluntary organisation providers (e.g. therapeutic services)

· Drugs and alcohol services

· Domestic violence services

· Family Placement Services

· Foster Carers

· Residential provider services

· CAMHS services

· Training and support services (relating to child protection)


Question
Information required
Suggested information sources
Notes / rationale

3. Understanding provision

3.1. What services are currently accessed or available locally to prevent child abuse and neglect, and to promote the identification and appropriate response from workers in contact with children and families?
Information about, for example:

· Services to ensure that everyone who works with children, parents and other adults in contact with children should be able to recognise, and know how to act upon, indicators that a child’s safety or welfare may be at risk. Example workers include: teachers, doctors, health visitors, youth workers, mental health workers, substance misuse workers, police officers, probation workers
· Services designed to inform children about how to keep themselves safe and ask for help
· Services designed to assist children in communicating about abuse or neglect, including advocacy services for vulnerable groups, e.g. looked after children or children with disabilities

· Services to promote and facilitate effective information sharing between agencies
· Child protection advisory services for referring or potentially referring professionals and others
· Early intervention services to support families at risk of abuse or neglect, including those aimed at specific groups, e.g. parents with mental health problems or with substance misuse problems

· Designated doctor, nurse and midwife services for each NHS Trust

· Nominated lead practitioner services within each primary care practice

· Named child protection co-ordinator services in each Local Authority
Potential sources include:

· Local safeguarding board

· Key agencies involved in child protection, e.g. social services, police, health

· Local commissioners and providers of training to prevent or detect / handle child protection concerns
The Laming Enquiry identified that there needed to be a clearer focus on child protection outside of specialist social or police services, and greater access to workers in contact with children and families to child protection guidance. There also needed to be improved clarity about what information can be shared across agencies, and improved take up of child protection training amongst key professionals, in particular GPs.

All of the preventive and early identification services identified here are outlined in detail in the key document ‘Safeguarding Children: Working Together for Positive Outcomes’ (Welsh Assembly Government) 2004, and the draft NSF

3.2. What services are currently available or used locally to investigate and take action in relation to child protection referrals, and how are these services organised?
Information about the organisation and management of child protection investigation services, including those provided by the police and social services / NSPCC locally. Services include: 

· Assessment
· Multi-agency strategy discussions and planning for individual cases

· Child Protection Conferences
· Support for court proceedings
· Services to assist children in communicating about abuse in a way that is appropriate to their age and understanding and in the context of a police investigation, including interpreting services, and communication services for disabled children
· Child witness support services for children involved in court proceedings
· Local safeguarding board

· Police

· Social Services

· Legal services


3.3. What services are currently available or used to support local families where a child is at risk of significant harm to provide a safe environment and to protect the child from harm?
Information about the following kinds of services:

· Services designed to promote parental and family capacity to provide better parenting, for example specialist parenting education, parental counselling, anger management education, and other services to support perpetrators or potential perpetrators of abuse

· Specialist services relating to a particular risk factor or factors for child abuse, for example: parental drug and alcohol abuse, domestic violence, parental mental health problems
· Family Group Conferencing

· Specialist assessment and intervention services relating to child protection, for example specialist NSPCC programmes, parent and child residential units, hospital-based assessment and intervention services

· Child and family social worker services, including separate services as required
· SSD key managers

· Provider services (information through regular feedback / questionnaires / databases)
Some of these services have been identified by national guidance as particularly significant or appropriate. For example, those identified by the ‘Safeguarding’ guidance are:

· Family group conferences

· Support, advice and advocacy to children and families

· Communication and information services

· Culturally sensitive services

3.4. What services are currently available and / or used to meet the physical or emotional needs of abused or neglected children who are either living with their natural families or apart from them?
Information and intelligence about the following kinds of services:

· Residential and non-residential therapeutic services.

· Placement services (including foster, residential and other).

· Adult and child mental health services, including ‘all-family’ approaches and general / dedicated child and adolescent services.

· Domestic violence services, including refuge and associated child support services, e.g. peer support groups.

· Specialist health and multi-agency services, e.g. play therapy or group work for sexually abused children.
· Advisory and advocacy services for children and young people.

· Specialist youth offending services.
· SSD key managers

· Provider services (information through regular feedback / questionnaires / databases)


3.5. Overall, is there a choice and balance of services and interventions locally to meet all four areas above?
· Information about the overall balance of services from prevention through to treatment for abuse
· Analysis of the information about services generated by questions 3.1. – 3.4. 

· Feedback from stakeholders (questionnaires, focus groups, individual interviews with key managers)


3.6. What is the capacity of each service mapped in the four areas (e.g. number of children who may be referred for interventions per week / month / annum). For each, what number of children and families, or parents / carers have received a service over the last 12 months?
For each service mapped:

· Information about capacity

· Information about numbers of children and families who have received a service
· Information from providers (for example by regular questionnaire or other communication)


3.7. What services are available or potentially available (but not currently used) locally, regionally, or nationally, including specifically those that might meet the needs of local children?


· Intelligence about potential service providers operating locally or nationally, including:

· What services might be provided?

· What would be the costs of these services or packages of services?

· What is the capacity of each potential service provider, e.g. size of therapeutic residential unit by number of children?

· Market intelligence, e.g. from other authorities, consortia, reviews of providers advertised in key journals, other ‘soft’ intelligence from local workers 
Commissioners are required to explore all the options for the delivery of services, taking account of their potential for delivering better outcomes for children and making optimum use of resources.


Question
Information required
Suggested information sources
Notes / rationale

4. Understanding quality and costs

4.1. What is the quality of local services designed to prevent abuse and neglect, and to promote the identification and appropriate response from workers in contact with children and families?
Information about the quality of services with specific reference to the following dimensions:

· Accessibility

· Acceptability 

· Suited to age and needs of children and young people targeted

· Child and family-focused

· Co-ordinated

· Outcomes
For each key agency locally (i.g. SSD, LEA, LHB and Hospital Trust):

· Interviews with stakeholders

· Feedback from ACPC / Local Safeguarding Board

· Individual and group feedback from children, young people and their families, including children at particular risk, e.g. children with disabilities, children in care, children in need

· Case file audit

· Information from external inspection and internal reviews / audits
Generally, the National Service Framework (draft) requires local services to be evidence-based, including an ongoing evaluation of their applicability and impact, linked with what we know works from national and international sources
.

NHS organisations are required to have in place clinical governance arrangements, including audit, to assure the quality of services. The NSF is likely to include a similar requirement for all organisations providing or commissioning services for children.

4.2. What is the quality of services to investigate, and take action in relation to child protection referrals, and the organisation of these services.
Information about the quality of all services, with specific reference to the following dimensions:

· Co-ordination in relation to assessment and investigation activities

· Quality and speed of information sharing arrangements

· Timeliness of assessment and investigative services

· Quality of investigative interviews of children, including whether conducted by those with specialist training and experience.

· Quality of assessment analysis

· Quality of multi-disciplinary planning, including case conference and core group arrangements

· The extent to which the services are child and family-focused, including whether parents / child invited to attend child protection conferences, and helped to participate as fully as possible; whether child seen during the investigation.
· Case file audit

· Interviews with stakeholders, e.g. chairs of child protection conferences, child protection managers, police officers

· Feedback from ACPC / Local Safeguarding Board

· Individual and group feedback from children, young people and their families

· Information from external inspection and internal reviews / audits


4.3. Are investigative services provided in a timely way? 
· Number and percentage of initial assessments completed within 7 working days of referral.

· Number and percentage of child protection conferences taking place within 15 working days of the strategy discussion.

· Number and percentage of core assessments completed within 35 working days.

· Issues around the timely completion of assessments, in particular where there have been problems.
· Local data collected by SSD for national performance indicators (Children First Programme).

· Recorded information about reasons for failure to complete assessments to required timescales.
These indicators give some idea of one aspect of quality: timeliness of response once an allegation of abuse has been made.

They all relate to standards outlined in ‘Safeguarding Children: Working Together for Positive Outcomes’.

4.4. What is the quality of services to support local families where a child is at risk of significant harm to provide a safe environment and to protect the child from harm?
· Extent to which services are able to better safeguard children 

· Extent to which parents / carers / perpetrators engage with services (e.g. programme completion rates)

· Outcomes, e.g. improved family functioning, abuse stopped, other aims of intervention achieved

· Extent to which services are well-coordinated
· Case file audit

· Interviews with stakeholders, e.g. chairs of child protection conferences, child protection managers, police officers

· Feedback from ACPC / Local Safeguarding Board

· Individual and group feedback from children, young people and their families

· Information from external inspection and internal reviews / audits
· Performance indicator returns required to be collected for the Children First Programme Sub-Objectives 3.1 – 3.2, e.g.
Outcomes of interventions will need to be recorded on the Integrated Children’s System (ICS). The system is designed so that information may be aggregated for use when mapping and planning / commissioning services.



· Number of cases during the year involving the same child in need suffering a further incident of significant harm (excluding looked after children), and compared with previous years and with other authorities).

· Number of cases during the year involving the same child in need suffering a further incident of significant harm within two years (excluding looked after children), and compared with previous years and with other authorities).

· Number of cases during the year involving the same looked after child suffering a further incident of significant harm (compared with previous years and with other authorities)
· Number and percentage of children on the child protection register for more than 2 years (for current year and compared with other years)

· Number and percentage of re-registrations of children on the Child Protection Register (for current year and compared with other years)


4.5. What is the quality of services to meet the physical or emotional needs of abused or neglected children who are either living with their natural families or apart from them?
Information about the quality of services, in particular in relation to the following dimensions:

· Outcomes, e.g. improved functioning of child / young person; placement stability; improved family cohesion

· Suited to child / young person’s age, needs and stage of development

· Acceptable to children and young people using them

· Timeliness, e.g. waiting list lengths

· Child and family / carer-focused

· Safety, including the extent to which services have safe recruitment practices and complaints / whistle-blowing procedures
· Case file audit

· Information regularly collected from child protection and other (including looked after) reviews.

· Interviews with stakeholders, e.g. chairs of child protection conferences, child protection managers

· Feedback from ACPC / Local Safeguarding Board

· Individual and group feedback from children, young people and their carers
· Quality and outcome-related information from providers
· Service monitoring information


4.6. What are the overall budgets and actual spend on services for children at risk of abuse or neglect and their families?
· Overall budget information for children’s services.

· Proportion of budget allocated to protection and other services for children at risk and their families, including any ring-fenced grants particular to this group covering the relevant timeframe.
· Information on actual spend of agencies on children’s services, and specifically on services to children at risk and their families, including as a proportion of spend on all services / all children’s services, and broken down by particular service types.

· Information about unit costs of services provided, e.g. unit cost of therapeutic residential care, unit cost of specialist substance misuse service co-ordinated with child protection assessment.
· Information about predicted overall future budgets for children’s services / services for children at risk.


· Local Authority SSD.

· Police

· ACPC / Local Safeguarding Board
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