Section Five
Evaluating and Measuring Progress
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Being able to effectively evaluate practice is so important for workers in terms of their work with families and for a Local Authority as a whole.  There are tools which Local Authority leaders can utilise to evaluate how effective services, procedures and actions are within their area; this self-evaluation can support constructive feedback, identify gaps and support changes to improve and innovate.

Social Workers and other professionals working with families and children need tools which can support everyone around the child and family to know what is working well, where there may be need for change and to build on success.  Dependent on the practice model in each Local Authority there may be a different approach to how progress and change is measured; the important aspect is that you feel equipped to do this. 

“Social Workers need practice models which support professionals and the family to measure change, progress and success; Local Authorities need overarching systems to evaluate practice and what works well”











Your Tools:

	Area of Practice
	Document
	Source/ author
	Link
	Ease of reading

	Evaluating your Local Authority
	Self-Evaluation Tool
(SEF) for Local Authority.
	Essex County Council – adapted for Regional use.
	

	Complex

	Evaluation of effectiveness
	How do we know if children’s social care services make a difference? Development of an outcomes framework – Summary Report
	Nuffield Foundation
	

	Complex

	Motivation to change
	The Cycle of Change
	Prochaska and DiClemente
	

	Easy

	Scaling (SOS)
	One minute briefing – Scaling (SOS)
	LCC (Sam White) Regional Collaboration
	

	Easy




We hope this will be a helpful Toolkit for you when navigating pre-proceedings and proceedings.
Please provide us with anonymous feedback via this link:
https://forms.office.com/Pages/ResponsePage.aspx?id=klvgtM74tUabJJm6XBHl6Tq8j3aIZ6BFja7ygLmdFOhUQ0tVVUJVTEJPR1pBUFpPTVkzV1FKUjFZSy4u
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The Cycle of Change

Pre- .
: Contemplation
Prochaska & DiClemente T -
. | changing
+ Precontemplation: A logical starting behavior
point for the model, where there is . °
no intention of changing behavior; Relupse Coniemplallon
thetp))lerson may be unaware that a Fall back to Aware problem
problem exists old patterns of exists but with no
+ Contemplation: The person becomes . )
aware that there is a problem, but has behavior commitment to

made no commitment to change

* Preparation: The person is intent on
taking action to correct the problem;
usually requires buy-in from the client
(i.e. the client is convinced that the
change is good) and increased self-
efficacy (i.e. the client believes s/he
can make change)

+ Action: The person is in active
modification of behavior

+ Maintenance: Sustained change
occurs and new behavior(s) replaces
old ones. Per this model, this stage is
also transitional

+ Relapse: The person falls back into
old patterns of behavior

+ Upward Spiral: Each time a person
goes through the cycle, they learn
from each relapse and (hopefully) grow
stronger so that relapse is shorter or
less devastating.

Upward Spiral /

Learn from each relapse 7/
/7

Intent on taking
action to address
the problem.

Maintenance
Sustained change.
New behavior
replaces old.

Action
Active modification
of behavior.

The Cycle of Change

Adapted from a work by Prochaska and DiClemente (1983) | Ignacio Pacheco
SockAll(- This work is licensed under a Creative Commons Attribution-NonCommercial-NoDerivs 3.0 Unported License. ‘ @ @@@
¥€CH: Permissions beyond the scope of this license may be available at socialworktech.com/about
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Scaling for Progress.pdf
What we need to consider is what does ‘Progress mean and look like’,
what is it you are trying to achieve with this?






SCALING......

We need to identify what the 0 and the 10 on the
scaling means, what is it that we are looking for in
a clear and simple way that means all understand.

Example; What does progress look like
right now?

0 is there is little safety, as there are
minimal networks and the planning to
create change has not been made,
therefore has not been tried and tested
10 is safety has been achieved with a
supportive network that has tried and
tested plans to support little Jimmy

HHHH

0 1 2 3 4 5 8 7 8 39 10






QUESTION?

Would we ever ask a family or a child to rescale
when it doesn’t match ours? No, we want to
understand their perspective about what they feel
progress has looked like and means for them. Our
scale point may not be the same as others, again
this is ok, as remember, its less about the number
and more about the rationale behind what people
are saying
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Self evaluation - draft slim version of Essex SEF.docx
Adapted Self-Evaluation of use of PLO and Court Proceedings in Children’s Services



This Self-Evaluation tool has been developed from the findings of the PLO peer review commissioned by the Department of Education (2020), the Public Law Advisory Group report (Dec 2020), and the Family Justice Board Statement ‘Priorities for the Family Justice System’ (Dec 2020).



The Self-Evaluation tool is intended to assist local authorities fulfil key recommendations of these reports, with Point 14 of the FJB statement being the highest priority, ‘the system needs to be ready to support all vulnerable children and adults who depend upon it, and the greatest need is to ensure that those who need support and safeguarding receive it at the right time. Where appropriate, pre-proceedings work and the extended family network should be used. The priority should be to renew existing good practice within the Public Law Outline and implement a system-wide leadership focus on practice improvement’. 



The Self-Evaluation tool is a framework to reflect local strengths and needs. Not all questions may need to be answered, and there is no minimum or ‘right’ amount of information, although consideration of all five areas listed below is likely to provide the best overview. The tool should be used in conjunction with the accompanying ‘Public Law Toolkit’.



Please can you set out the following:



Your Local Authority and any cultural, geographical, or organisational aspects which may impact on the practice in your Local Authority.



Which practice model/s are used in your Local Authority (which are well embedded, and which are in a formative stage)?



What the formation of Teams is within your Local Authority, for instance, do you have a MASH, a Court Team, which teams undertake Pre-Proceedings and court work. Do you have a Case Progression Manager/ PLO Case Manager and what are their roles?



Who has completed this form and how was this undertaken? 











Area A: Conditions for children’s services in local area that enable a case to be managed without going to court.

Area B: Identification & management of risk, impact on child, and internal decision making.

Area C: Pre-proceedings/if decision is made to enter PLO.

Area D: Issuing care proceedings.

Area E: Wider system.



		Area & Questions

		Describe local arrangements

		Scale effectiveness 

1 (low) – 10 (high)

		Strengths

		Concerns/issues

		What needs to happen?







		Area A: Conditions for children’s services in local area that enable a case to be managed without going to court









		1.Are there clear, published thresholds for services that are understood and followed by children’s workforce?

		

		

		

		

		



		2. Are local early help arrangements effective at identifying and helping families at an early stage?

		

		

		

		

		



		3. Is triage for children’s social work service effective, and does it send cases to the right level of service?

		

		

		

		

		



		4. Are social work assessments timely, do they engage families, identify strengths and risks, provide a clear story on the lived experience of the child/ren, identify what needs to change and what would help? 

		

		

		

		

		



		5. Are there effective review and step-down arrangements which are tried and tested over time at all levels of intervention including PLO?

		

		

		

		

		



		6. Is there good quality performance data and is this used to help management understand the steps towards public law in the LA?

		

		

		

		

		

















		Area B: Identification & management of risk, impact on child and internal decision making.









		7. Where risk is identified, is the response timely, effective and proportionate and include family and key professionals? (Including Pre-Birth)

		

		

		

		

		



		8. What management oversight of Child Protection planning, Legal planning and Pre-Proceedings is in place?  Who is responsible for the agreement, actioning of legal planning, Pre-Proceedings and issue?  Who chairs which meetings?

Is threshold considered at every level of scrutiny?



		

		

		

		

		



		9. What information is gained from external partner agencies to support risk management, assessment and decision making (such as agency chronologies and reports/ statements).

		

		

		

		

		



		10. Is the ‘clear blue water’ test applied? i.e. do not issue if case could go either way: must be clear need and demonstrable benefit to child. (No Order principle and necessity test).

		

		

		

		

		



		11. What, if any services to support children on the edge of care are available? How do these support confidence in risk management? 

		

		

		

		

		



		12. Is use of voluntary accommodation considered (Section 20) – is this appropriate use?

		

		

		

		

		



		13. How is the family and wider network included in assessment and planning? 

		

		

		

		

		



		14.  Are you confident that all avenues of support have been exhausted?  Where is the scrutiny of that evidence?

		

		

		

		

		



		Area C: Pre-proceedings/if decision is made to enter PLO









		15. Are the stages of case progression backed by:

i)Guidance

ii) checklists

iii) templates

iv) template letters (are these clear and written in a way which supports parents to understand).

v) Management oversight and tracking.

vi) clear dates set for the completion of assessments or work. What type of assessments are undertaken?

vii) a clear trajectory of planning and work. 

		

		

		

		

		



		16. Are social workers clear about the pre-proceedings process? Is this process regularly reviewed and do the Social Workers and those chairing the meetings feel confident in testing the evidence and the progress made?

		

		

		

		

		



		17. How are parents supported to obtain effective legal advice throughout the pre-proceedings process? How are parents supported to understand the concerns, potential outcomes and what needs to happen to achieve positive change.

		



































		

		

		

		



		Area D: Issuing care proceedings









		18. What order is being sought, and why now? Is it the appropriate order at the time of application? If separation is being requested then is the test for imminent harm clearly met and evidenced?

		

		

		

		

		



		19. Is this the last resort and does the evidence gathered support that?

		

		

		

		

		



		20. Are ‘urgent’ hearings only requested when absolutely necessary, and does performance data support this? What are the most likely factors requiring an urgent hearing?

		

		

		

		

		



		21. Is management oversight/tracking of public law proceedings stages robust?

		

		

		

		

		



		22. Is management confident to step-down where this is the right thing to do, e.g. seeking no order, exiting proceedings 

		

		

		

		

		



		23. If the order applied for is not granted, how is the learning captured and used to improve practice and decision making?

		

		

		

		

		



		24. What are identified as the factors in your Local Authority/ courts which can lead to delay within proceedings?





		

		

		

		

		



		25. How are Social Workers supported in completing the Social Work Evidence Template?  Do they feel confident in this task; what training and guidance is available to them to support providing the best evidence to court?

		

		

		

		

		



		Area E: Wider system









		26. Has the CAFCASS Guardian and IRO been given a sufficient understanding of the pre-proceedings work?



		

		

		

		

		



		27.  Has CAFCASS Guardian and IRO been engaged in regular and open dialogue? Have they shared their view and reasoning? Have they commented on the care plan ‘as it has been crafted’? How does the IRO support effective Care Planning? 

		

		

		

		

		



		28. Are CAFCASS engaged in local family justice system improvement around pre-proceedings and proceedings?

		

		

		

		

		



		29. Are advocates meetings used proactively to identify and resolve issues? How included does the Social Worker feel in this process and do they have time to give instructions?

		

		

		

		

		



		30. How are the minimum number of hearings conducive with fairness achieved?

		

		

		

		

		



		31. How is the final hearing planned from the issue of care proceedings? Is a template case plan or checklist in use during the proceedings?

		

		

		

		

		



		32. Are regular family justice meetings held locally and are these collaborative and effective at resolving local issues including listing of hearings and prioritisation of cases and improving the local system?

		

		

		

		

		



		33. Are remote and hybrid hearings managed effectively?

		

		

		

		

		







		Summary and Analysis

When thinking about the overall ‘effectiveness’ of the SEF, what does our 0 and 10 look like and mean to you locally and regionally?

0 is We are unable to show how we utilise networks, oversight and assurance recordings are not as robust as needed, that means we see an escalation in issuing. We are unable to evidence that our Early Help/Years offer/Intervention reduces that need for statutory interventions, and we are seeing further escalations to a higher level of intervention. We cannot showcase what partnership working looks like and we are not robust enough within pre proceedings.

10 is We can show that we utilise networks, have good oversight and assurance recorded, that means we only issue where necessary. We can evidence that our Early Help/Years offer/Intervention reduces the need for statutory interventions, highlighting that risk could be managed at a lower level. If not, then we can highlight that strong pre proceedings process where partnerships are at the centre.







		Overall Scaling (1 low, 10 high):



· Effectiveness of Early Help, CIN and Child Protection to support families to stay outside of the PLO process.



· Effectiveness of Pre-Proceedings Process to work proactively with a family or support safe arrangements/ family placements to prevent the need for Public Law Proceedings.



· Timely, robust, and effective case management of all aspects of the case which prevents unnecessary delay. 





		



		What are the key strengths that can be built upon to improve practice and the local system?





		



		What are the key challenges to practice and to the local system?





		



		How will these be addressed:

· To meet immediate needs (short term)

· To drive medium and longer term improvements?
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CSCS-Outcomes-Framework-Summary.pdf
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How do we know if
children’s social care
services make a
difference?
Development of an
outcomes framework

Summary

July 2019

lvana La Valle, Di Hart and Lisa Holmes with
Vania S. Pinto



https://www.nuffieldfoundation.org/



Do we know if children’s social care services make a difference?

Our study has found a consensus that children’s social care services (CSCS) need better
evidence to make well-informed decisions about service planning and delivery,
particularly given the increased pressures due to a rise in demand for CSCS at a time of

declining resources.

A first step to improve the local evidence base has involved the development of an
outcomes framework for CSCS. The framework presented in this report is based on the
views of those who plan, deliver and use these services, as well as the research

evidence.

The outcomes framework is meant to complement, rather than replace, national
administrative data collected by the Department for Education (DfE). If the framework
proves useful locally, consideration could be given to adapting it for use with partner
agencies and aligning it with DfE and Ofsted data requirements. This would provide a
more cohesive approach to our understanding of the effectiveness of CSCS and their

impact on the lives of children and their families.

Developing an outcomes framework for CSCS

Deciding which outcomes should be measured to assess whether services have the
intended impacts requires setting out: first, what changes for users are expected from
these services (i.e. user outcomes); and second, how these changes can be achieved

(i.e. intermediate outcomes).

Our findings show that monitoring intermediate CSCS outcomes would require

addressing the following questions:

e Do CSCS leaders create the right conditions and the right culture to support good

social work practice?

e Do CSCS reach the children and families who need their help, appropriately
assess their needs and provide the level of support they require and are entitled

to?

e Do children and their families feel valued and empowered by services and the

support they receive?





Assessing whether CSCS achieve the expected outcomes for their users (i.e. children

for whom they have a statutory responsibility) would require addressing the following

guestions:

e Are children in need safe where they live, both at home and in their community?

e Have they been supported by CSCS to be healthy and happy, that is achieve

developmental, physical, cognitive, social and emotional milestones?

¢ Have they been supported by CSCS to make progress in education and to have

positive educational experiences?

Figure 1: Mechanisms through which CSCS make a positive difference to the lives
of children in need and their families

Socio, economic and

cultural context

Leaders create
the right
conditions and
culture that
support good
social work
practice

Corporate commitment to
and support for CSCS

CSCS reach
children and
families who
need support,
and offer them
the level of
support they are
entitled to

Relationship
based practice
that values
children and
families and
involves them in
identifying the
support they
need

Role of other agencies

Children in need:

- Are safe where
they live

-Are healthy and
happy

-Progressin
education and
have positive
experiences

Learning from the experience of staff, children and families






As indicated at the bottom of figure 1, our findings show a growing consensus that
service planning and provision must be informed by the views and experiences of those

who deliver and use services.

Our framework focuses on the work of CSCS and how to measure its effects. There are,
however, other important influences to consider in analysing the data that would be

generated by this framework, including:

e The context within which families live and services operate. Contextual influences
to consider include the pressures of poverty, homelessness and other
disadvantages, and how users from different socio-cultural backgrounds may

receive a different response from agencies

e The level of corporate support, which plays a key part in enabling CSCS to work
effectively, primarily through the allocation of an adequate budget and by

prioritising the needs of vulnerable children across departments

e The role of other agencies in helping to identify children and families who need
help from CSCS. Furthermore, while CSCS must be effective ‘service co-
ordinators and advocates’, much of the input that can make a difference to
children in need comes from other children’s services and from adult services their

parents and carers require support from

What outcomes from CSCS should be measured?

The following table shows in the last column the expected measurable outcomes for
children, and in the other columns the intermediate outcomes necessary to achieve these
ultimate goals. The outcomes framework covers all children in need i.e. children for

whom CSCS have a statutory responsibility.





Table 1: Outcomes from CSCS

The right Reaching children | Children and Child outcomes
conditions and and families who families are valued

culture to need help and involved

support good

practice

Effective Partner agencies are | Children trust staff Children are safe
leadership able to identify and have a stable where they live (at

Commitment to
social work
values and ethics

Culture that
supports
reflective learning

Effective multi-
agency working

Adequate support
infrastructure

Shared
understanding of
what good
practice looks like

Stable workforce
at all levels

Motivated
workforce

Workforce with
the right skills

children who are
potentially in need

Effective
identification of
children in need

Effective
identification of
children at risk of
harm

Effective
identification of
children who cannot
be cared for safely
at home

Support
iS appropriate to
meet a child’s needs

Care leavers
continue to be
supported by their
corporate parent

and supportive
relationship with
them

Parents/carers trust
staff and have a
stable and
supportive
relationship with
them

Children are
involved in
identifying their
needs and planning
their support

Parents/carers are
involved in
identifying their
needs and planning
their support

Children think
services are
responding to their
needs

Parents/carers think
services are
responding to their
needs

home/placement
and their
community)

Children are settled
and happy where
they live

Children achieve
stability and
permanence

Children make good
progress in their
behavioural,
emotional and social
development

Children have their
mental health needs
met

Children engage in
early years
education

Children engage in
education

Children have stable
and positive
educational
experiences

Children make
progress in
education






To assess if the intermediate and child outcomes outlined above are achieved, it is
necessary to identify specific, observable and measurable indicators, which are
described in the report. Some of these indicators already exist (e.g. in the National Pupil
Database), others could be developed with existing local data (e.g. from case files and

audits), while some would require new data to be collected from CSCS staff and users.

Making sense of the data

It should be noted that none of the measures in the framework are designed to be used
in isolation. Triangulation of multiple measures from different data sources is needed to
capture the complexity in which CSCS operate and the support they deliver to the most

vulnerable children and families in our society.

The framework could be used internally to monitor business as usual, as well as to
identify areas for improvement and then assess if improvement plans have had the
intended effects. The framework would also provide evidence that local authorities may
find useful to share, for example, in the annual self-assessment for Ofsted or in the

regional improvement alliances.

What next?

The framework is the first step in the journey required to improve the statistical evidence
available to assess the impact of the complex context in which CSCS operate and the
variable packages of support delivered by CSCS. The next stage would require a pilot to
further develop and test the feasibility of compiling the proposed indicators and how
useful the data is in informing service planning and delivery. With time, it may be possible
to demonstrate which of the proposed indicators are reliably associated with improved

outcomes and could form a sub-set of vital signs of the health of CSCS.

A full copy of the report can be found at http://www.education.ox.ac.uk/wp-
content/uploads/2019/07/CSCS-Outcomes-Framework-July-2019.pdf

For further information please contact us at rees.centre@education.ox.ac.uk or follow us

on Twitter @ReesCentre



http://www.education.ox.ac.uk/wp-content/uploads/2019/07/CSCS-Outcomes-Framework-July-2019.pdf

http://www.education.ox.ac.uk/wp-content/uploads/2019/07/CSCS-Outcomes-Framework-July-2019.pdf

mailto:rees.centre@education.ox.ac.uk
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