WAG Review of Safeguarding Arrangements 2008/9
Bridgend LSCB Response

This response is compiled from information received from agencies and from discussions held by the Bridgend Local Safeguarding Children Board (BLSCB) and its sub groups. It also reflects aspirations, issues and concerns that have arisen since its inception.
Organisation and purpose
The Children Act 2004 requires agencies to work together to safeguard and promote children’s welfare and protect them from harm.  WAG has produced guidance in ‘Safeguarding Children: working together under the Children Act 2004’.  The LSCB – which is made up of those agencies – has a key role in ensuring an effective, proactive, holistic approach to safeguarding locally.  

The Bridgend LSCB has been meeting regularly since its inception in November 2006.  In 2008, it met on 9 occasions, including 3 extraordinary meetings.  At each meeting, the agenda includes an update from each sub-group as well as specific items and general business.
The Board is supported by a range of subgroups (business planning; serious case reviews; policy & procedures; audit and evaluation and training) to take forward the work programme within the annual business plan.  The work of the Board, including through the subgroups, should facilitate multi-agency consideration of current arrangements and support shared improvement and good practice.  Locally, we are keen to do this and have sought opportunities e.g. through exploring the use of the Kafka Brigade work; and sharing QA / risk assessment guidance and tools.
The Board and each of the subgroups have terms of reference, attached in App 1. These are currently being reconsidered as part of the Board’s usual review arrangements.
Membership
In line with Children Act 2004 Guidance, the membership comprises the following members:

Bridgend County Borough Council (BCBC)
Corporate Director – Children
Corporate Director – Wellbeing  (statutory director of social services)
    

Head of Service (Children), Safeguarding and Family Support Services
Head of Service (Children), Commissioning, Partnership and Strategy 


Principal Officer, Safeguarding & Quality Assurance

Safeguarding Training Officer


 
Adult Services Protection Co-ordinator
Children & Young People’s Partnership Manager
Youth Offending Team manager
Health

Executive Director
Bridgend Local Health Board
Named Nurse, Child Protection    Abertawe Bro Morgannwg University NHS Trust
Nurse Director


Abertawe Bro Morgannwg  University NHS Trust   

Designated Nurse, Child Protection
  NPHS

Child and Adolescent Mental Health Service
Community Safety
Senior Manager
HM Prison & YOI  Parc

Director
HM Prison & YOI  Parc
Assistant Chief Officer

National Probation Service 
Chief Superintendent

South Wales Police

Detective Inspector                  
Child and Public Protection Unit, SW police                        

Third sector

Area Director



CAFCASS Cymru 

Director


           Bridgend Association of Voluntary Organisations

Manager



Home Start
Manager



Women’s Aid

Assistant Director                          Action for Children Cymru
The Assistant Director of the NSPCC will be joining the Board early in 2009.
Chairing Arrangements
The BLSCB has been chaired by the (now) Corporate Director of Children’s Services (BCBC) since January 2007. This arrangement was originally intended to be a temporary measure pending reorganisation within the Council and the establishment of related boards such as the Children and Young People’s Partnership and the Local Service Board. 
The arrangement was continued in 2007 as it was felt that continuity of chairing would support the board in its early development.   From early 2008, the Board had to respond to the impact of, and workload arising from, a significant number of unexplained deaths of young people.  As a consequence, the planned review of arrangements was  temporarily deferred and chairing arrangements will now be considered as part of the agenda in February 2009.
Funding 
Currently the LSCB is funded by the local authority. There is a commitment in principle to funding from other agencies but we have yet to reach agreement on the expenditure plan and the proportion of costs to be borne by each agency.  Proposals previously put forward were based on the information and model in the report of the Review Group on LSCBs, Wales (January 2008). The Chair has written to member agencies with a new proposal and we hope to reach agreement at the next meeting. 

Pending final agreement of funding, there have been temporary arrangements in place for the administrative and specialist support to the LSCB.  Service pressures required a change in support staff towards the end of 2007 which initially caused some difficulties.   The work of the BLSCB needs to be better supported but that support is dependent on getting agreement to fund it.  The lack of dedicated support, both in terms of administration and specialist areas, creates further pressures on individuals and services where there are already difficulties (e.g. arising from internal reorganization; competing priorities or responding to inspection outcomes).  It cannot be assumed that staff whose main responsibility is service-based have unlimited capacity to undertake activities on behalf of the LSCB.
Relationships

Working relationships are good and trust has been built between the individual members of the board.  This enables open and frank discussion.  As an example, the Senior Safeguarding Manager of the Young Person’s Unit at HMP and YOI Parc states ‘HMP & YOI Parc believe the links between ourselves and the LSCB are strong and that we are working in conjunction with Working Together, Children Act and the AWCPP's. The evidence is that guidance is given during child protection referrals, the staff training on Child Protection is delivered by the Training Officer and that the internal policies on CP and Safeguarding are discussed and agreed following discussions with Bridgend Social Services Department and also SW Police. These are currently ongoing’.   
Attendance

Attendance at board meetings has been variable (Appendix 2) and a few members have rarely attended. Attendance at extraordinary meetings relating to the high number of unexplained deaths was significantly higher. 

Work Programme

The Board has produced a business plan which was due for revision at the end of 2008.  However, there has been considerable slippage in the planned work programme, mainly as a result of the impact of the cluster of suicides/unexplained deaths throughout 2008.  This situation was exacerbated by other pressures within individual services such as the impact of staff shortages, reorganizations and inspections.  Work on the new plan has started. 
Tragic circumstances of 2008
In January 2008, it became known that a disproportionate number of young people in the Bridgend County area had apparently taken, or tried to take, their own lives.  The subsequent media frenzy appeared to exacerbate an already challenging situation.   Over a nine month period, services were inundated with referrals and requests for support for vulnerable young people significantly in excess of normal levels.  The unprecedented number of unexplained deaths has impacted significantly on the work of the LSCB.  

The Chair of the BLSCB was a member of the LSB strategic response team.  Other board members were heavily involved in addressing the situation at an operational and tactical level.  Alongside the LSB, the LSCB was a vehicle for communicating information about the events and for ensuring priority was given to safeguarding activity.  Several extraordinary LSCB meetings were held at the peak of the difficulties.  Whilst members have made considerable efforts to attend the extraordinary meetings, it has fallen to a very small number of people to respond, in most cases, at both a strategic and operational level
From an operational perspective, partners worked well together to put in place exceptional arrangements and emergency cover. Over three hundred high risk young people were supported during this period (some continuing) which put immense pressure on local services and individual members of the BLSCB.  These events have resulted in the need to undertake 5 serious case reviews.  Responding to the events themselves, and their aftermath (including the SCRs), has impacted on the ability of the subgroups to take forward their work programmes.  While the situation has proved extremely challenging, there has been very good collaboration between agencies.

A local strategy has been developed in response to recent events and previous concerns of a relatively higher level of suicide in NPT and Bridgend. 

Members of the BLSCB will be involved in a local multi-agency review, to identify lessons to be learnt, which is being held in March and facilitated by the Wales Audit Office.

Serious Case reviews
The BLSCB commenced 2 and concluded 1 Serious Case Reviews in 2007.   In 2008, the BLSCB agreed to undertake 6 Serious Case Reviews and a further 2 were agreed in January 2009, making 10 in total currently underway (see Appendix 3).  This is an exceptionally high number for a small area.  Half of these relate to young people who appear to have taken their own lives.  The other 5 relate to cases of significant harm to/neglect of young children.  This relatively high number of serious case reviews has put even further pressure on resources (human and financial).  A particular challenge has been finding panel chairs and overview authors.
The Serious Case Review Subgroup has worked extremely well during this challenging period but due to the severe demands on work time and the fact that the same people tend to sit on other subgroups, it has been necessary to delay the developmental work scheduled in the business plan.

The lessons learnt from the outcomes of the SCRs will be a key driver for the LSCB for the future work programme. 

Other work

In addition to these two significant areas of work, and dealing with routine business such as consideration of action plans and correspondence, other activities have included:
· undertaking a baseline audit and action plan linking actions with former ACPC
· development of a self audit  tool

· website and logo development
· revising the standards for file/case audits 

· research on issues relating to access to Child Protection register ( which resulted in agreement for A& E and Paediatrics Units at Princess of Wales Hospital to access directly  the CP register and included provision of equipment)

· commissioning of protocol around children visiting prison 
· study of involvement of GPs in child protection conferences 
· reviewing, developing and launching a range of guidance and protocols 
· a training programme drawn up in response to the findings of the Serious Case Review on Baby D. 
Board members have generally struggled to ‘harness’ additional resources from within their agencies, not only to enable the planned work programme to be taken forward, but also to deal with the volume of activity generated by the exceptional circumstances. Despite safeguarding being ‘everybody’s business’, the significant workload has tended to fall to a small group of individuals who have lead responsibility.  Some of the agencies operate across several LSCBs and this can also limit their ability to make contributions.  

The work of the BLSCB is not the only activity focussed on safeguarding.  Each of the agencies involved has its own: monitoring and evaluation arrangements, improvement programmes and quality assurance mechanisms.  From time to time these are considered by the Board and may involve multi-agency working.
Self-evaluation and monitoring activity
The Bridgend LSCB had commenced self assessment prior to the recent WAG/CSSIW request for information.  In 2007, the Business Planning and Performance Management Subgroup had researched and developed a self audit tool for members to complete. This was ratified by the Board in January 2008 and circulated to Members in June 2008.  The first stage of this was for individual organizations to assess and score their own arrangements for safeguarding.  This has proved an interesting exercise and most agencies that responded have scored themselves well on all criteria.  Some smaller agencies, especially from the voluntary sector, did not respond.  It was intended that the analysis would inform areas for improvement in the business plan.  However, few weaknesses emerged.
This apparent high quality is not always reflected in actual practice and there is a need to explore why this is the case.  The BLSCB has a responsibility here which it is not yet able to meet.  There are concerns that although named leads, appropriate processes etc may be in place (and hence individual agencies may feel secure in their own arrangements), this does not guarantee successful outcomes for children and young people because actual safeguarding is dependent on many things, not least, the depth of understanding of the issues across the whole organization (not just ‘named’ professionals) ; the right interventions being available at the right time, and effective communications … these are likely to be multi- not single agency – dependent.  The risks often come from the gaps and the quality of the interactions.
There is recognition locally that there are currently insufficient services at tiers 2 and 3 to support early intervention and prevention.  There are particular difficulties in relation to meeting needs that do not neatly fall into ‘traditional’ areas of service responsibility, such as, poor parenting and family support.  In some cases, where we recognize that there are gaps e.g. parenting, we collectively need to do better in developing new services and approaches in recognition that the associated improved outcomes will benefit all agencies.  There is unlikely to be new money to support all such initiatives and this presents challenges to agencies in terms of how they allocate base budgets.  

Learning from Serious Case Reviews and multi-agency file audits will assist our on-going self-evaluation.  The latter are included in the Audit and Evaluation Sub-group work programme but pressures in 2008 have prevented progress.
In addition to self-audit, the Board receives reports and presentations on any external inspections of member agencies. This provides an opportunity for challenge and a strength of the partnership is the willingness of agencies to give an honest and frank assessment of shortcomings and to explore ways forward.   Inspections of HMP & YOI Parc,  BCBC Children’s Social Services and the Youth Offending Team have all been considered.  BLSCB representatives observed and contributed to inspections of HMP & YOI Parc.
The Board receives regular statistics from HMP & YOI Parc but plans to provide regular presentation of other statistics have been delayed.  It also receives strategies, policies, protocols and procedures from member agencies for comment and ratification.  Examples include: HMP & YOI Parc Prison Operational Standards and Policy Procedures; BCBC Private Fostering Strategy; Needle Exchange protocols.
Links with other Partnerships

Over the last year, the partnership and planning mechanisms in Bridgend have been

radically revised.  A Local Service Board has been established whose

membership includes key leaders from across public, voluntary and private

sectors, working as equal partners, taking joint responsibility for connecting and improving the whole network of public services within their area.   The LSB recognises that the key strategic partnership plans are the main route to achieve improved outcomes.  Their role is to monitor overall progress; to identify cross-cutting priorities and remove barriers. 
An LSB Delivery Board, which includes representatives from each partnership, supports this work.  The Chair of the BLSCB has access to both the Delivery Board and the LSB and is able to report on progress and highlight any issues. The Chair provided a briefing on safeguarding to the LSB on 16 January 2009. 

Several members of the BLSCB are also members of the Children and Young People’s Partnership (CYPP) and this has ensured that safeguarding is a cross cutting theme throughout the Children and Young People’s Plan and the  work of the subgroups that underpin the main Partnership. The CYPP has identified safeguarding as one of their 4 cross-cutting priorities to be monitored by the LSB.  However, not everyone on the board shares the same understanding of the role of the LSB.

The CYPP link is important because it offers a mechanism for all agencies to sign up to a common agenda.  For those members who are on both groups, the connections are obvious and it is possible to achieve synergy. However, where organisations have differing memberships, there appears to be information deficiencies and blockages.  
Responsibility for monitoring the safeguarding element of the single children’s plan has been given to the Families & Nurture Subgroup of the CYPP which is chaired by the Head of Safeguarding and Family Support Services who is a member of the BLSCB.
Safeguarding is a key element in all Service Level Agreements between the Partnership and service providers and is a strong feature in the BCBC Commissioning Strategy which is being piloted in the children’s services directorate.
Communication and information sharing
Bridgend LSCB has signed up to a range of information sharing protocols, based on the WASPI, developed by the South Wales Child Protection Forum.   
Strategically, information sharing is excellent amongst members. However, the extent to which filtering of that information occurs appropriately both upwards and down within individual agencies is questionable.
The implementation of the Integrated Children’s System is now well underway in BCBC’s Children’s Services and a partnership group has been set up to consider the next steps with regard to its wider implementation in other agencies.  This group is also working to review and establish multi-agency access criteria and thresholds for services supporting children and their families.  This group reports to the Families & Nurture Sub group of the main CYPP.
Summary of the main strengths, weaknesses, opportunities and threats of the Bridgend LSCB
Strengths

· Positive relationships 

· Quality and expertise of members of Board

· Effective multi-agency working in a crisis

· Willingness to be open and frank

· Willingness to undertake research / pursue new initiatives e.g. GP study
· Good at information sharing at high level

· Individual members are proactive in emphasising the importance of safeguarding e.g. letters to all school governors and headteachers
· Multi-agency groups (under the auspices of the CYPP) have been established to take forward actions which will support safeguarding e.g. emotional well-being; multi-agency use of ICS; shared understanding of eligibility criteria and thresholds or entitlement for services

Weaknesses
· Capacity – all the activity falls to the same small group of people and this has resulted in inevitable delays; the LSCB is a small part of some members’ work who may have no capacity or staff behind them

· Dissemination / movement of information etc within organisations not always effective
· Not yet agreed budget and support arrangements
· Actions by individual services do not always support safeguarding activity in others (e.g. lack of understanding of thresholds; response times; support when in difficulties)

· The events of 2008 have prevented the BLSCB from addressing the wider safeguarding agenda due to a need to focus on narrowly defined child protection processes and activities 
· More audit work needed to identify gaps and areas for improvement

Opportunities
· Develop an ‘outcomes’ based approach 

· Reorganisation of health services could reinforce the critical role of health (at all levels) in safeguarding

· Support the CYPP in agreeing a common understanding of needs and thresholds and in developing better family support services  

· National context has reinforced the importance of safeguarding and should assist the LSCB in raising its profile within member organisations and with the general public

Threats

· Lack of time / capacity to undertake reviews and drive forward initiatives

· Reorganisation of health services may reduce capacity further and create weaknesses in safeguarding arrangements

· Failure to sustain the quality of multi-agency working achieved during 2008 crisis
· The current national context (Baby P etc) has increased anxiety levels throughout member agencies from front line workers to elected members.  Inevitably, there is a detrimental impact on staff morale and workload.  There is potential for increased referrals and further safeguarding regulations/requirements, putting ever greater pressure on already over-stretched services.
· Potential for agencies to put other priorities above successful outcomes for children and young people (e.g. where the service is primarily adult-focussed or has a particular brief such as community safety)
Key Tasks and Timescales

February 2009
Review of BLSCB working arrangements and terms of reference

March 2009 
Multi-agency review of learning following cluster of unexplained deaths in Bridgend in 2008

April 2009 

Business plan for 2009/10 in place
February onwards
Completion, publication and production of action plans relating to 10 Serious Case Reviews (see Appendix 3 for detail)
October 2009 
Mid-year review

Conclusion
Generally, there is a feeling that the BLSCB has been doing all it can given the  combined effect of:  the difficult circumstances of the last year (which impacted on all agencies); the improvement agenda and the protocol for BCBC’s children’s social services; large scale  reorganisations and budgetary constraints.
There is an acknowledgement that there is much to do. The BLSCB has been on a steep learning curve and has not yet had the opportunity to fully reflect on lessons learnt.  There is a strong commitment among the members to take forward this agenda positively and to ensure we build even further on the good relationships that exist.

The major challenges relate to capacity and ensuring that the disconnected edges between and within agencies and the gaps in service are addressed.  This will take time, trust and a willingness to be more flexible in the allocation and use of resources.
Hilary Anthony

Chair of Bridgend Local Safeguarding Children’s Board

2nd February 2009

Appendices  
1. Board and sub-group terms of reference

2. BLSCB attendance summary for 2008
3. Serious Case Review summary at February 2009
PAGE  
10

