
Leicestershire Children and Young People’s Executive

4th September, 2009
Update on the Common Assessment Framework and Multi-agency Forums
Purpose of the Report

The purpose of this report is to brief the Executive on progress with the implementation of the Common Assessment Framework in Leicestershire, and to seek support for the proposed future strategy.  The paper also responds to a request for a progress report on the Common Assessment Framework at the Leicestershire Children and Young People’s Board on 
23rd April 2009.
Recommendations

The Executive is recommended to:
· Note the progress made with the implementation of the Common Assessment Framework (CAF);

· Affirm the proposed strategy for the development of the Common Assessment Framework (CAF);
· Affirm that all CYPS Trust partners should provide lead professional capacity through expectations of service managers and commissioning arrangements;
· Endorse the principle that the Common Assessment Framework should be widely used as a service request (referral) by January 2010, i.e. that services accept CAF as a service request when one has been completed and do not insist on a separate form being created - and that individual services should work with the CAF team to resolve any problems related to this;
· Affirm that all CYPS trust partners should generate CAFs where their practitioners identify unmet need, unless individual arrangements have been negotiated;
· Seek a further report on progress 12 months time on progress with these recommendations;
· Forward this report to the meeting of the Leicestershire Children and Young People’s Board on 8th October 2009.
Background

The Common Assessment Framework was introduced nationally as part of the Every Child Matters Framework, in response to evidence in the Victoria Climbie enquiry that services did not work well together to support vulnerable children with complex needs.  A shared assessment and planning framework was planned as part of the response.
The work locally was developed and managed by Bridges, on behalf of the City, County and Rutland, until April 2009 when separate arrangements were established for the City and County/Rutland. 
The Common Assessment Framework includes the following elements:
· A national support framework including guidance on using the CAF, lead professional, and the importance of multi-agency working

· An assessment booklet, to be completed consensually with the child and family, identifying strengths and areas of difficulty
· A database to record all CAFs and intent to CAFs together with needs identified in each CAF

· A training programme to ensure that practitioners can identify need early and are confident to use the CAF.
Significant and successful work has been undertaken to locally implement CAF.  This has included:

· The development of the Leicestershire ‘Windscreen of Need’ integrated working overview

· Revisions to multi-agency working practices to enable CAF processes to be developed

· Provision of training for 1,200 practitioners in Leicestershire

· The creation of a network of multi-agency forum (MAF) meetings across the county
. 

Future proposed relevant government developments include:

· ContactPoint- a national database including all children, indicating which agencies are involved with that young person: work is underway locally to prepare for the introduction of contact point.
· eCAF- an electronic implementation of the national assessment form.
Inevitably, CAF implementation has had, and continues to have, a number challenges (see below).  It is proposed that future strategy should now be ensuring that the Common Assessment Framework is embedded in the practice of all trust partners.
This embedding of the CAF will meet the challenges and address a number of aims:
· Early identification of vulnerable children and young people;
· Swift and efficient assessment of children and young people’s needs across CYPS and partner agencies, part of the Extended Services core offer;
· Coordinated packages of support in place for children and young people which are cost efficient;
· Effective partnerships between parents and their children and school staff, CYPS staff and external agencies and other providers;
· Linkage to wider County Council initiatives such as “Customer First”;
· Addressing the requirements of the Comprehensive Area Assessment arrangements to show that CAF is embedded within local safeguarding arrangements.
Recommendations included in this report support the embedding of CAF into the day to day practice of all agencies working with children and families.
Developments over the last year
1. Multi-agency forum (MAF) arrangements have been established through negotiation and discussion with local stakeholders covering the whole of the county:
· North West Leics

· Hinckley and Bosworth
· Charnwood
· Melton

· South Leicestershire

All areas correspond to the district/borough areas and school development group boundaries. In South Leics, several development groups and district council areas are combined as boundaries within the area do not align. The three district councils in this area are Oadby and Wigston, Market Harborough, and Blaby.
These forums typically meet 4 times a year and consider cases referred using the CAF form.  Proposed CAF cases are shared with local CAF co-ordinators who check if tier 3 or 4 services are involved and whether a CAF has already been started for that young person.  The CAF is completed with the family’s consent and involvement, and a slot at the MAF identified on the agenda.  The agenda is circulated before the meeting to allow other services to check their records.  Each MAF is attended by 20-30 practitioners from a wide range of agencies.  Some 20 minutes are typically spent at the MAF discussing the case and agreeing service involvement and lead professional.  The latter reports progress to the next meeting.  Typical MAF meetings may consider up to 10 new cases and 30 reviews.
2. Independent chairs have been established for each forum. These have been the subject of formal recruitment processes.
3. A central CAF support team has been established including the following posts:


· CAF Strategy Managers (2 x 0.6 FTE job share post)
· 5 CAF co-ordinators

· CAF trainer (0.6 FTE) – not yet appointed.
· CAF team administrator (0.5 FTE) – not yet appointed.
The role of this team is to
· process CAFs, support local chairs
· signpost agencies to other services
· report summary information on cases
· ensure consistency of practice across local forums 
· develop the engagement of all agencies with the CAF process. 
The team also develop general CAF strategy, keeping abreast of developments in other East Midlands Local Authorities and nationally. 
4. The CAF strategy managers report to the Head of Specialist Education Services who in turn reports to the Assistant Director for Targeted Services. Governance arrangements include the following:

· Multi-agency Implementation Group which meets every three months
· Chairs and administrators meeting which meets every three months

· Programme management group which meets bi-weekly

5. The CAF team is funded through the Area Based Grant.  A budget summary is included in appendix 1.
6. Current monitoring information available focuses on the CAF process, rather than detailed outcomes for young people.
The first chart shows CAFs opened since July 2008 and reflects a gradual increase in CAF activity during the period. However the overall level of CAF activity remains low. 
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The number of CAFs closed is shown below.
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The needs identified in each CAF can be summed because standard needs identifies statements are included in the local CAF, unlike the current national form. The focus on behaviour and family relationships reflects the preponderance of older young people amongst completed CAFs, but has been a consistent finding since monitoring began.
	times identified
	Child Needs Identified
	
	
	
	
	
	
	

	171
	The child often responds with 
inappropriate anger or aggression to difficult situations
	

	137
	The child's behaviour is difficult to control

at home specifically
	
	
	

	122
	The child has challenging behaviour

& is receiving support from services
	
	

	118
	The child has or is likely to develop anti-social

behaviour or has been in trouble with the Police or Courts

	111
	The child has difficulties concentrating, is easily

distracted & has higher than average activity levels

	107
	The child is often unhappy, is upset easily

or is very anxious about new experiences
	

	106
	The child's behaviour is difficult to control at school specifically
	
	
	

	96
	The child appears lonely, has few friends &

is isolated with limited opportunities to develop friendship networks

	94
	The child has difficulty in the area of learning
	
	
	
	
	

	92
	The child is excluded or at risk of exclusion
	
	
	
	
	


Recommendation 10 later in this report proposes ways of collecting and reporting outcome based information.

Challenges to embedding the CAF in the work of all agencies
1. Common Assessment seen as the common form of assessment.
Services both within CYPS and within partner agencies have their own assessment forms and referral routes. Whilst some services now accept the CAF as a service request (referral), others do not. This
· causes delay in referrals
· can mean that practitioners, including school staff, see the CAF form and process as creating additional paperwork rather than reducing it
· can mean that, having taken time to complete the CAF with a parent, a practitioner will take the CAF to the Multi-agency forum and the then have a long a list of new referrals to make

· families and young people still have to “tell their story” a number of times and can potentially still go through a number of referral routes before they get the help and support needed.
Some, but not all, practitioners both locally and nationally have reported that the CAF form itself is too long.
2. Flexible and responsive Multi-agency Forums.
Practitioners typically see MAFs as addressing high level need rather than as a means to intervene early in the gestation of a difficulty. They may therefore delay starting the CAF process. There are more CAFs completed for 13-15 year olds than for younger age groups. There is a need to encourage earlier identification of need at a lower level. There is also concern about the length of time between forums which may be why practitioners see it as being for the highest need. The development of more flexible and responsive arrangements is a key objective for the coming year.
(Appendix 2: CAF Implementation in Neighbouring Authorities illustrates how many areas are utilising CAF at an earlier stage than appears to be the case in Leicestershire).
3. Practitioner support.
Some practitioners are unclear, and are anxious, about the Lead Practitioner role. Although practitioners have had their training this is, for many, some months ago and they do not recall what they learned
4. CAF and Statements of Special Educational Need
It was initially concluded that children and young people with Special Educational Need (SEN) should not come into the CAF process as SEN assessment and review was meant to be a multi-agency process and would duplicate the CAF process.  However, practitioners regularly report that the Statement and Annual Review Process does not look at the needs of a child holistically.  While work has begun on improving the process (person centred planning) in special schools, it will take some time to spread throughout the system.  Currently, it has become clear that some young people with statements (possibly 20% of children with statements- i.e. some 400 young people) could benefit from the CAF/MAF process. 
5. Clarity around CAMHS and lack of Specialist CAMHS involvement.
Currently Specialist CAMHS have been unable to provide a representative on multi-agency forums and a lack of information sharing has resulted. This causes uncertainty at forums and a lack of clarity over whether specialist CAHMS involvement makes the case tier 3/4.  It also reflects issues regarding specialist CAMHS involvement in multi-agency working.
6. The need for more local solutions
An emerging issue which is being raised through schools and the roll-out of Children’s Centres is the need for more localised arrangements for CAF.  Some areas of the county have felt the need to retain local forum arrangements because of this inflexibility.  This in turn has created a degree of overlap.  The key to solving this problem is a more flexible approach to the use of the CAF team in partnership with each local area.
7. Source of CAFs
Largely due to the way that CAF has been introduced through school-based multi-agency forums, the vast majority of CAFs have come from High Schools, very few have been received from Primary Schools or pre-school.  None has so far been received from the Youth Service.  This is despite the aim of CAF to foster early intervention. 

8. Integration with Specialist Services
National experience with unannounced inspections of safeguarding services has revealed a lack of integration with CAF processes.  This is one aspect of improving the integration between tier 2 and tier 3 services.
9. Training
Prior to the dissolution of Bridges, multi-agency CAF training was provided by Bridges.  Some 1,200 Leicestershire practitioners have received this free training.  Some of this training has covered elements of the Common Core as well as specific training for the CAF.  This multi-agency training needs to continue as for example, new people are appointed and as practice develops.  Currently 300 Leicestershire practitioners are requiring CAF training.  In itself this gives rise to various issues

· Multi-agency CAF training has been provided, at no cost to agencies, using Bridges funding.  Although it is recognised that CAF training is still required, only the County Council is funding such training.
· It has been proposed that CAF training should be integrated with Safeguarding training – through the LSCB there is an existing structure and shared funding arrangement for multi-agency training.  However, although LSCB recognise the logic of this proposal they have, of necessity, focussed on reviewing child protection training and have been unwilling to make any concrete plans regarding CAF training.
Proposed Future Developments
1. Build on the support that the CAF team is currently offering to practitioners, extending it so that:

· Children with statements can be the subject of a CAF if there are needs in addition to their educational ones.  The CAF offers a way of gaining a holistic picture and the CAF team can support access to services and coordination of work. The CAF would be used as a short-term measure and would therefore sit alongside the annual review process rather than replacing it;
· Children with Specialist CAMHS involvement can have a CAF if coordination is needed.  As for children with statements, the CAF would offer a short term extension to CAMHS work where needs beyond mental health become apparent;
· Links with specialist services are improved so that children and families can be supported as they move down the tiers (and to prevent them escalating back up).  This is particularly important as the barriers between tier 2 and tier 3 work are reduced and needs to focus on local area access teams in the first instance;
· The team should work more flexibly with practitioners in local areas by promoting interagency dialogue on individual cases and thereby avoiding the need for a MAF referral.  Similarly the ability to take this kind of work on will help local practitioners to feel more confident about taking on the role of lead professional.  It will also improve the engagement of families with the process.
2. CAF is used earlier and may not necessarily need to be presented at a MAF. 
· “Earlier” refers both to the age of referral and problem gestation.  CAF can be used earlier in both senses. 
· The CAF team could work more flexibly when a CAF is received. Rather than preparing for the forum meeting, the team could arrange discussions with a small number of professionals to take an individual case forward without the case being presented formally at the forum. Such work would be referred to as Targeted Team around the Child. Work is underway to explore models employed by other authorities.
· Work should be undertaken with stakeholders on whether a simplified CAF form would promote earlier use.

3. Focus on developing accepting the use of the CAF form as a single service request (referral) for all agencies.
· To embed the CAF as the route to early intervention and swift and timely intervention the CAF form needs to be accepted universally across CYPS and partner agencies as a referral (“service request”).  
· The CAF team will work with individual services to deal with specific issues.  Progress in adopting the CAF has been slow.  What is needed is a high level policy commitment across all partner agencies, to support the team’s work with individual services.
4. Implementation of ContactPoint and eCAF.

· Contact point is a national database containing basic details of all children and services that have been supporting them over the last year.  The idea is to help practitioners find out quickly whether other agencies are involved when they have a concern about a young person.  CAF and ContactPoint share the same aims in improving information sharing and outcomes for children and young people at the earliest opportunity.

· The eCAF is an electronic version of the CAF form.  A move to using the national CAF form would improve our readiness for implementation. The current CAF system is paper-based and paper-heavy when CAFs are routinely shared and updated across services.  However, implementation dates have not yet been agreed.
· When implemented, eCAF will be automatically linked with ContactPoint and the benefits of the technology will be realised to support families.

· The CAF Team have a strong relationship with schools who ask our advice on practice issues relating to Tier 2 co-ordination and would also be able to support ContactPoint users as these two approaches dovetail.

5. Spread of lead professional responsibilities. 
· At present, the majority of lead professionals are school based staff who have day to day contact with the child or young person.  Multi-agency working is very much more effective where all agencies share this responsibility, so that it does not become a burden on one.  It is therefore proposed that all CYPS Trust partners undertake to provide some lead professional capacity.  This can be achieved through both through the expectations of service managers and commissioning arrangements.
6. Improve Support for Lead Professionals.
It is proposed that CAF team to addresses the issue of support for lead professionals as follows:

· Each area has a CAF coordinator.  The Coordinator can support the practitioner through the CAF process of assessment, presenting at a MAF and follow up actions post MAF.

· CAF coordinators can encourage and help practitioners to identify immediate actions rather than feel they have to wait for a MAF before anything can happen.

· Independent Chairs have been appointed – this means there is greater awareness of each agencies role and greater consideration of the most appropriate person to be the lead professional.  Chairs could be used to chair case discussions outside the formal MAF.
· The team has also identified that further guidance is needed for LP’s and an LP pack will be available shortly.  This will make the role clear and the support they can expect to receive from the CAF team.

7. Improve Engagement with Specialist CAMHS.
· The commissioning lead for CAHMS now sits on the Multi Agency Implementation Group.  Discussions with her have enabled the CAF Strategy Managers to identify a more flexible approach with specialist CAHMS which should engage them more fully in the MAFs and in the CAF process in general.

8. Explore links with Area Placement and Support Panels.
· Area panels meet monthly to plan educational arrangements for young people who are close to being excluded from school.  The meetings are attended by headteachers, and plan the use of resources such as places at the Pupil Referral Unit, moves to another school, or support from the behaviour support service (know as the Locality Support Team).  Work has already been undertaken to link back office procedures for referrals, so that each is aware of the others’ activity.

· However, there is scope to consider more radical changes as Area Panels become more focused on strategic development of local provision in line with Behaviour and Attendance Partnerships.
9. Training.
· Although training capacity is planned in the budget, appointments await confirmation of the preferred way forward from the County Council wide review of training and development.
10.  Measurement of Outcomes.
· Pilot work on direct measurement of outcomes with children and young people who are the subjects of CAFs will begin in Autumn 09.  A young person friendly questionnaire has been developed with young people during the first half of 2009 and is included in appendix 3.
11. Communication Strategy

· It is proposed that the CAF team develop a communication strategy for endorsement by the multi-agency implementation group to ensure that all partner agencies are kept informed of CAF developments.
Conclusion
CAF has been successfully introduced to Leicestershire via the multi-agency forums over the last two years.  An effective infrastructure now supports local arrangements.  The task now is to build on this success by embedding CAF practice in each agency and ensuring the CAF can be used flexibly to meet the needs of children, young people and families.  This will involve continuing dialogue with stakeholders to find the best local arrangements within a shared county structure.
Sandra Woodward
Tracy Charlton

Charlie Palmer
Peter Chester

12/8/09
Appendix 1: CAF Team Budget
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CAF BUDGET SUMMARY 2009/2010

CODE

EXPENDITURE

BUDGET

ACTUAL

PROJ

VARIANCE

NOTES

HEADING

TO DATE P4

SPEND

£

£

0HA*

Salaries

175,720

44,906

134,717

(41,003)

NI

11,930

2,507

7,522

(4,408)

Super

31,060

8,074

24,221

(6,839)

EMPLOYEES

218,710

55,487

166,461

(52,249)

1000

Advertising

1,500

554

1,500

0

advertising for 2 post at £750 each

1102

Relocation Expenses

0

84

0

0

1200

Prof.Develop

1,500

0

1,500

0

EMPLOYEE RELATED

3,000

639

3,000

0

2303

Room Hire

8,000

562

8,000

0

Venue costs for forums only

PREMISES RELATED 

8,000

562

8,000

0

3311

Operational Leasing

1,750

(1,744)

1,750

0

S Woodward Lease car only

3330

Contb'n to/from Provision

430

0

430

0

S Woodward Lease car only

3400

Staff

500

20

237

(263)

3502

Essential Mileage

1,810

124

1,488

(322)

tracy

3503

Essential Lump Sum

850

76

453

(397)

3504

Casual

2,250

232

929

(1,321)

6 staff

3511

Leasing Mileage

150

0

150

0

S Woodward Lease car only

3512

Leasing Tax,Insurance,RAC

900

145

900

0

S Woodward Lease car only

8140

Car Leasing Reimbursement

(3,110)

(1,004)

(3,012)

98

TRANSPORT COSTS

5,530

(2,152)

3,325

(2,205)

4060

IT Equipment

2,000

0

2,000

0

4 fobs at £431 each. To pay 3 yearly

4200

Provisions

150

21

150

0

tea & coffee etc

4400

Printing

2,500

990

2,500

0

4401

reprographics

4,500

0

4,500

0

4410

Stationery 

1,550

389

1,550

0

4420

Postage

1

0

0

4430

Telephones

2,000

0

2,000

0

includes fax line

4432

Mobile Telephones

860

(3)

860

0

4500

Consultant

18,000

2,790

18,000

0

£900 forum, 5 chairs doing 1 forum every quarter

4600

subsistence

250

4

250

0

tina cost 11.7p per mile

4620

conferences

9,000

2,394

9,000

0

staff doing training for outsiders NOT forum training, inc CD

4890

miscelaneous

0

1,724

0

0

4897

childcare voucher

530

88

530

0

SUPPLIES & SERVICES

41,340

8,399

41,340

0

TOTAL EXPENDITURE

276,580

62,935

222,125

(54,455)

8090

Other Government Grants

(200,000)

0

(200,000)

0

ABG Local Area Intergrated Working (Multi agency)

8120

Other income

(792)

(792)

(792)

TOTAL INCOME

(200,000)

(792)

(200,792)

(792)

TOTAL UNIT

76,580

62,143

21,333

(55,247)

Core Funding 

76,580

76,580

(Under)/ Overspend

0

(55,247)

Current underspend projected as adminsitrative and trainer posts have not been filled


Appendix 2: CAF Implementation in Neighbouring Authorities

	
	Leicestershire
	Leicester City
	Rutland
	Lincs
	Warwicks
	Northants

	Roll out
	5 areas each having their own CAF coordinator/

administrator. 435 CAFs (214 open)
	8 network areas across the City with 0-12 & 13-19 ISH (Integrated Services Hub) Managers in place.

ISH Managers chair the TAC meetings.

TFP’s (Think Family Panels) deal with higher level CAF’s and link in with Social Care and YOS. Parents/YP

attend meetings in all cases

598 CAF’s  (353 open CAF’s)
	Wrap Around Teams operate for age groups. Parents/YP must engage. 30 CAF’s so far.
	CAF sits under the Social Care umbrella. 2170 CAF’s initiated. Currently 1000 open CAF’s. 120-150 new cases per month.
	800 CAF’s about 500 live. 

CAF sits within Early Intervention Service. Use standard government CAF form
	600 CAF's. 360 live cases. Average 25-50 a month depending on school holidays. Steady rise over 18 months but has since taken a dip. Have consent to CAF on front and back of form to re-assure parents of process.


Appendix 3: Outcomes Questionnaire for Children and Young People
How Have You Been Doing?

Name: _______________________________  School: _______________________________  Date: _________________

Please can you fill in this questionnaire?

	Question:
	Please tick one box
	Do you want to say anything about this?

	
	Great
[image: image4.wmf]
	Good
[image: image5.wmf]
	OK
[image: image6.wmf]
	Not Good
[image: image7.wmf]

	

	1. Do you think you are getting on well?

	
	
	
	
	

	2. How are you getting on with your family?

	
	
	
	
	

	3. How are you getting on with your teachers and helpers?

	
	
	
	
	

	4. How do you get along with children and young people.

	
	
	
	
	

	Question:
	Please tick one box
	Do you want to say anything about this?

	
	Great
[image: image8.wmf]
	Good
[image: image9.wmf]
	OK
[image: image10.wmf]
	Not Good
[image: image11.wmf]
	

	5. Are you organised in school and at home? 

(such as coming to school with the right equipment & books)
	
	
	
	
	

	6. How do you feel about asking for help?

	
	
	
	
	

	7. How do you feel about your future?

	
	
	
	
	



[image: image12]
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Thanks for telling us how you are getting on. If you have anything else to add then please write it here:











� Multi-agency forums receive individual cases referred using the CAF and plan actions to address the issues raised. Later meetings are used to review progress.
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