
REGULATORY IMPACT ASSESSMENT

CHILDREN’S WORKFORCE STRATEGY

Purpose and intended effect 

Objectives
1. To improve outcomes for children, young people and their families by promoting 
a. quality and stability in the workforce that supports them, and reduce inequalities between disadvantaged groups and the rest with a particular emphasis on the early years
b. joint working to improve responsiveness to need
Background

2. Lord Laming’s inquiry into the tragic death of Victoria Climbié highlighted the need to ensure all children are safe and have the opportunity to fulfil their potential. 
3. The Children’s Green Paper Every child matters (September 2003) was the Government’s response to Lord Laming’s inquiry.  

4. The Green Paper recommended the development of a workforce strategy for the children’s workforce.

5. The workforce strategy builds on each of the following:

· Every child matters: next steps (March 2004)

· The Chief Nursing Officer’s Review of the nursing, midwifery and health visiting contribution to vulnerable children and young people (August 2004)

· The Children, Young People and Maternity National Service Framework (September 2004)

· Choosing Health – the Public Health White Paper (November 2004)

· the Children Act 2004 (Royal Assent November 2004)

· Every Child Matters: Change for Children (December 2004)

· Choice for parents, the best start for children: a ten year strategy for childcare (December 2004)

6. It should be read alongside the 14-19 White Paper (February 2005), the Skills White Paper (March 2005), Youth Matters (July 2005), the Schools White Paper (October 2005), the Childcare Bill (November 2005) and the existing pay and workforce strategy for local government.
7. After their parents or carers, and for older children their peers, it is people in the workforce who have the biggest impact on children and young people. Ensuring that they have the right skills – and are properly supervised and managed – is therefore critical to improving children and young people’s well-being.
8. In respect of workforce reform we are not starting from scratch:
· the impact of recent (DH-led) reforms in social care is starting to be felt; 
· we have established bespoke Sector Skills Council arrangements to lead reform, with a lead role for the new Children’s Workforce Development Council; 
· we have developed a Common Core of Skills and Knowledge for everyone working with children, young people and families;
· we are developing new common processes – common assessment, information sharing – that will support inter-agency working; 
· there are established workforce reform agendas for both the schools and healthcare workforces; and 
· there is much excellent practice across the country from which to learn and which we need to disseminate and embed more widely.
Intended effect
9. Our vision is of a world-class workforce, striving to achieve the best possible outcomes for all children and young people, that:

· is competent, confident and safe to work with children and young people;

· people aspire to be part of and want to remain in – where they can develop their skills and build satisfying and rewarding careers; and

· parents, carers, children and young people trust and respect.

10. We believe this will have a demonstrable impact on outcomes for children and young people and, especially given the particular emphasis on the early years, on narrowing inequalities in life-chances.
11. This is a long-term agenda, consistent with the Government’s wider reform of public services, which is intended to be introduced and sustained over a ten year timescale, in line with the ambitions of the 10 year childcare strategy.

Rationale for government intervention

12. The proposed interventions set out below seek to address ongoing failures of the market to deliver systematic, nationally organised responses to workforce variability.  Many of the problems in the workforce are either driven or exacerbated by a competing and complex array of options or approaches. For example, the array of qualifications in the children’s workforce and the relationship between them is a barrier to allowing workers identify clear career pathways through the various occupations that work with children. The multiplicity of qualifications also creates a lack of clarity that impacts on employers, employees, students and service-users. This complexity makes it difficult for local authorities to tackle these problems alone, requiring central government intervention to ensure that the success of already implemented programmes in change for children and other related programmes across government is not impeded. 
13. In relation to the early years’ professional, there is little doubt that without central government intervention to drive up standards, the market would have responded at best slowly, and at worst indifferently, to upskilling the leaders in this sector. As identified below, such upskilling is costly. These costs would have to be passed onto consumers, inevitably pricing early years’ provision beyond poorer families. The rationale for economic reasons is as sound as it is for moral reasons: the impact of an early years’ professional in these settings improves outcomes for the children in those settings. This provides a basis for greater achievement in later life, which promotes economic activity.

Consultation 

Within Government

14. The development of the workforce strategy was steered by a cross-departmental board incorporating representatives from the Treasury, Cabinet Office, Home Office, DWP, DH, YJB, DCMS and ODPM. The response document has been developed on a cross-departmental basis and discussed at both the Building Capacity and Change in Practice project and programme boards hosted by DfES.  
Beyond Government

15. The Children’s Workforce Unit published for national consultation a version of the workforce strategy in April 2005. Copies were sent to national representative bodies, children’s charities, skills organisations as well as individual professionals. The summary of who responded to the consultation and what they said is available in the Government’s response document accompanying this RIA.

16. In addition, DfES ran 7 regional consultation events – which over 1,000 delegates attended – and commissioned a specific consultation with children and young people.

Options 

17. In light of the consultation, and the responses received, we have identified three possible approaches for the Government’s response document:

Option 1.  Restate the vision and present a summary analysis of responses but not commit to any further action;

Option 2.  Identify a sensible and balanced – and affordable – set of early actions that Government and its partners can take to make further progress

Option 3.  To take early and ambitious steps to intervene directly in pay and terms and conditions in response to requests for a greater level of national control over wages in addition to the plan outlined in Option 2
18. We consider each of these in turn below:

Option 1: Restate the vision and present a summary analysis of responses but not commit to any further action 

19. Here we assess the impact of not implementing the interventions described below under Option 2, nor doing any intervention at all. Without intervention, the following would likely occur:

a. There is strong evidence showing the impact of highly-qualified leaders in early years’ settings. Without driving standards in this area it is likely that no transformation of early years’ provision would happen. In doing so, a large number of children who need developmental support would fail to benefit, impacting their lives and the economy for many years.
b. Qualifications for children and young people’s workers would continue to diversify adding complexity to an already complex array of awards. This impedes the flexibility of the labour force, and increases inefficiency for those transferring between roles by unnecessarily doing more training than necessary and contributes to unnecessary wastage from the sector due to too restrictive career opportunities.

c. A diversity of skills levels and competencies for all workers in early years’ settings would undermine the effectiveness of developing both a highly-skilled cadre of leaders and a wider workforce with a consistent understanding of children’s needs in these settings. By setting clear specifications for the nature of skills in championing children and in the common core we ensure a minimum consistency of standards reducing a postcode-lottery effect on provision.

d. Workforce planning continues to be patchy among local authorities. Without specific intervention to address the failings, it is likely that authorities would likely continue to miss (or take much longer to take advantage of) strategic development opportunities.

e. Service integration raises a number of issues around pay and conditions of different workers operating in the same environment. By convening a high-level inter-departmental review board these cross-cutting issues can be tackled effectively over the long-term.

f. Some lead professional-style working already occurs in some places and for some services. It is likely that this will increase organically, partly driven by the introduction of the Common Assessment Framework (CAF). However, the spread of this style of multi-agency provision may not spread with the consistency and speed associated with government-led policy guidance. Furthermore, there may continue to be a reliance on social work to provide this role, as it is one most closely associated with this profession. This would fail to take full advantage of the training associated with lead professionals helping to generate take-up of this role by workers other than those in social work. This is important as in doing so it makes children’s services more preventive, and helps reduce demands on the social care workforce.

g. More integrated working would likely occur organically, stimulated by the introduction of the CAF and spread of consistent and maintained service directories. This would likely be patchy, with some areas developing more effective approaches more quickly than others. Inter-authority exchanges of good practice would likely occur, but probably inconsistently and possibly without any formal assessment of standards or full impact.

h. Skills and national workforce development would likely continue in silos for each of the various aspects of the children’s workforce, particularly for the two key occupation groups of social care and early years.
20. However, it is possible that some of the benefits of intervening may well be achieved by not intervening, implying a realisation of benefits without central government expenditure: local workforce planning; more integrated working; tactics to address pay and conditions in integrated settings; lead professionals. 
Valuing the benefits
21. The benefits here are extremely hard to monetarize: the impact of some better workforce deployment might be outweighed by continuing and expensive problems in poorly deployed workforces elsewhere. Likewise partially improved integrated working is also difficult to value: there is likely to be some benefits to some children, but the costs from myriad approaches in different areas may well result in net higher costs when integrated working occurs across boundaries. A conservative assessment would suggest that current poor practice will continue at a level cost, with improvements in some areas contributing to an overall net positive value of benefits. However, when the lack of an IQF is factored in, where the assumption is of the myriad qualifications moving toward increasing complexity and not towards increasing simplicity, the cost impact is likely to increase. Again quite what value should be placed on this is unclear. 
22. In summary, it seems prudent to assume that the value of the benefits may just be positive, at least in the medium term, and probably measured in the £’0ms than in the £’00ms or £’000ms. Given the zero investment this represents a possible small positive impact. 

23. Further comparative analysis is made under Option 2, giving some illustrative quantification to the likely impacts (see pages 25-26).

Option 2: Identify a balanced and affordable set of early actions that Government and its partners can take to make further progress 
24. As a result of the consultation, we think there are seven things that the response document should signal – as specific policies that will contribute to improving outcomes for children and young people. 

25. These are listed below. For each we set out a brief description of the issue the policy is addressing. 
A. Supporting the development of local workforce strategies
B. Strengthening safeguarding and improving outcomes for looked-after children 

C. Improving recruitment, retention and the quality of practice 

D. Bringing services together around the needs of children, young people and families 

E. Strengthening leadership, management and supervision

F. Establishing a more professional workforce in the early years

G. Continuing to tackle the problems facing the social care workforce through Options for Excellence 

26. Costs are then assessed in groups of policies, and with the analysis ordered according to the scale of intervention on the market. Therefore we consider the deployment of an Early Years Professional (proposition B) first. Then we turn to the integrated qualifications framework and the CWDC/CWN (work-streams A and D), then the others, considered as support packages and policy development interventions.

A. 
Supporting the development of local workforce strategies
27. In preparing Children and Young People’s Plans (CYPPs), local partnerships need to consider the workforce implications arising from their needs analysis and service delivery plans.  Responses to the consultation indicated that 

· those responsible for employing people directly and/or commissioning services wanted more support in thinking through the workforce issues arising; and 

· local partnerships would welcome more joining-up at the centre, relating in particular to the alignment of targets and the more effective co-ordination of different planning requirements on local areas.

Supporting local workforce strategies

28. The Children’s Workforce Development Council has worked alongside the Employers’ Organisation for local government (EOlg) to provide immediate support for local partnerships as they think about the workforce issues relating to the CYPP. 

29. Advice on the development and content of a local workforce strategy was published in December 2005 and is available on the CWDC website (at www.cwdcouncil.org.uk). It includes signposts to specific aspects of support (e.g. good practice examples), provides links to other resources, (including those of other Children's Workforce Network members), and holds a check-list of steps to take to develop an effective  local strategy.

30. Associated consultancy support for this and a range of related subjects is now available via a CWDC-managed network of key regional contacts, who will lead on marketing and embedding good practice in workforce re-modelling. Initial support will be free, with a scale of charges for more intensive or extended support. 
31. The recent Department of Health publication A National Framework to Support Local Workforce Strategy Development
 offers additional advice to the NHS and those delivering social care services. 

32. CWDC, working in partnership with Lifelong Learning UK, the TDA, and others, will update its advice on workforce strategies later this year to support the further reform and integration of services for teenagers, in light of the response to Youth Matters.
33. CWDC will support Government Office Directors of Children and Learners in their networking with Directors of Children’s Services (DCSs) so that workforce issues are fully addressed.  From April 2006 CWDC will promote workshops and networking events, supporting DCSs and other local partners as they clarify planning priorities and think about implementing workforce reform and remodelling locally.

Streamlining planning arrangements

34. The Government understands and supports the call for more alignment at the centre to reduce and streamline demands on local partners. DfES will work with the Cabinet Office, HM Treasury, the Office of the Deputy Prime Minister, the Department of Health, the Department of Trade and Industry (as the sponsor Department for RDAs) and the Department for Work and Pensions (as the sponsor of Jobcentre Plus) to agree a simplified, streamlined set of arrangements for strategies covering workforce planning and workforce development across health, social care and children’s services. We will undertake a detailed analysis of the current position – by focusing on one specific region – and based on this study will aim to have new arrangements in place by April 2008, supported by a more co-ordinated and streamlined set of field-forces, so that all our partners have greater clarity about both the expectations of Government and the support that is available. 

35. Annual Performance Assessments and Joint Area Reviews will enable both Government and CWDC to provide more targeted support to areas experiencing significant workforce difficulties. The Priorities Meetings held in November and December 2005 provided an opportunity for local authorities and their partners to discuss local workforce priorities with strategic advisors and Government Office colleagues in the context of delivering national outcomes.  From April 2006 Directors for Children and Learners and Children’s Services Advisers will provide support and challenge on workforce and other Every Child Matters issues for each local authority in their region. This support will be sensitive to local variation and take account of the specific circumstances opportunities and difficulties facing each local authority.
B.
Strengthening safeguarding and improving outcomes for looked-after children


36. The Government recognises the need to do as much as we can to ensure proper safeguards are in place to protect children and young people from unsuitable adults, whilst accepting that, regrettably, there can be no fail-safe mechanism.  It is important that employers play their part in ensuring through appropriate checks that they only employ individuals who are suitable to work with children in relevant positions.
37. In light of Sir Michael Bichard’s report, we are legislating to establish a new vetting and barring scheme for those working with children and vulnerable adults. This will complement the next steps on registering the social care workforce being taken forward by the General Social Care Council. A number of other measures to further tighten existing safeguards were announced by the Secretary of State on 19 January 2006, and are being taken forward alongside the new legislation.
38. Higher Standards, Better Schools for All, the recent schools white paper, re-emphasises that schools have a statutory duty to ensure that their functions are carried out with a view to safeguarding and promoting the welfare of children. This means schools working with other children’s services agencies and the new Local Safeguarding Children Boards (LSCBs) to identify concerns and to take action to safeguard and promote their welfare.  Schools need to ensure that their staff have the awareness and training they need to do this. 

39. We will set out in Spring 2006 revised guidance for safeguarding and promoting the welfare of children across the children’s workforce in a new version of Working together to safeguard children, informed by the recent public consultation exercise.  And we are putting in place – from April 2006 - a network of regional Allegations Management Advisors, to help local areas establish effective procedures for handling allegations of abuse against staff.

40. LSCBs will have the function of developing policies and procedures for safeguarding and promoting the welfare of children including in relation to training of those who work with children or in services affecting the safety and welfare of children.  It will be the responsibility of the LSCB to ensure that training on safeguarding and promoting welfare is provided in order to meet local needs. This covers both the training provided by single agencies to their own staff, and inter-agency training where staff from more than one agency train together. We are now looking at the scope for national bodies, such as CWDC, to support this process by setting standards for inter-agency training, disseminating good practice and commissioning the development of training materials.

41. Higher Standards, Better Schools for All, also promises a consultation “early in 2006 on a more wide-ranging set of proposals for transforming outcomes for Looked After Children.”  As part of its remit the consultation will look at the impact of workforce issues on outcomes for looked after children and look at whether more might be done to strengthen the role of professionals and carers in improving the life chances of this vulnerable group.
42. We know that achieving a step change in life chances for this group will require continued improvements in fostering and residential care.  We are currently reviewing both the existing suite of national minimum standards and the variability of support offered to foster carers.  
43. We are also working with key stakeholders - including local authorities - to develop proposals for a national minimum allowance for foster carers and following consultation aim to issue a target rate or rates, and associated guidance, in July 2006. 
44. In addition, CWDC has identified as a priority the need to ensure better support for foster carers.  Their  business plan will be published in March and key areas of activity will be:

· Extending existing national occupational standards and qualifications, so that they fully reflect the needs of foster carers;

· Developing standards for training pre- and post-approval which will include support to develop specialisms and a very clear emphasis on continuing professional development; and

· Contributing to the review of national minimum standards for foster care.

C.
Improving recruitment, retention and the quality of practice 


45. The consultation underlined the need for further steps to both recruit and retain people in the children’s workforce, and also to ensure that people in the workforce are adequately and properly trained.  The CWDC and the Children’s Workforce Network (CWN) will have a leading role to play here and will together be responsible for identifying and then promoting good practice in terms of recruitment and retention, multi-agency working, and delivering integrated and effective intervention and support to improve outcomes. 
46. Whilst respondents felt that recruitment was largely a local issue, for which local solutions need to be found, they welcomed the specific proposal for a single (integrated) framework of qualifications, founded on the Common Core of Skills and Knowledge – in effect, introducing it into the training and development for the whole children’s workforce. Responses recognised the potential for such a framework to help with recruitment, retention and remodelling of the workforce, by supporting improved career pathways across and better progression opportunities within the children’s workforce.

47. Responses called for a clearer recognition of the need for qualifications to be built on accreditation of both core and specialist skills and knowledge. They also called for the accreditation of prior skills and knowledge to be central to the design of a framework that would support greater mobility and progression.  

48. Responses also suggested that we should consider carefully the future relationship between an integrated qualifications framework supporting improved career progression and total reward packages.  It is of course for employers to make judgements about the rewards they need to offer to recruit and retain people with the required skill, knowledge and flexibility needed for any particular role. Qualifications are only one of the assurances an employer might accept as evidence of a person’s suitability.  However, we do accept the need to consider the future impact of an integrated qualifications framework on the judgements employers will make when devising and revising reward packages and will therefore consider carefully the evidence and recommendations the Children’s Workforce Development Council include in their report. 
49. Our goal is to have in place by 2010 an integrated qualifications framework, which will support more integrated working and make the wide range of occupations within the children’s workforce more accessible and easier to progress within and across.

50. We recognise the need to ensure that the framework maps across to the DH Knowledge and Skills Framework for the NHS, the Child and Adolescent Mental Health Services (CAMHS) education and training strategic framework, and to the QCA framework for achievement.  We recognise too the importance of ensuring that the new arrangements work sensibly across the UK.    
51. The CWN has committed itself to this work. The CWDC will play a leading role in the development of the integrated framework, developing the necessary partnerships with its sister sector skills councils, awarding bodies, professional associations, Trades’ Unions , colleges of higher and further education and  training providers. 

52. A key design principle for the framework will be that qualifications for the workforce must support work based routes into higher level jobs, including graduate level roles. We want all future qualifications to simplify the recruitment process for employers and open up genuine career opportunities for people to move up, across and between service areas and across sectors - statutory, private or voluntary, from the early years to youth services, across education, social care and health.

 

53. Alongside this document, DfES is publishing a short pamphlet on the design principles and process for creating an integrated qualifications framework. This can be found at www.everychildmatters.gov.uk. Later in the Spring CWDC, on behalf of CWN, will publish a detailed implementation plan.  
54. To improve the quality of front-line practice, to encourage a sharper focus on outcomes rather than processes, and in response to the many responses that mentioned the need for better training, we are keen to explore how to make more systematic use of proven, evidence-based interventions, especially in supporting parents and carers. 

55. We know, for example, that there are fathers, mothers, and carers, who can benefit from structured, evidence-based and effectively delivered parenting support. Such programmes have been shown to impact positively on the quality of parent-child relationships, and on children’s attainment. They have also shown benefits in tackling challenging behaviour across the spectrum from inattentiveness and hyperactivity through to aggression, violence and destructiveness. There is clear evidence that the level of skill of the individual(s) delivering parenting support programmes has a demonstrable and direct relationship with the outcomes achieved.

56. To enable existing professionals to access rigorously evaluated and evidence-based training in specific techniques for supporting parents and carers, delivered by properly qualified trainers, we are exploring ways of developing a national parenting academy, which could deliver training in modern evidence-based programmes on working well with parents and carers. Such an approach would have at its heart encouraging professionals to shift from a focus on process ‘this is what I do’ to outcome ‘this is what I am aiming to achieve with the child/parent/family/carer’ 

D.
Bringing services together around the needs of children, young people and families


57. Responses to the consultation confirmed the importance of people working together to provide services focused around the needs of children, young people and families. That means inter-agency, interdisciplinary and, where appropriate, co-located services, building on the model offered by both Children’s Centres and extended schools. It also means reducing the numbers of different assessments undertaken – and increasing the amount of provision – and ensuring that relevant information is shared appropriately and quickly. 

58. Recent guidance on the new duty to cooperate to promote the well-being of children, on the role of Directors of Children’s Services and Lead Members, and on Children and Young People’s Plans, has set out clear expectations that in every area local authorities and their partners will lead service integration and multi-agency working.  Under the Childcare Bill, this will be given a particular focus for the youngest children, as statutory guidance is issued on improving their outcomes by local authorities working with their partners in the NHS, Jobcentre Plus, the private and voluntary sectors, and with parents.
59. Higher Standards, Better Schools for All underlines the need for schools to be part of these new arrangements. It notes that “more and more schools are choosing to share their premises with professionals from other agencies, meaning on-site support is available quickly when a problem is identified”.  

60. Increasingly, workforce development will need to be taken forward jointly, particularly as extended schools and schools that are co-located with children’s centres increase in number. The White Paper underlines this, saying “the TDA (Training and Development Agency for Schools) – as a key partner of the new Children’s Workforce Development Council and member of the Children’s Workforce Network – is ideally placed to ensure there is the consistency of approach across the wider children’s workforce that our partners on local authorities expect. It will also ensure that the Common Core of Skills and Knowledge for all who work with children and young people is integral to the development of school staff.”  

61. Recognising the importance of building a strong relationship between parents and schools, the 2005 Pre-Budget Report announced a £20 million programme to pilot a new Parent Support Adviser role in over 600 primary and secondary schools in the most deprived areas. This new preventative role will support children and families where there are early signs that they could benefit from additional help such as parenting programmes, mentoring for the parent or child, or one to one tuition for the child.
62. Commissioning a Patient Led NHS published by the Department of Health sets out a new vision for the NHS, with the patient – including children – rather than the professional driving the system. Reformed commissioning arrangements should lead to better needs assessments of children and their families which will in turn require the workforce to adapt to meet these needs.

63. As part of the drive to increase the capacity of school health services the Government will publish, early in spring 2006, a practical guide for head-teachers - Looking for a School Nurse?  - which will set out both the benefits and some of the practical considerations that are associated with having a school nurse on-site or assigned to a school, or cluster of schools. School nurses are increasingly members of multi-skilled teams and the move towards integration of services and an increased emphasis on multi-agency working is supporting them to achieve healthy outcomes for children and young people. 

Practical support to joined-up working across services
64. We are developing, at the national level, a range of practical tools to support local areas in joining-up services to children and young people across agency and professional boundaries. To assist local authorities and their partners we will publish in March 2006 an integrated working implementation roadmap setting out how the national tools fit together and offering guidance on coherent implementation, drawing on successful local experience. From April 2006 we are providing increased funding to LAs through the Children’s Services Grant to enable children’s trusts, amongst their other change priorities, to fund multi-agency training in areas such as information sharing and common assessment.  The CWDC and the CWN will also be able to offer advice and support on joined-up working.

65. We have already launched a tool kit on multi-agency working, and guidance for local areas that have chosen to trial the Common Assessment Framework (CAF) and the lead professional role. We are now carrying out evaluation work on the implementation of CAF and the lead professional role in 12 local areas, involving a wide variety of sectors including schools, health settings, social services, Youth Offending Teams, Connexions, the Police and substance misuse services.  Evaluation of the trials will inform policy development and the revision of CAF materials and the lead professional guidance for national implementation from April 2006.  

66. Building on the lead professional role currently being trialled, the 2005 Pre-Budget Report set out a proposal to develop a series of Single Account Holder Pathfinders, funded by an additional £10 million over two years, to determine whether a budget-holding lead professional model might be implemented more widely.  Our aim is to work with 6-10 areas over a 2 year period to explore how budget-holding by lead professionals could further strengthen their role by giving them additional powers to:

· ensure children, young people and families get the public services they need when they need them; and

· reduce overlap and inconsistency from other practitioners.

67. This work, which will begin in June 2006, will introduce a second phase of trialling of the generic lead professional role and will also pilot the budget-holding lead professional role as an integral part of the testing and early implementation strategy for integrated targeted support for young people as set out in the Youth Green Paper.

68. To promote effective information sharing as a tool for early intervention, we have recently developed draft cross-Government guidance Sharing Information on Children and Young People. Consultation on this draft guidance ended on 15 November 2005 and we expect to publish final guidance in March 2006 supported by training materials on information sharing, and a nationally endorsed local information sharing protocol and privacy statement.

69. Since 2003 we have been developing proposals for an information sharing index as an enabling and supporting tool to allow practitioners to identify quickly a child or young person and see who else is working with them.  The index would support better information sharing practice and promote integrated working. Index approaches have been piloted in 9 local authority areas. The Government recently announced its decision to proceed to implement an index to support children’s services across England by the end of 2008. The Government will work closely with local authorities, other stakeholders, and with representatives of children, young people and families in implementing the index. 

Planning and Commissioning
70. Children’s trust pathfinders and other partners have told us that the joint planning and commissioning process is the most difficult aspect of children’s trust arrangements to understand and to implement.

71. In response to calls for Government to set out clearly what we mean by joint planning and commissioning, we are publishing a Joint Planning and Commissioning Framework for Children, Young People and Maternity Services. The framework will help managers in a range of local services understand the aims and ambitions underpinning the Every Child Matters Change for Children programme locally and how joint planning and commissioning can be made to work locally to improve outcomes for children, young people and families.
72. We are also discussing with Voluntary and Community Sector (VCS) stakeholders how best to strengthen engagement between the VCS and children’s trusts locally. We have set aside £3 million to support this over 2006-08. We are clear, for example, that workforce development and the extension of integrated working locally will not be complete if it does not recognise the actual and potential contribution of the VCS.

73. Volunteers need to part of the equation too. The 2005 Pre-Budget Report recognised the significant contribution that mentoring can make, announcing that a new pilot project will be launched to establish peer-mentoring schemes in 180 secondary schools over 2 years. But, more broadly, local areas will need to think about innovative ways in which they can support and encourage volunteers to help children, young people and families, building on much excellent practice that already exists.
E.
Strengthening leadership, management and supervision


74. Well managed services deliver better outcomes. High staff turnover, which is expensive and demoralising, is strongly associated with poor leadership, management and supervision. People want well-designed jobs, with appropriate support, development, and respect. 

75. We are working with partners to bring a new coherence and focus to the development of knowledge, skills and competence amongst strategic leaders, operational managers and professional supervisors across children’s services. 
· We have already developed a National Professional Qualification in Integrated Centre Leadership. 400 people have started on this post-graduate course this year. 
· We have a clear commitment to develop graduate leadership for full day-care settings. 
· Building on their work on the National Social Care Leadership and Management Strategy, the CWDC and Skills for Care will work to test a shared unit on supervision which can be used in a range of settings.

· Care Services Improvement Partnership has commissioned two leadership programmes: a national Leadership Programme for Child and Adolescent mental health workers, and a national programme for leadership for NHS professionals working in safeguarding children.

· The establishment of the Leadership Centre for Local Government is developing the next generation of opportunities for local authority leaders, alongside which we have already run an induction and networking programme for new Directors of Children’s Services. 
· The Social Care Institute for Excellence has developed a Leading Practice programme for social care. 
· The National College for School Leadership has transformed the development of school leaders. 

76. All the existing Leadership Centres are helping to drive forward joint action on leadership development through the Public Services Leadership Consortium. From early next year they will start to benefit from the learning resources and toolkits the Consortium is preparing.  These will further promote integrated leadership development in the children’s workforce.   

77. Next is the implementation of a shared set of skills, knowledge and behaviours for those leading and managing within integrated children’s services.  We have already developed, with a wide range of partners, a prospectus, Championing Children. This is being tested in a sample of local authority areas and, subject to any necessary revision from the testing phase, will be integrated into existing development opportunities across all services from next year. To complement this we are asking the Children’s Workforce Network to consider what also needs to be done to enhance the development of the particular knowledge and skills required of those leading, managing and supervising in specialist services. 

78. Our ambition is to ensure that those running specialist services have the essential core knowledge of their own service and the necessary skill to integrate their work with that of other services to ensure that the total package of services for each child is coherent and easy to access. 

79. One area we will examine urgently is the management and supervision of children’s social care and the support that is in place for the workforce dealing with the most vulnerable children including those who are looked after, children in need of protection and disabled children with complex needs.  One of the reasons social workers leave is that they do not feel sufficiently protected and supported in difficult situations by good supervisors.  We would therefore expect a partnership across the Employers’ Organisation for local government, the CWDC and Skills for Care to make the development of leadership and supervision skills in social care a top priority.
80. To demonstrate the coherence and focus of these various elements of the reform process we will ensure that this work is reflected in the development of improved career pathways.  This will form part of the work on the integrated qualifications framework and will show how, over the next few years, we will connect more closely the core skills, knowledge and values required in front-line practice to those expected in a professional supervisory role, an operational management role and a strategic leadership role.
F. Establishing a more professional workforce in the early years


81. Evidence from the Effective Provision of Pre-School Education project shows that the quality of the early years’ experience is directly related to better outcomes for children. Key factors contributing to the quality of this experience are leaders with higher qualifications, trained teachers working alongside and supporting less qualified staff and staff with a good understanding of child development and learning.   
82. Responses to the consultation welcomed the proposal to introduce clear professional roles in children’s centres and full day care settings . Responses also supported the ambition to develop a more highly qualified workforce generally. 
83. The CWDC and the TDA have been working together to draw up a standard for the skills, knowledge and practice experience to be required of someone taking a leading role in the delivery of high quality provision in children’s centres and full day care settings. In doing so, they have advised that we need to have in place, by the end of 2006, a robust process for conferring the status of Early Years Professional (EYP) on those who can demonstrate the required standard. Further work is now in hand to:
· define fully the standard of skill, knowledge and practice experience required for the EYP role;

· clarify the extent to which those skills, knowledge and practice experience requirements are met already by those most likely to want to take on the EYP role, including those trained as teachers, community nurses or social workers and those in practice currently with early years, childhood development and play related qualifications; and

· develop proposals for additional training solutions for those whose existing skills, knowledge and practice experience need some enhancement to demonstrate the EYP standard. 

84. CWDC will publish a short web-based statement setting the scene for the first phase of this work. This will be available at www.cwdcouncil.org.uk/earlyyears in February. Specific proposals for further consultation will then follow in the spring; and a full prospectus will be published in June 2006.  
85. Following publication of their proposals CWDC and the TDA will work closely with existing early years’ practitioners and employers, higher education institutions (HEIs) and students to refine details of the core skills, knowledge and practice experience required to lead practice in early years’ settings.  These requirements, along with the range of training options available to acquire them, will then be confirmed in the prospectus. In parallel this work will inform reviews of relevant foundation and full degrees, including the Early Years Sector Endorsed Foundation Degree itself. Teacher training will also be reviewed to ensure it meets the requirements for the early years.  All occupational and professional standards will reflect the Common Core of Skills and Knowledge as well as meeting the additional requirements for early childhood development and working with parents and carers. 
86. The establishment of a standard for the professional skills, knowledge and practice experience to be required of someone taking a leading professional role will help bring coherence and structure to workforce development across the early years, and will dovetail with the development of the Integrated Qualifications Framework. It will articulate a clear ambition for career progression routes which enable the sector to ‘grow its own’ professionals.  This will meet the strong desire amongst employers and early years’ workers alike for work-based routes into a professional cadre for those already committed to the sector. They will also open up routes into early years’ practice at a professional level for school leavers via undergraduate study and for those currently employed in related sectors such as education, play, health, leisure and social care. 
87. This work to develop a cadre of EYPs will be supported by the Transformation Fund which is intended to improve the quality of provision in the early years, without passing the cost to parents. In 2006-08, the Fund will be used to:
· stimulate the supply of EYPs through: 

· the development and delivery of appropriate training routes both for those currently working in the sector and those wishing to join it in the future;

· covering the costs of fees, bursaries and supply cover for those training from within the sector; 

· provide a recruitment incentive for full day care settings in the private and voluntary sectors to employ graduate professional leaders for the first time on condition that the leader of professional work in the setting has attained the new EYP status by September 2008 at the latest; 

·  provide a quality premium for settings with an existing level 5 or level 6 professional leader, on condition that the leader of professional work in the setting has attained EYP status within two years of the award of the premium and that the setting invests in the training and development of its non-graduate staff to help improve the quality of provision in the setting; 

· enable a higher proportion of the early years workforce to be trained to level 3 and above; and

· train more staff to work with disabled children and those with SEN. 

Conditions for the use of the Transformation Fund will be set out fully in guidance.

88. We can therefore confirm that we will aim to have EYPs in all children’s centres offering childcare by 2010, in every full day care setting
 by 2015. In addition, building on the responses to the strategy consultation, we will aim to secure a higher proportion of the workforce in all settings qualified to at least Level 3 by 2008.  We will be asking CWDC to advise us, by Summer 2006, on appropriate strategies and targets to secure this ambition.
89. These reforms will contribute to both improving outcomes and narrowing inequalities in life chances for children. Young children will enjoy improved provision; parents will have greater confidence in and reassurance about the quality of the service. A more professional workforce will play a key role in helping to deliver the single quality framework for children from birth to five, the Early Years Foundation Stage, which we proposed in our ten year strategy for childcare. It will also contribute significantly towards the future requirement on local authorities to improve outcomes for children at the end of the Foundation Stage and to reduce inequalities between the level of development achieved by children with the poorest outcomes and the rest.
90. Increased status will also help to enhance existing employee motivation and job satisfaction and attract new people to the profession – creating a virtuous circle of enhanced quality of care for children and improved outcomes.

G.
Tackling the problems facing the social care workforce through Options for Excellence

91. Responses to the consultation, whilst welcoming and endorsing the propositions made to improve supply, stability and quality, suggested the need for a full and considered review of the social work and social care workforce.  Ministers in DfES and DH – recognising the central importance of the social care workforce to the delivery of both the Every Child Matters: Change for Children and Independence, Well-being and Choice agendas – announced on 21 July 2005 the establishment of a joint review of the workforce, Options for Excellence.

92. Options for Excellence has been tasked by Ministers with bringing forward specific recommendations to:

· increase the supply of qualified social workers and social care workers, including foster carers; 

· define the role(s) of qualified social workers and ensure the fit between the role(s) and training and qualifications requirements; 

· improve the quality of social work practice;

· develop the wider social care workforce and links with related child and adult services to improve career opportunities and service standards. 

93. The Review will consider the long-term trends in needs, industry/market development and assistive/medical technology, user-managed care and new models of service delivery. It will assess the workforce reforms needed to ensure that services are able to meet the challenge of being both personalised and service-user led, and safeguard the well being of the most vulnerable children and adults in our communities, including identifying any particular issues associated with serving particular client groups, such as children or families. 

94. The Review will seek to answer a range of questions, drawing on both international comparisons and lessons to be learned from other public sector modernisation programmes, assessing the fit between social care today and that likely to be needed in the future, including:

· What should only social workers do? The Review will ask if the training and qualifications structures adequately address the challenge of the different roles undertaken by social workers, across a variety of settings and sectors. It will consider whether we are making most appropriate use of social workers; and, more fundamentally, what more needs to be done to ensure that social workers are not distracted by tasks that do not require their specialist skills.

· What more is possible to attract and retain people into social work? Building on the current recruitment campaign and recent developments such as the creation of the new 3-year degree (over 7,000 starters in its first two years), registration of the workforce by GSCC (with over 77,000 social workers including students now registered) and Protection of Title, the Review will focus on more flexible routes in for existing graduates and for existing/potential support-level staff to pursue work-based routes, and promote the entry of mature people. The Review will also ask how improvements in leadership, management, supervision, rewards, regulation and continuing post-qualifying development could enhance retention.  

· How do we support the wider social care workforce? The Review will explore how changes in training and development, career opportunities, registration and regulation could improve standards within social care services and stability within the workforce delivering those services.  This will include exploring options for ensuring we have a workforce, at all levels, that reflects the diversity of people using social care services. 

95. The Review will also consider what cost models would support reform, and what timetable should be recommended to deliver change and it will look at how to strengthen user and carer engagement in developing the workforce.

96. The Review will take account of the Children’s Workforce Strategy and the recently published DH White Paper Our health, our care, our say: a new direction for community services, the Government’s forthcoming statutory guidance, Working Together to Safeguard Children.

97. Options for Excellence
  will deliver:

· analysis of the economic and social case for social care services, to help inform the 2007 Comprehensive Spending Review, drawing out the contribution that social care services make to the achievement of wider Government objectives,  notably, health and well-being, educational attainment and participation in the labour market, to inform and support discussions with HMT;

· by September 2006, a worked-up vision of the workforce to 2020 (for publication) with long-term implementation plan.

Assessing the impacts of Option 2
Policy F: Establishing a more professional early years’ workforce
98. Provision was made in the Pre-Budget Report 2004 for £125m a year in 06/07 and 07/08 to launch the Transformation Fund, subject to the details being agreed with Treasury. The Fund will subsidise childcare providers to meet the increased wage cost of having higher qualified staff in the setting, thereby ensuring that the quality improvements are not charged to parents. 

99. In the short term (2006-2008) the Fund will be used to:

· establish new training routes for graduate Early Years Professionals (EYP);

· enable the employment of more Level 5 and Level 6 staff;

· upskill staff to Level 3 and above;

· upskill staff to work with disabled children and those with special educational needs.

No commitment in the long term (2008-2014) can be made prior to the outcome of the Comprehensive Spending Review 2007. However, we aspire to use the Fund to achieve universal roll-out of the EYP across the full day care (FDC) sector. A key component of this is financial support for FDC providers employing EYPs, recognising the significant gains that graduates bring to children’s development. This support forms a key part of the Government’s long-term commitment to transforming the quality of childcare – including ensuring there is an EYP in every FDC setting by 2015. 

100. The impacts of using the Transformation Fund over the short and long terms will be: 

· an EYP member of staff in all children’s centres by 2010 and in every full day care setting by 2015;

· On account of the Fund only applying to Full Day Care (FDC) settings, many sessional providers are expected to move to FDC (accelerating current market trends). Since FDCs are more cost-efficient than sessional providers, this results in a net economic benefit;

· performance-related allocation of the Fund – more resources for those LAs with higher numbers of Level 5s and 6s;

· affordability and price stability; 

· updated allocations – ensured through a longitudinal evaluation of the Transformation Fund to start in 2006 and continue for the lifetime of the fund. The evaluation will review the allocation methodology, the proposed level of subsidy, the level of the price cap, the use of the subsidy and its impact on quality and outcomes. There will also be a review of the business case for the investment every 2 years. The experience of funding in 2006-08 will help build the case for future policy development.
101. In summary, the Transformation Fund is designed to incentivise a step-change in the quality of childcare and early years provision in the non-school sectors without increasing the costs to parents. Funding will also be conditional on a price cap above which providers will not be able to charge. In this way, the Transformation Fund mitigates the impact on small businesses of employing higher-qualified staff and maintains the focus on quality and outcomes.

Policy C: Improving recruitment, retention and the quality of practice
102. This policy comprises the interventions lead by the Children’s Workforce Development Council (CWDC), including the maintenance and promotion of an Integrated Qualifications Framework and the deployment of proven parenting support packages. These are dealt with in turn.

Children’s Workforce Development Council

103. The Children’s Workforce Development Council (CWDC) is a DfES-sponsored sector skills council. As such, it does nothing other than provide the sort of workforce support that Topss England and EYNTO did before they were transformed into Skills for Care (adults’ social care) and the CWDC (children’s social care and early years) respectively. There is therefore no net change to the status quo, save for two parts of the children’s workforce being brought together under one council. This should bring with it a variety of strategic benefits including:

· a positive culture change in workforce practice and conditions.  More and more in the children’s workforce – including front-line workers, managers and leaders – will share a common vision of services organised around the needs of the child and will use it to inform and evaluate their practice.  

· CWDC and CWN will continue to offer advice on what needs to happen next in workforce reform, using their experience of what is happening locally and regionally as they work with Government Offices, Regional Skills Partnerships, other SSCs and local LSCs, who will all be involved in delivery.

104. These benefits come at a cost to the DfES of £800,000 this year, then £15m and £30m over the following 2 years, giving a total of nearly £46m over 2005-07.

Integrated Qualifications Framework

105. CWDC will lead work, to be undertaken by a range of stakeholder organisations to develop an Integrated Qualifications Framework (IQF) for the children’s workforce.  The framework will rationalise existing qualification frameworks across all the sectors that provide services for children, young people and their families – providing improved career pathways and enabling movement within and between sectors.

106. This is essentially refocussing of, and collaborating on, activities that CWDC and other members of the Children’s Workforce Network will already be undertaking and should therefore be met from existing budgets.

107. As a part of the IQF, the DfES intends for all qualifications to be connected by a common core of skills and qualifications. This means that where qualifications do not provide these skills they will need to include them if workers wish to have these skills and have their qualifications recognised in the children’s workforce. This is in part because of the intention to ensure that the common core is part of the National Occupational Standards for children’s workers from 2008. 

108. The impact of including the common core as part of the NOS for the children’s workforce is likely to be incremental.

109. As the National Occupational Standards for each occupation are reviewed, as part of the process for developing an integrated qualifications framework, the common core will be incorporated in the revised standards.  As qualifications and delivery arrangements are revised to reflect the new standards, there may be an initial impact on awarding bodies, assessment centres and providers.  This is part of the normal cycle of standards, qualifications and provision. The main impact of the IQF is that this process might be accelerated in some sectors (e.g. where the NOS has been revised only recently).

110. Similarly, the impact on employers is likely to be absorbed in current practice as they revise induction, in service development and recruitment activities to meet the new standards.  This process should already be underway.

111. The costs of developing and maintaining the IQF and developing the common core (less than £100,000 per year) will be met entirely from the CWDC budget outlined above.

Policies A, B, D, E & G: Government support and wider policy development 

Policies A & E: Local workforce strategies and strengthening leadership
112. Policies under this section comprise expenditure only by central government in producing and disseminating support to local authorities. The impact falls mainly on managers and leaders within local authority settings and so the impact on private and voluntary sector organisations is second-order at best. For example, development of better workforce strategies may lead some local authorities to procure fewer services, more strategically placed. This will inevitably impact on private providers but only if the local conditions demand it. As such this is not a direct impact of the policy. In addition, it means that improving planning and workforce intelligence locally should result in greater efficiencies in a variety of areas, including reduced vacancy rate, lower turnover, more responsive provision, and more effective provision. While development work on workforce strategies and integrated working may take time by local authority managers we assert that this is time which they may spend anyway doing similar tasks but with less effectiveness. 

113. Assistance that CWDC has brought to the area of developing local workforce strategies represents, in effect, many hours consultancy providing the highest quality assistance to planners in local areas. Therefore, while the development of a more complete strategy demanded by this process may take more time, and more resource, the key point is that this the quality of the final product should be felt by improvements in the deployment of workers locally.
114. Strengthening leadership involves the development of training packages and improving structural relations within organisations. There is no statutory obligation to deploy and training or restructure, but those that do should see a boost in effectiveness across their organisations. Again, there is an impact on any provider who takes part as this potentially involves staff time away, and training costs. However, we expect these costs to be met under normal training budgets: they represent a new, more effective choice in training to effectively upgrade provision with skills and support packages that are shown to be effective. 
Policy D: Bringing services together around the needs of children, young people and families
115. This policy involves a mixture of guidance (on multi-agency working, information sharing and joint commissioning and planning) and deployment of new ways of working (Lead Professional and Common Assessment Framework). The policy guidance aspects are intended to be zero impact in the sense that local areas are already developing new patterns of integrated working – these guidance documents are designed to minimise the negative impacts of these changes on service delivery and organisational costs.
116. The Lead Professional role is currently being piloted, the results of which will involve further refinement of initial guidance published in 2005. As with other areas, the development of this role is designed as a means of maximising the effectiveness of interventions for children, young people and their families by better co-ordinating support and increasing flexibility of provision. The only burden on local areas resides in the designated lead worker, doing something different in circumstances where a package of care for a complex case is being developed. As such, there is no additional burden on services besides the standard impacts of new behaviours which should themselves be mitigated by better working between agencies.
117. For a full analysis of the Common Assessment Framework’s costs and benefits, please refer to the Regulatory Impact Assessment published alongside The Children Act 2004, Section 10.
118. In relation to the Information Sharing Index, a partial RIA will be available late Spring 2006 and full RIA will be available late Summer 2006.
Policy B: Strengthening safeguarding and improving outcomes for looked-after children

119. The major intervention here is in relation to implementation of the Bichard Recommendations on Criminal Records Bureau checks for those working with vulnerable individuals. A full RIA of this will be published later this year. 
120. Other interventions planned and underway comprise new guidance for safeguarding children (a partial RIA of which is already available, with a full RIA to follow once the final guidance is published, planned for Spring 2006) and a green paper to consult on improving practice and outcomes for looked-after children. This will also have an associated RIA once the policies are finalised.
Policy G: Options for excellence

121. This is a policy development mechanism for identifying sustainable and effective approaches to tackling both long-standing issues in the social care workforce. As such, there is no direct impact on private or voluntary sectors (although representatives from such may spend time attending meetings and debating policy proposals). Similarly costs are met by central government, and are expected to be small.
Valuing the benefits
122. As with Option 1, monetarizing the full benefits here is very difficult. However, it is possible to compare the likely benefits here with those in Option 1, and present some contextualising costs to give an idea of how these two compare. Many of the benefits outlined in Option 1 were assessed to be partial at best, due to patchy deployment of new practices. Option 2 addresses that partiality, and goes further to intervene in the market where the natural direction is to increased complexity (in relation to qualifications) and lower standards (in relation to early years’ leaders).  In addressing these issues, and in taking a systematic, national approach that intends to bring the worst-performing authorities up to the standard of the rest, we help ensure that the benefits are not reduced by these sorts of costs. Furthermore, the ever increasing trend of complexity in qualifications, hindering career choice flexibility and contributing to wastage is also addressed, reducing the cost impact the market naturally brings to this area. This means on these points alone, the value of the benefits is much more likely to positive than in Option 1, and measured more in the £’00ms than in the £’0ms. 

123. The following illustrative analysis should help to reinforce this point. Currently, in children’s social care, £140m
 is spent annually on paying long-term agency staff who are there to cover vacancies. Local authority social care services spend another £8m
 annually on recruitment for a service that suffers the highest vacancy rates in all of children’s services. This high vacancy rate contributes to a service which is barely able to deliver against its objectives, leaving it to focus less on preventive work and more on the statutory child protection end. In addition, it also means important decisions (such as taking a child into care) are at times taken by staff not qualified to do so
. Within this context there are two ways of reducing pressure on the service: increase supply of workers, and/or reduce demand on the service. Since the supply of workers is dependent on individuals choosing to train in social care, it is not easy to increase the supply here. Initiatives such as more integrated working, the CWDC’s workforce development and promotion work and the IQF should improve that. These policies alone could contribute to halving the near £150m cited above – an annual saving of around £75m – bringing vacancy rates down to that approaching nursing or maternity services. 

124. However stemming demand on social care is key to reducing stress and strain on the system. Developing effective early years’ provision, particularly in more deprived areas should contribute to a reduction in service demand. Likewise improved parenting will also help keep families together, and reduce the need for external support. Lead professionals will also help provide more effective, responsive interventions, further reducing the net burden on social care. Combined, these policies could easily contribute to a net reduction in the numbers of children looked after. A 10% reduction here
 for example, would in itself produce a net £170m against annual expenditure of £1.7bn. This reduction would also be promoted by better workforce planning – procuring and deploying services more effectively – and improved leadership within children’s homes.

125. Taken together, the value of these benefits could reach £245m per year from 2008 or 2009 onwards, putting the option here (at worst) as almost cost neutral within confines of just these two examples. If other reasonable economic benefits are included (such as reduced impacts on society of families with problems, improved educational and employment outcomes for children and young people etc), the benefits over the longer term are likely to be much greater. 

126. In relation to the Transformation Fund, the £250m investment in 2006-8 should boost substantially the supply of higher-qualified staff in day care settings. This boost in the quality of staff, should lead to an increase in attainment at Key Stage 1 (KS1) for those children attending these higher-quality settings, as evidenced by the EPPE study
. One way of valuing this increased attainment is to look at how this increase in attainment affects lifetime productivity. The key here is the estimate that an individual child’s lifetime productivity increases, on average, by around £160,000 when they achieve 5 or more good GCSEs (5+ group) at KS4, compared with achieving less than 5 (<5 group)
.  Based on this estimate we would need around 1200
 pupils to make this shift on account of the Transformation Fund, in order to see returns in lifetime productivity that roughly equal the original investment. Since there is good data allowing us to model the throughput of pupils from KS1 to KS4, it is possible to estimate how many pupils the Transformation Fund needs to boost at KS1 in order hit this notional target of 1200. According to DfES modelling, a policy that raised attainment (as a whole) at KS1 enough to get 1850 pupils past the level 2 threshold would move around 1200 from the <5 into the 5+ group. 
127. How likely is it that the Transformation Fund (TF) could achieve this notional target of 1850 students with raised attainment? The answer seems to be almost certainly. The basis for this is the scale of the intervention. The TF will help fund around an additional 2,500 leaders to the level associated with effective provision in the EPPE study (i.e. graduate or QTS level). The TF is given out only on the basis the setting will have a staffing ratio of no more than 40 places per early years’ professional (EYP). This translates into 100,000 places. Since children tend to outnumber the places (as there are part-time, as well as full-time occupiers of places) there will be more children than places
. The recent Early Years’ Workforce Survey (2005)
 put the ratio of children to places at 1.4 for full day care (FDC). This, means around 140,000 children occupying the places and enjoying the full benefit of higher quality pre-school provision.

128. This brings us to requiring just fewer than 2% of the children identified above to have their performance at KS1 boosted past level 2, in order to achieve the notional target of 1200 higher attainers at KS4. While the EPPE study has not yet examined the data in this way, there are strong indications that 1.9% clearly underestimates the proportion of children who benefited to the level indicated
.
129. While further analysis is required to tease apart the scale and likelihood of different aspects, it seems clear that the money invested in the TF will be easily matched solely on the basis of increased productivity over a lifetime. While this analysis, by using lifetime productivity, takes into account additional earnings and taxes (and therefore benefits received), it does not take into account additional benefits to the state generated by the children having better health and social outcomes. For example, increasing attainment is associated with less youth offending behaviour, drug use and teenage pregnancy. Given the costs for dealing with young people who follow these pathways can be extremely high
, an extremely small reduction in the incidence of these outcomes can in themselves provide strong justification for the initial investment.
Option 3: To take early and ambitious steps to intervene directly in pay and terms and conditions in response to requests for a greater level of national control over wages in addition to the plan outlined in Option 2

130. In the responses to the workforce strategy consultations, we received many calls to address issues of low pay in the workforce. One approach suggested was to institute a national pay award body for the children’s workforce in a similar vein to that which currently operates for teachers. Here, we look at the issue of addressing pay – though not specifically via a national pay award body – and consider the likely costs and benefits that this approach would bring. This is in addition to the actions set out under Option 2, reflecting an ambitious attempt to bring about a step change in children’s services quickly and tangibly.

131. While we are not explicitly considering how a national pay award body might impact pay, we will make a basic assumption that in addressing pay, one of the basic points to address would be to raise pay in line with other workers in the wider economy. The reason for assuming this level of improved pay is the removal of one important barrier to entry into high vacancy rate occupations. We consider this overall effect to be akin to what would happen in the event of instituting a pay award body or bodies for the occupations in the workforce who do not currently have one. There is some indicative evidence for this, visible in Figure 1.  Where there are national pay bodies – teachers – their pay is above average. However, it is hard to disentangle the effect of a national pay body from the high priority status the government has given teaching since 1997. Hence regardless of how change happens we need to examine what impact a change that raises wages of some workers to a particular level might have.

132. One group of workers that would need to be addressed as a priority is assistants in social care and early years’ settings. To bring these workers up to the national average for their qualifications, we estimate
 it would cost an additional £5.8bn per year. This represents an average 40% wage rise across these four occupations, incorporating approximately 1.2m workers. Since most of the care assistants are outside of the children’s social care services, this is beyond the direct cost of upgrading wages (and consequent staffing costs) for just children’s care assistants. However, it would be extremely unlikely for children’s care workers alone to have their pay upgraded and not their counterparts in elderly services. Hence it seems neither unfair nor unrealistic to assume that the whole care assistant workforce would receive this wage increase.

133. Small care homes and early years’ providers would directly shoulder the majority of this cost. Inevitably, they would pass these costs onto consumers, pricing some out of the market, or onto local government who procure their services.  

134. The benefits are likely to comprise reduced turnover and vacancy rates as workers are tempted to stay in post, and are not turned off working in the sector on account of low pay. It may also have a knock-on effect onto standards, where some workers may feel more valued, returning that in terms of dedication to work. However, impacts on standards are likely to be constrained by any absence of interventions to boost standards. Should standards-increasing approaches (such as those listed in Option 2) also be adopted, there is a strong likelihood of a step change in quality over the medium term. It is likely it would boost the sector (with the consequent increase in costs, perhaps mitigated by a reduction in the use of agency workers) which would create more resources to meet demand, particularly important for social care.  The longer-term benefits of this are the increased inflow of workers who may go on to train as full social workers, relieving some of the recruitment issues further up in the social care professional chain. 

Figure 1: Average gross hourly pay for NVQ level of highest qualification, for selected occupations in the children’s workforce, set against the average pay per qualification level in the whole economy.
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Valuing the benefits
135. The benefits here would be at least the same as those described under Option 2, since the same programme is being suggested alongside a revision of pay and conditions for assistants in social care and early years. The additional impact of improving pay and conditions can be modelled by assuming that the impacts may accrue sooner, and to a greater degree. For example, we could assume that vacancy and turnover rates might drop substantially for assistant workers, contributing to an even lower use of agency staff and recruitment expenditure. This may also lead to better working in general as more of the fragile relationships between looked after children and care workers are maintained, stimulating even better outcomes. One estimate of the monetary impact – again within the confines of the example above – could be 1.5 times greater, or £450m per year, sooner, say from 2007 or 2008. 

136. This does not, of course, account for the wider social and economic benefits that raising pay and improving conditions for over 1m. Since this workforce is currently low paid, it would raise the standard of living for an enormous number of workers. In addition, since many who work in care (in particularly early years’ settings) are parents, this would have a strong side effect of helping very many children and young people. Interestingly, since poverty is a key driver for demanding social care, raising pay for this group may lead to a virtuous circle of reducing strain on the system. As demand for social care from families in poverty falls so working conditions in social care improve leading to it being a more appealing (including to more male workers which improves diversity) career option, reducing recruitment costs and improving quality. The increase in quality likewise contributes to a net reduction in demand for social care. 

Risks

137. Risks include:

· Providers may take receipt of money from the Fund without tangible improvements in the quality of the provider. This will be mitigated by key conditions for receipt of the quality premium and recruitment incentive parts of the Fund as follows:

· A satisfactory or better Ofsted rating

· Evidence that the staff attracting the funds are qualified at the appropriate level.

· Commitment by the setting to have a fully qualified graduate level Early Years Professional leading work with children and parents within a set period (2 years maximum)

· Evidence that prices do not exceed £175 for a full week and will not increase above the planned level for the year.

· Failure of the Transformation Fund to ensure Government can meet target of a graduate leader in every full day care setting by 2015.  This will be dependent on the CSR07 negotiations

· Leaders in early years will expect increased pay due to higher level of qualification
· Sector-representative support does not reflect grass-level engagement in reform, resulting in slowed or reduced impact of the preferred approach

· Options for Excellence fails to find a robust, long-term solution to social care workforce issues

· IQF increases the amount of turnover as workers see more opportunities to move careers, resulting in a net increase in recruitment costs for providers

Unintended consequences

138. Unintended consequences might include:

· Providers opting out of Fund arrangements and charging higher fees to parents in more advantaged areas

· Reclassification of workers to avoid the need to take up common core training

Implementation and delivery plans

· By 2008, National Occupational Standards across all sectors of the Children’s Workforce will incorporate the Common Core of Skills and Knowledge.

· By 2010, an integrated qualifications framework will be in place, allowing greater flexibility, progression and movement across and within the Children’s Workforce.

· Early Years’ professionals in all children’s centres by 2010 and in every full day care setting by 2015.

· Alongside the guidance now available, CWDC is also putting in place mechanisms to support its use. We will be working over the next 18 months to ensure that by 2008 every area is able to benefit from both streamlined demands and a more coherent set of field-force arrangements.
· By 2006 the CWDC will have developed its role as a full delivery partner for the Children’s Workforce Strategy and will continue to coordinate the Children's Workforce Network’s delivery work.

· CWDC will (in partnership with DfES and HMT) publish the prospectus on the Early Years’ Professional by June 2006.

· The Options for Excellence Review will deliver:

· the economic and social case to underpin workforce bids to SR2007 in the form of a paper – drawing out the contribution that good social care services make to the achievement of wider Government objectives,  notably, health and well-being, educational attainment and participation in the labour market, to inform and support discussions with HMT;

· by September 2006, a worked-up vision of the workforce to 2020 (for publication).

· By Spring 2006, we will have:

· Completed work with a number of local authorities and their partners to ‘model’ the role of targeted youth support teams within the context of the wider Integrated Youth Support Services

· Issued revised  lead professional good practice guidance, a revised Common Assessment Framework and guidance, final cross-Government guidance on information sharing in respect of children and young people; and a roadmap for local implementation of these national tools

· Initiated a number of local authority pathfinders looking in particular at how we deliver integrated, targeted interventions for children, young people and families 

· By summer 2006, national field testing of Championing Children complete and an action plan in place to support implementation.

· By spring 2007, a comprehensive programme in place to support those leading and managing specialist children’s services, particularly those relating to looked after children, children in need of protection and disabled children with complex needs and a coherent programme of work in place to support frontline managers deliver high quality supervision for all staff.

· By summer 2007, an action plan to deliver Championing Children rolled out nationally.
· And by March 2008, we would expect

· CAF to be implemented in every local authority;

· The lead professional role for children and young people with additional needs to be implemented within every local authority; and

· Effective information sharing procedures and practice to be embedded amongst practitioners and amongst multi-agency teams.

· Staff trained to a deliver evidence-based parenting programmes to higher level of skill, and to evaluate and improve their individual practice

· Evaluations of overall effectiveness of parenting programmes

Costs and benefits 

Sectors and groups affected 

139. The largest effect will be on private and voluntary sector early years’ providers who will be expected to upskill their leaders to early years’ professional level and the rest of their workforce to at least the Common Core by 2008. Other private and voluntary sector providers (such as residential care homes, Connexions services etc) will be impacted by the Common Core. The rest of the impacts are on public sector local authority planners and service providers, and on central government.

Summary of costs and benefits 

140. Option 1 presents the lowest cost but also the likely lowest level of benefits: there may be some improvements in planning, in leadership and in integrated working but there is a high likelihood of the improvements being slow and patchy, leaving many of the more struggling authorities to continue falling behind the leaders. Improvements in the condition of the social care workforce in particular would be slowed by a failure to determine a joint plan for the future, as well as taking full advantage of fully and properly deployed policies to curb demand on the service. 

141. Option 2 present a low-middle cost options comprising in the main £250m to be spent on improving quality in early years’ settings, and £46m over three years on the CWDC. This includes expenditure on developing common core training and the set up and maintenance of the IQF. The other policies defined in this package are a set of actions taken forward locally and nationally to change practice from less effective behaviour to more effective, at a net zero cost impact. This is predicated on the assumption that all authorities currently plan their services, train their staff and are working to integrate and improve services as a part of the Change for Children programme. The alternatives presented are not substantially different in scale but do require changes locally which central government is determined to fully support. While this option leaves many pay and conditions issues unaddressed, it seeks to tackle strategic weaknesses in the current workforce approach, to tighten them first, and win those benefits before embarking on a costly, but likely necessary project of improving pay and conditions.

142. The benefits of this option are explored in detail in paragraphs 126- REF  para132 129 above. Two direct benefits were explored in some detail: the benefits to workforce planning and overall retention policies, resulting in a possible reduction of spending on agency staff and general turnover costs in the region of £75m per year against current costs (assuming no future increase in costs for this). In addition, a small reduction of pressure on social care could contribute an additional £170m saving via better preventive working associated with lead professional and other multi-agency associated activity. In addition, the Transformation Fund could easily pay for itself in terms of increased lifetime productivity value, if less than 2% of the children benefitting from improved pre-school provision go onto attain more.
143. Option 3 presents the most cost-ambitious plan. It attempts to tackle all those areas detailed under option 2, but also addresses issues of pay and conditions. In the analysis presented above, we estimated that if the plan was to tackle only issues of low pay amongst assistants in social care and early years, the likely cost of this would be in the region of £5.8bn. While only a proportion of this would be directly attributable to children’s assistant care workers, the high likelihood of pay being raised for all social care assistants raises the cost to the estimate presented. Even if the plan were amended somehow to exclude care assistants and, just focus on early years’ staff, the increased pay bill alone would cost £3.3bn. While all the benefits from option 2 would accrue here, bolstered by the likely positive impact on the workforce that improved pay produces, the costs here are very high compared to options 1 and 2. 

Small firms impact test

144. The intervention (outside of the pay changes suggested in Option 3) which has the greatest impact on small firms is the introduction of the EYP. 

145. The Transformation Fund is designed to introduce radical but controlled change into the childcare sector. We must therefore expect that there will be impacts on childcare providers. The sector will see increased graduate leadership of provision, and a result of this will be increased costs to providers. These however, will be met through the Fund. As a result, the net impact of the introduction of EYP standards and the Transformation Fund is zero, since additional costs for training and employing workers to meet these standards are will be met entirely by the Transformation Fund.

146. The Fund will also impact on the composition and business models of the sector. This subsidy will incentivise sessional provision to offer a more flexible package of full day care, increasing choice to parents and will also incentivise FDC providers to expand and operate at sustainable levels. This will lead to provision offering both increased quantity and choice, as well as explicitly raising quality. Whilst there may be transitional costs for sessional providers wishing to convert to FDC, Sure Start all ready makes capital and revenue available to support this. With the Fund, these financial supports should minimise the impact on providers.

147. The analysis presented above in relation to the EYP costs and benefits (pp. 20-21) reflect the strong impact introducing EYPs into the early years’ market. Following consultation with local government, the Transformation Fund was established exactly in order to mitigate the profound impact the EYP standards would have on small firms. 

Competition assessment 

148. The process of competitive forces being brought into play is a fundamental element of driving the desired redesign of the childcare workforce. Short-term EYP supply constraints prevent universal roll-out in the immediate future. In the short-to-medium terms, providers who have an EYP will have a degree of competitive advantage, driving other to acquire EYPs. However, there will in the short term be no regulatory requirement compelling providers to have graduate leadership in their setting. As such, there are financial and competitive ‘carrots’ to recruiting EYPs, but no regulatory ‘sticks’.

Enforcement, sanctions and monitoring 

Enforcement

149. Option 1: Since there is no action here, no enforcement is necessary.

150. Option 2: None of the proposed policies use regulation as a means of enforcement. The overall approach is one of introducing changes championed by the sectors themselves and stimulated by market competitions. Government is providing the necessary support to promote the systematic adoption of these changes.

151. Option 3: Raising pay and conditions would require legislation if we were to establish a new Pay Review Body type mechanism. As such, enforcement would come through legal action, in addition to the enforcement approach outlined in Option 2 above. 

Sanctions

152. Option 1: Since there is no action here, no sanctions are necessary.

153. Option 2: Since there are no regulations being introduced, no sanctions apply.

154. Option 3: Failure to meet pay and conditions standards for workers where these have been raised would be similar to those imposed now on organisations which fail to comply. As implied above, since legislation would be required to introduce this, sanctions would come through court action. 

Monitoring

155. Monitoring progress in each of the options would be carried out through a variety of routes. These include:

· Regular workforce surveys (both within occupational groups, such as the Social Care Workforce Survey, and national surveys such as ASHE or LFS)

· Ad hoc research commissioned by DfES, CWDC and partner organisations

· Inspections (by Ofsted and CSCI)

· Regional Change Advisors (these are workers employed by DfES, based in GORs delegated to channel messages between LAs and central government.

Post-implementation review 

156. The development of the workforce is an ongoing process of review and update. By using the processes set out above in monitoring, we will be able to keep track of progress and respond to the changing situation. Each year a revision of the workforce strategy will be published reflecting this cycle and the intention of the government not to see this work as a one-off piece.

Summary and recommendation 

Summary costs and benefits table

	Option
	Total benefit per annum: economic,  social
	Total cost per annum:
- economic, social
- policy and administrative

	1 – No commitment to any further action
	Some improvements in recruitment and service planning accruing from some extra strategic local workforce planning; some extra integrated working generated by the CAF and service directories; The net value of the benefits here are estimated to be at best in the low £10m’s.
	Nil expenditure; slow or no improvements in early years’ provision (and associated longer term benefits to children and young people’s achievement); increasing problems with career progression contributing to industry recruitment costs; unnecessary duplication of effort; partial development of integrated working with slow spread of good practice reducing potential impact of approach.

	2 – Identify a set of early actions 
	Based solely on improvements to workforce planning and stability, a possible £300m per year could be saved through reduced vacancies, better agency use and improved care. These estimated savings are based on conservative estimates of a few changes in social care alone, meaning that total value of benefits is likely to be much higher, not least since improvements in the quality of childcare results in children with better outcomes the value of which is very likely to exceed the cost of investment. 
The total value of benefits is therefore very likely to be in the £100m’s per year, from around 2008 onwards, and probably closer to £500m than to £100m. Analysis above shows that it is extremely likely that the Transformation Fund investment in Early Year’s Professionals will be more than paid back by improved outcomes in enough pupils to result in much more than £130m per year return.
Systematic improvements in standards across key occupations within the children’s workforce, delivering improving outcomes. Care support better tailored to meet more CYP needs more effectively, and earlier. 
	Main costs are £250m from 2006-8 for the Transformation Fund, and the £46m over 3 years to fund the CWDC. The latter includes the IQF and common core development work. All other costs will be met by central government administration or locally within normal training or running costs.

	3 – Option 2 plus Intervene directly in pay and terms and conditions 
	Improved conditions (and standard of living) for over 1m workers, reducing turnover and vacancies and improving care. With both quality interventions and pay and conditions improvements, a step change in quality of early years and social care would almost certainly accrue in the medium term
	To bring the pay of assistant level care and early years workers to the national average for their qualifications would probably cost in the region of £5.8bn p.a. alone. This increase in pay may force some providers to increase prices on their service which would either be passed on to LAs or to families purchasing places. Without subsidisation, it is likely to hit poorer families more and (in the case of LAs) impact on council tax.


Conclusion

157. It is clear that a focused plan to address strategic issues in the first instance is the most prudent approach. Option 2 presents such a plan, which addresses – at a proportionate cost – important weaknesses in the deployment of the children’s workforce, to embed benefits from those policies at lowest cost to government. In the context of a continuously reviewed approach, the option of tackling pay and conditions for assistants in particular is not forgone.  Option 2 embeds a process for addressing this, at least for social care staff – in Options for Excellence – which will look carefully at this issue to avoid changes to pay and conditions which are either unnecessary or counterproductive.
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The Children’s Workforce Strategy underlined the importance of local workforce strategies to help local partners develop a clear analysis of the workforce numbers and skills, service re-design and workforce reform required to meet the needs of children and young people in their areas.  These strategies will play a vital part in the development of Children’s and Young People’s Plans.





The strategy set out the issues that local workforce strategies would need to address. Respondents recognised the value of such strategies but asked for practical advice and support to help them develop them.  This section sets out what has been done in response and summarises plans for greater co-ordination at national level to agree more streamlined workforce planning arrangements in future.








This section sets out action to:


	


introduce new legislation to ensure those working with children and young people are safe to do so; 


issue revised `Working Together to safeguard children’ guidance’ and provide further support through Allegation Management Advisors; 


improve outcomes for looked-after children; and


support foster carers.  





Two key strategic challenges are to improve recruitment into the children’s workforce and to improve retention and the quality of practice.  This section sets out action to:





develop an integrated qualifications framework;


consider the future link between that framework and employee rewards; and


disseminate best practice in working with parents and carers through a new national training facility. 





This section sets out action to improve multi-agency working so that services are better integrated around the needs of children, young people and families. This includes:





Maximising the opportunities of extended schools;


Developing a workforce with a common core of skills and knowledge;


Progress on trialling a Common Assessment Framework;


Further developments in the Lead Professional role, including testing a new budget-holding role;


Progress on the cross-Government guidance Sharing Information on Children and Young People; and


Plans to implement an information sharing index.





This section sets out what we will do to strengthen leadership, management and supervision through:





the work of Leadership Centres through the Public Services Leadership Consortium; 


a shared set of skills, knowledge and behaviours for those leading and managing within integrated services;


work to improve the quality of front-line management and supervision, especially in children’s social care; and


the development of indicative career pathways. 





The Government’s aim is to help develop a more professional early years’ workforce so that we raise the status of working with pre-school children. This section sets out how we will support  this through:





Developing a new Early Years Professional role for those leading children’s centres and full day care settings, including work- and study-based routes to gaining this status; and


Significant new investment through the Transformation Fund to improve the qualification levels of both those leading settings and the workforce as a whole, without passing on costs to parents. 








This section sets out what we will do to tackle the problems facing social and foster care through the work of the Options for Excellence Review.  It describes:


the key questions and issues being examined by the Review; and


what the review will deliver. 








� Published on 15 December 2005.  Available to download at � HYPERLINK "http://www.dh.gov.uk" ��www.dh.gov.uk� 


� By full day care we mean facilities that provide day care for children under eight for a continuous period of four hours or more in any day on premises which are not domestic premises, and which have been registered as such by Ofsted


� More details on Options for Excellence can be found at � HYPERLINK "http://www.everychildmatters.gov.uk/socialcare/" \o "http://www.everychildmatters.gov.uk/socialcare/" ��http://www.everychildmatters.gov.uk/socialcare/� 





� Source: Local Authority Social Care Workforce Survey, 2004


� Source: Local Authority Social Care Workforce Survey, 2004


� See: http://www.scie.org.uk/publications/reports/report06.pdf


� This could either be a net reduction in intake or shorter stay for those in care.


� Effective Provision in Pre-school Education Study. See: � HYPERLINK "http://k1.ioe.ac.uk/schools/ecpe/eppe/" ��http://k1.ioe.ac.uk/schools/ecpe/eppe/� 


� Internal DfES estimate based on analysis of the Labour Force Survey


� Based on NPV of £160,000 in 2016 (£109,000) when the children would be in KS4. £109,000 x 1200 = £131m


� Note that the EPPE study shows there is no less effect for those attending part-time, as long as they do so regularly.


� Not yet published at time of releasing this document.


� Personal communication with EPPE team, 13th January 2005.


� An Audit Commission report examining the lifetime costs of a young offender who receives 2 custodial sentences between the ages of 0-19 put the figure at around £150,000 per offender. Set against the costs of interventions designed to alter these outcomes for the better (£42,000) it is easy to see how diverting just 100 such young people could save £10m in costs. The report can be viewed � HYPERLINK "http://www.audit-commission.gov.uk/reports/NATIONAL-REPORT.asp?CategoryID=ENGLISH%5e17%5eSUBJECT%5e2682%5eREPORTS-AND-DATA%5eAC-REPORTS&ProdID=7C75C6C3-DFAE-472d-A820-262DD49580BF&SectionID=sect102" \l "sect109" ��here�.


� Based on Labour Force Survey, Winter 2004, using average gross hourly pay, and LFS estimated worker numbers. 35 hour working week and 52 week year used, alongside 1.3 oncost multiplier.
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