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DATA ENTRY ISA MAJOR PAIN POINT FOR SOCIAL WORKERS CLEANING ERRORS ISA MAJOR PAIN POINT FOR
SOCIAL WORKER ANALYST KEY QUOTES
DATA ENTRY KEY QUOTES DATA CLEANING

“You pretty much have to go through and
manually.

"I came into this job to look after a child, to settle them into a new
placement. Because that's what counts, not your flipping paperwork.”

“The case management system crashes, it says it's got a problem and you
have to start all aver again. It's o bit cumbersome and it's not intuitive. It's
dead easy to make mistokes.”

“It's difficult to change the way
that you can't realy fix"

“The data qualty is horrific"

“Obviously it's @ massive anne
at the case notes [to fix errors.]"

KEY INSIGHTS

ROLE IN DATA PROCESS s o ROLE IN DATA PROCESS KEY INSIGHTS
* Social workers spend 50% of their time working within the case

Social workers must capture all relevant management system, much of this entering d.\ug Analysts prepare data for analysis and for * Analysts spend up

information from their visits with the child the 903 return. They liaise with social datasets which d

They can find the case management system unintultive, leading to

and family in the case management system workers and others to get errors fixed each year
and use it to take decisions on how to recording mistakes or not completing information. The systems
best support them often allow them to enter Incorrect or incomplete data « This,and theit

They often have difficulty getting the information they need in fepora)
. e I i
time to make decisions about a child MOTIVATIONS + The case

MOTIVATIONS * InWigan, social workers are also involved in the error-fixing - 5"’"” data Is of good quality: fix all the
* Maximise time spent with young people ~ process during the 903 Return period, whereas in Stockport and il eid

spending less time inputting information Manchester they are much less involved * Submit statutory returns on time
* Get the best outcomes possible for the

child
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. i WHAT DID WE FIND?
ANALYSTS WANT MORE TIME FOR DATA ANALYSIS LEADERSHIP NEED TIMESIES
“ e HOW TO IMPROVE SERVICES

KEY QUOTES

LEADERSHIP
“The thing that really gets me is that there ore all these authorities out there

and there isn't @ common data model - that | find insane.” ‘
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THIS DOCUMENT CONTAINS THE DETAILED FINDINGS FROM
OUR USER RESEARCH

We wrote up our findings in three documents:

Detailed User Research Benefits Case

Overall Summary
Report

Report
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1) BACKGROUND




THIS PROJECT WAS A CROE®UNCIL COLLABORATION

Project overview The partners

Objective: Understand and improve g MANCHESTER

how Chil drends Ser viad CITY COUNCIL 2Nt s

collect and use data on Looked After

Children OREATER
MANCHESTER
COMBINED

Partners: GMCA, Manchester, AUTHORITY

Stockport, Wigan, Social Finance and g
2O TOKKIMART o n

MHCLGOs Local Dlgltm

Unit B A,.i_‘ METROPOLITAN BOROUGH COUNCII
Fundingg MHCL G6s Local D%} unW|gan
and the Christie Foundatio® both Ministry of Housing,

Communities &

funders are focused on supporting local
ers CUSe Supp 9 Local Government

authorities to create common solutions
to shared problems . IS=?NCAIﬁ'<-:E



THE PROJECT EMERGED FROM WORKSHOPS WITH 12 6
COUNCILS ON THE BIGGEST PROBLEMS FACING SOCIAL CARE

Last year, 12 leading councils and Social Finance met to discuss the strategic need to
collaborate on better data to improve outcomes for vulnerable people.Together, we
identified three priority use cases:

Use case Description Current status

Journey mapping between Understand the journeys children take betwe: Discovery completed
services services so that we can understand their nee
and better target the right level of service

Understanding family Understand the needs, assets and risks inher Alpha project funded by MHCLC(
context in a family so that we can better support and the Christie Foundation
vulnerable children, for example avoiding
unnecessary escalation into care

This project

Common Data Model for Understand why local authorities do not have Discovery project funded by
Looked After Children access to the data and information they need MHCLG and the Christie
make sure Looked After Children access the Foundation
right support

The broader collaboration

= Q
7% Cheshire West Sheffield SOCIAL Wigan MANCHESTER
'@ and Chester et .. FINANCE @nggﬁm CITY COUNCIL
i igiLeeds
%) North Yorkshire o e ClITY".COUNTIL %4 STOCKPORT S
%gm G M CA cnearen . L RPN METROPOLITAN BOROUGH COUNCIL .
ZQ:?TLEESJER Haringey . Camden Essex County Council

# ISLINGTON



WORKING WITH MANCHESTERNIGAN AND STOCKPORT 7
ENABLED USTO UNDERSTAND DIFFERENT PROCESSES AND
SYSTEMS

The Greater Manchester Combined Authority High level statistics for the councils

selected Manchester, Stockport and Wigan _ _
because their varied sizes and systems provided
a diverse sample from which to better
understand data on Looked After Children.

Population 5,400,006 2,900,006 3,200,060
Because these three councils are metropolitan
boroughs, we also approached other councils to Looked After
’ Child 1,200 500° 600

determine whether there were major population
differences around data collection, processing
and analysis that needed to be taken into Childre _

consideration. Services Requires Good Good

Ofsted rating Improvemen
We concluded that conducting a discovery Case
project in Manchester, Stockport and Wigan management Micare EIS Liquidlogic

would provide the insight needed to identify system
problems and opportunities relevant to other
local authorities.

Sources 1) https://secure.manchester.gov.uk/info/200088/statistics_and_intelligence/438/popu{@ddi): ONS UK, 3) (2017): ONS UK, 4) (2016):
https://www.manchester.gov.uk/download/downloads/id/24126/jsna- dgpked_after_children.pdf, 5)(2016): www.stockportjsna.oké2016jsna
analysis/lookedfter-children/ 6) (2019): http://www.bridgewater.nhs.uk/ashtonleighwigan/chilciesre/



THE SOCIAL ISSUE

Looked After
Children are
some of the most
disadvantaged
people In the
country

4x more likely to be involved in the
Youth Justice System than their peers

5x more likely to face exclusion
from school than their peers

40x more likely to become
homeless than their peers

More likely to have a special
education need (SEN) than their
peers. 59% of Looked After Children
have a SEN statement by age 11

More likely to have a mental iliness
Almost %2 of Looked After Children have
a diagnosed mental health problem



THE PROBLEM

Local authorities
do not have timely
access to all the
data and
Information they
need to make sure
Looked After
Children access
the right support

OWe need to

target

so | need to know what the impact of
our decisions ar e,

whereds t he
| | ke, what 0s

| f we don

Ot

demand,
contri

have th

bringing another generation of people

t hrough the
support they

James Winterbottom
Director
Wigan Council

of

system
needod

Chil dr e



THE OPPORTUNITY 10

We wanted to work collaboratively across

three local authorities to see whether

there are common reasons why their

Chil drenos Services Dep
have all the information needed to

Improve support for Looked After Children



THE OPPORTUNITYo CONTINUED t

DATA ON LOOKED AFTER CHILDREN CAN LEAD TO BETTER DECISIONS AMPROVE
OUTCOMES

Data on Looked After Children helped Essex
understand the cost of not investing in preventative
services and helped build the business case to
commission specialist interventions for children on the
edge of care

Case Study:

When John was referred to the Mul8ystemic Therapy (MST) service
at the age of 13, he was at high risk of care or custody for a number o
reasons: assaulting a teacher and three years of school absence, dail
cannabis misuse, association with drug dealers, and threatening famil
and neighbours with knives and swords.

His mother, who had ongoing alcohol dependency issues, was balanc
the need to manage his behaviour with looking after his severely autis
younger brother. His steffather, part of the local travelling community,
was largely absent.

When the MST therapist started working with the family, their first
priority was to put in place a safety plan due to the risk of physical
aggression and access to weapons. As part of this, the mother now dd
a daily check for weapons and drugs, and has establishedscdiation
plan for difficult situations.

Si mple changes in the motherds
consistent expectations, and committing to spend at least 30 minutes
day with John, have led to great improvements.

He has not taken drugs or been aggressive in the community, has
stopped hanging out with antisocial peers, and has taken up a positived
activity, fishing. John is due to finish the MST intervention shortly, and
there are currently no plans for him to enter care.




2) USER RESEARCH APPROACH




BRIEFINGTERMS FOR UNDERSTANDING DATA AND LOOKED 13
AFTER CHILDREN

Looked After A Any child (person under the age of 18) who has been in the care of their local

Child authority for more than 24 hours is known as a Looked After Child

SSDA903 A - The SSDA903 return is a statutory datase
Return Department in England must submit to the Department for Education (DfE) once

(903 return) ayear

A This dataset contains information on all the Looked After Children in that
authority, and some information on those who are leaving or who have recently
left care

A The purpose of this dataset is to provide the government with the information to:
(1) evaluate the outcomes of policy initiatives, and (2) monitor objectives on
Looked After Children

Case A Social workers and others use case management systems to collect informati

Management the children and families theydre suppor

System A The most used case management system in
Liquidlogic

A As of December 2017, 78 local authorities are using the same core Liquidlogic
system i n Chi I'hbuteadh Bave dBferantifoanis and processes
within it

A Data that has to be submitted as part of the 903 return is extracted from the c
management system before it is uploaded to the DfE portal

1. Sourcehttp://www.initiativesincare.co.uk/PDF/INReport SOCIAL-WORK-IT-March2018.pdf


http://www.initiativesincare.co.uk/PDF/INC-Report-SOCIAL-WORK-IT-March2018.pdf

THE 0903 RETURNO I'S THE MAI N S TAN
COLLECTED ON LOOKED AFTER CHILDREN

What we knew already What we wanted to find out

The 6903 returnd i s t HWydeesittake sotmach tme toelaan
Looked After Children. Initial this data?

conversations across GMCA and
Regional Information Groups suggeste
that data cleaning and limited insight
were the two key problems with the
903 return:

What decisions do leadership make on
Looked After Children?

A Does the 903 return give them the
information needed to make these

AData Cleaning: the process of preparin ..
J P preparing decisions?

this dataset takes several months. Data
cleaning is particularly frustrating for
analysts. A 1f not, why not?

A Insight: the data collected as part of the _ _ _
903 return isnét often uNopldithedpessible o kgep this data
doesndt provide the ri ghcleanand ymdate rgadynfor use
help inform decisions; and (2) it is1 throughout the year?
months out of date by the time it has been
cleaned, submitted to the DfE and returned
to local authorities.



OVER 12 WEEKS,WE FOLLOWED A FOUR STAGE PROCESS TO
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UNDERSTAND USERS, THEIR NEEDS,AND CURRENT PROCESSES

1. Collectraw
information

A User interviews

A Copies/examples of
data analysis tools and
reports

A Error reports

2. Synthesise
raw information
A Interview script
synthesis
A Thematic

analysis
A Error analysis

3. Discuss

and iterate

key insights

A Showand
tells

A Stakeholder
engagement

4. |dentify
conclusions
and next

steps

A Workshop

A Lean canvas

Individual pieces of information are condensed to common themes as we synthesise the data collected




WE ASKED EACH COUNCIL TO PROVIDE A LONGIST OF 16
PEOPLE INVOLVED IN THE 903 RETURN PROCESS

Together, we then identified people from across the three main user groups involved
in the 903 return process.We wanted to create a representative sample from which
to understand the pain points and opportunities related to data on children in care.

SOCIALWORKERS ANALYSTS
We spoke to an equal We spoke to an equal
(' @ number of male and female

number of male and female
analysts

I
1
1
1
1
social workers

1
1

1

i

The analysts we spoke to :

spoke to were aged were aged between 30 and :
1

1

1

1

1

“ The social workers we
||
between 30 and 50

40

Aam'a They had been working as Most had been working as
social workers for 5+
years Services for 5+ years,

1
although two were newer :
1

LEADERSHIP

We spoke to 5 men and 7
women in leadership
positions

The people in leadership roles
that we spoke to were aged
between 35 and 55 years old

They had mostly been working

analysts in Chiildr@midlsdrends Servic

years



Lead
Authorities

Reference

Group

WE CONDUCTED USER RESEARCHWITH 29 PEOPLE FROM
ACROSS THE MAIN USER GROUPS

We spoke to the key people involved in data and decision

-making on Looked After Children:

Leicestershire

East Sussex

North West
Authorities

Intelligence Lead,
CSC

ACommissioning
Manager

ABusiness Partner,
Business
Intelligence
Development

Chil dr end

Leadership
Council Social workers Analysts ;
Service managemenll Business managemerlt Dlrecl:t)(i)rrescf;rlis)eputy Other
Stockport ASocial Worker AChi | dr e n g AFoSening Sevice | AContracts & APrincipal Lead AQuality Assurance
Care Analysts x3 Lead Commissioning (Chil dr er d0Gffices,oci al
AlLocality Leader, Manager Care & Safeguarding
CsC AHead of Business | Commissioning)
Support
Wigan ASocial Worker ASenior Analyst AService Manager, APractice Director, | AIT Support
AManager, Joint Chil drendgs Soci al Director of AQuality Assurance
Intelligence Unit Care Chi | dr e n dABusSness Suppore
Manchester AData Support AHead of Service, | ABusiness Manager| ADirector of
Officer South Locality & Chil dr endsChSiolcdradnds Service
AResearch & Leaving Care Care ADeputy Director of

s Service

AData and
Information
Manager

ARegional
Development
Manager




WE SPOKE TO SOCIAL WORKERS AND ANALYSTS ABOUT THEIRs
ROLES I N COLLECTI NG AND USI NG DAT

Social Worker Local Authority Local Authority
Analyst Analyst
(Data Cleaning (Data Analysis)
~  Social workers must Analysts must prepare all Analysts analyse data
capture all relevant the data for the 903 return. according to what
ROLE IN information from their They liaise with social leadership ask for. They
DATA visits with the child and workers and others to get write reports and create
PROCES S— family in the case errors fixed dashboards to provide
management system and information to leadership
use it to take decisions on
how to best support them

—

1.We also spoke to some people from business support, quality assurance and I.T. support teams to understand how theysyst@ihaheir role



e AND TO LEADERSHI P ABOUT THEI R 19RO
DECISIONS ON LOOKED AFTER CHILDREN

Director/Deputy Service Managers: Business Managers:

Director of Head of Service, Service Commissioning
Chil drends SerNapagee s Manager, Business
Service/Locality Lead Manager, Head of
Business Support
i Directors and Deputy Service managers make Business managers make
Directors have strategic operational decisions on a commissioning and
ROLE IN oversight of al | spedificlselviceeonldcality contract decisions as well
DATA 7 Services. They use data to as oversee provision and
PROCESS make higHevel strategic performance management
and costing decisions of services and teams




WE FOLLOWED A SEMSTRUCTURED APPROACH FOR THE

INTERVIEWS

Interview process

A We ran 45 minute semstructured
interviews

A These were mainly in person, with
some over the phone or video
conferencing for easier logistics

A We interviewed one person at a
time, so we could get detailed and
independent responses

A We used two interviewers: one lead
whilst the other took full verbatim
notes to capture all the details

20

Example interview script (for leadership):

A Briefly introduce project and interview approach and

logistics
A Can you tell me a bit about your role?
A What does a typical day look like?

A What are the decisions you make about Looked Af
Children?

A How do you make these decisions?
A What works well?
A What works less well?

A What information do you have to inform these dec

AWhat information wou
currently have?

AHow do you know youdve

A Can you talk us through a recent decision you ma
A Who was involved?
A What was the issue?
A How did you come to a conclusion?
A What will happen next?

ter

sions?

il d he

mad e




WE COLLECTED DOCUMENTATION AND DATATO IDENTIFY 21
COMMON DATA ERRORS, REPORTS,AND TOOLS

In order to better understand the errors Primary Social Work Allocations
that occur in the 903 data:
We asked each council for copies of their current and

historical error reports from the 903 return, so that we
could understand the distribution of errors in each council.

Open CPPs

We also looked at the reports and tools that
analysts use to give leadership the
information they need to make decisions:

We looked at copies of different internal reports that each
council uses.These included reports on overall numbers
and statistics of Looked After Children, and placement
reports with individual childevel data.

Lastly, we looked at the different data analysis dashboards
that management look at to monitor the performance of
their services.




OVER 12 WEEKS,WE FOLLOWED A FOUR STAGE PROCESS TO

22

UNDERSTAND USERS, THEIR NEEDS,AND CURRENT PROCESSES

1. Collect raw
information

A User interviews

A Copies/examples of
data analysis tools and

reports
A Error reports

2. Synthesise
raw information

A Interview script

synthesis

A Thematic
analysis

A Error analysis

3. Discuss

and iterate

key insights

A Showand
tells

A Stakeholder
engagement

4. |dentify
conclusions
and next

steps

A Workshop

A Lean canvas

Individual pieces of information are condensed to common themes as we synthesise the data collected




WE THEN OSYNTHESI SEDO6 OUR VERB AT
BRING OUT THE KEY POINTS

Synthesis process
We ran synthesis sessions with the interviewers and a team member not present in the
interview to bring an external objective view

A During synthesis, each team member read the verbatim script and wrote atpmstevery key
point they noted

A We then collected these observations by theme for each user




NEXT,WE CAPTURED THE FINDINGS ACROSS ALL INTERVIEWS24
| N REALGIMBB OARDOG

Example synthesis on Realtime Board for 7 user interviews

e

— .| "

Each columnis one Findings are colouroded: Findings are grouped and
interview with a user A Yellow = observation summarised on blue posis
A Green = opportunity
A Red = painpoint
A Blue= summary of a
theme



THIS ENABLED USTO SYSTEMATICALLY DRAW OUT THE
COMMON THEMES ACROSS OUR USERS

Example themes for a council

For each council, wdrew out all of the key themes
across users to give a summary

Example overall themes

We then pulled out the key themes across councils
into a single summary

- = == V4

=== =i ,
p

o= s ' 4

T === s

Sg~= mgw

== 4

e I

d We found that the ability
to benchmark against
statistical and regional
neighboursvas
mentioned as an
important part of data
analysis by multiple users

Benchmarking/
comparative
data

We found that leadership
across the councils
expressed a need for
more data analysis and
for more insight

Data analysis

Key:

Orange = general theme
across all councils

Green = opportunity

Red = painpoint




NEXT,WE CREATED PERSONAS FOR EACH CORE USER GRO¥P

For each user, we made personas We then drew up a list of the overall user
needs for each persona

The personasummarise:s WE DREW OUT USER NEEDS FOR EACH OF THE USERS 109

@

As an analyst
{Data Cleaning)

A Role in data process

A Motivations

A Key quotes

A Key insights

A Key responsibilities

A What works well

A Key tools & software used
A Challenges

A Unmet needs

I need: data to be inputted
carrectly

Sa | can: have more time free to
da analysis

I need: the abilityto test for and

UNDERSTANDING OF THE COMMON NEEDS AND PAIN POINTS OF THE

}CREATING USER PERSONAS ENABLED US TO GET A DETAILED
DIFFERENT ROLES



WE THENANALYSEDIHE DIFFERENT NUMBERS AND TYPES OF27

ERRORS I N EACH

We wanted to know:

AHow many errors do each of the
councils have?

Awhat types of errors do the councils
have?

AAre there some errors that are more
common than others?

COUNCI LOS 903 DATH

So we analysed the error data:

A we got access to eac!t
the errors in their DfE 903 data

A We then examined how the errors
changed from the start to the end of
the statutory return window. This
enabled us to see how the cleaning
process works and try to identify any

A Do the councils have the same types of best practice

errors?

ADO the councils have the same errors
each year?

Manche Stockp: Wigan Total

708 242 66 me s
803 280 280 1363 33
282 45 v 354 hlU




WE REVIEWED EXISTING REPORTS TO UNDERSTAND WHAT 28
INFORMATION LEADERSHIP CURRENTLY RECEIVES

For each of the internal reports We then synthesized our findings to
that we looked at, we asked find common themes across all
leadership: three councils:

A How often do you use this report? A Each council produces weekly, monthly,
quarterly and annual reports to

monitor the performance of teams

and services and report any

A Who sees this report? safeguarding issues or areas of
concern

A Which decisions do you make based of
this report?

A Do you know where the data in this
report comes from?

A Do you trust the data in this report?

A How useful do you find this report?



OVER 12 WEEKS,WE FOLLOWED A FOUR STAGE PROCESS TO

29

UNDERSTAND USERS, THEIR NEEDS,AND CURRENT PROCESSES

1. Collect raw
information

A User interviews

A Copies/examples of
data analysis tools and

reports
A Error reports

2. Synthesise
raw information

A Interview script

synthesis

A Thematic
analysis

A Error analysis

3. Discuss

and iterate

key insights

A Showand
tells

A Stakeholder
engagement

4. |dentify
conclusions
and next

steps

A Workshop

A Lean canvas

Individual pieces of information are condensed to common themes as we synthesise the data collected




WE THEN TESTED, REFINED AND PRIORITISED OUR FINDINGS N
WORKSHOPS WITH THE FULL TEAM

Here, we brainstormed potential solutions to In this exercise,we used a 2x2 diagram to
the most common errors that occur in each of identify and prioritise best practicesin the data
the council 6s data. We us e dearingproceksye malowroe sdown avhagweo u p
andprioritise ideas. thought worked well on sticky notes,and then

arrangedhis on a scaleof impactvsfeasibility



WE ALSO ENGAGED WITH OTHER COUNCILSTOTEST OUR =1
FINDINGS AND SHARE OUR LEARNINGS

Blogs Events Regional networks
) oo o ' Leicestershi
: =1 elicestersnire
00 00 a0 H i
S ﬂ‘ ‘ ®0 | ® County Council
= [E= [ ==

East Sussex
County Council

Better Data on Children in Care: Building a
Common Model — Our 2rd Show-and-Tell!

T
&

Twitter

Better Data on Children in Care: Building a2
Common Model — Update from our Show-and-
Telit

Better Data on Children In Care: Building a
Common Approach — Our First Blog!

} ITWAS GREAT TO SEE OTHER COUNCILS ENTHUSIASM FOR OURWORKAGD T
HEAR THAT THE PROBLEMS WE WANT TO TACKLE ARE COMMON ONES



OVER 12 WEEKS,WE FOLLOWED A FOUR STAGE PROCESS TO
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UNDERSTAND USERS, THEIR NEEDS,AND CURRENT PROCESSES

1. Collect raw
information

A User interviews

A Copies/examples of
data analysis tools and

reports
A Error reports

2. Synthesise
raw information

A Interview script

synthesis

A Thematic
analysis

A Error analysis

3. Discuss

and iterate

key insights

A Showand
tells

A Stakeholder
engagement

4. ldentify
conclusions
and next

steps

A Workshop

A Lean canvas

Individual pieces of information are condensed to common themes as we synthesise the data collected




FINALLY,WE DISCUSSED KEY FINDINGS AND POTENTIAL NEXE3
STEPS

Our final workshop
in Manchester

We all met in
Manchester one last
time to talk through the
potential next steps.We
each chose two
favouritesfrom a list of
options and then looked | .. ......cooommm o omomen o |
into these in more detail | == cormmm =
using a lean canvas S

eMacueely ko decasns

Imsighe GRen wha

Alomgride cur chosen next step(s). we wil also provide advice o the DFE n the %) process weh
bge00ms that they o g keep thew portal open yearrcund publah raldsooe coden umpldy Sats colecton.

THIS ENABLED US T@RIORITISB®HICH NEXT STEP WOULD BE MOST IMPACTFUL
AND MOST FEASIBLE



3) Data collection and

processing




A)UNDERSTANDING USERS AND
THEIR NEEDS

o | CAME |

JOBTO LOOKAFTER

A CHILD, TO SETTLE
THEM INTO A NEW
PLACEMENT. BECAUSE
THATOS WHAT
COUNTS, NOT YOUR
FLIPPING
PAPERWORK. 0

Social worker, Stockport

35



THE KEY USERS INVOLVED IN DATA COLLECTION AND 36
PROCESSING ARE SOCIAL WORKERS AND ANALYSTS

Social workers and analysts enter, extract and
clean data in/from the case management system

Social worker Analyst extracts and
records cleans data, and submi
information returns to the DfE

We asked social We asked analysts about their two different roles: We asked leadership
workers about how (1) extracting and cleaning data and (2) running about decisions they
they record and analysis for leadership. make on Looked After
clean data on Looked Children and what data
After Children they use to make these
decisions

1.We also spoke to some people from business support, quality assurance and |.T. support teams to understand how theyrsaytoihaheir role
2.In this report, leadership includes: Business & Commissioning Managers, Service Managers, Directors and Deputy Directors



SOCIALWORKERS WORK DIRECTLY WITH THE CHILD AND 37

RECORD INFORMATION

ROLE IN DATA PROCESS

Social workers must capture all relevant
information from their visits with the child
and family in the case management system
and use it to take decisions on how to

best support them.

MOTIVATIONS

AMaximise time spent with young peode
spending less time inputting information

AGet the best outcomes possible for the
child

INTHE CASE MANAGEMENT SYSTEM

KEY QUOTES
0l came into this job to |l ook afte
pl acement. Because thatds what <cou

ofhe case management system crashes
have to start all/l over again. 1tds
dead easy to make mistakes.

KEY INSIGHTS

A Social workers spend 50% of their time working within the case
management system, much of this entering data

A They can find the case management system unintuitive, leading to
recording mistakes or not completing information. The systems
often allow them to enter incorrect or incomplete data

A They often have difficulty getting the information they need in
time to make decisions about a child

A InWigan, social workers are also involved in the effixing
process during the 903 Return period, whereas in Stockport and
Manchester they are much less involved



SOCIALWORKERS WORK DIRECTLY WITH THE CHILD AND 38
RECORD INFORMATION IN THE CASE MANAGEMENT SYSTEM

KEY RESPONSIBILITIES
A Safeguard and provide support to children and
families

A Maintain accurate records of all interactions
with children and families and have this ready
for inspections (e.g. Ofsted), legal proceedings
and statutory returns

WHAT WORKS WELL

A When they get help from business support
and admin to fix errors

A Happy when they get to stay with a child
throughout their stay in care

UNMET NEEDS

A Easy and quick access to relevant case information in order to make
decisions for the child

A Less time spent entering data and more time spent with the child an
family

A A case management system that is intuitive to use

CHALLENGES

A The forms for inputting data in the case management systems are
confusing and not usdriendly e.qg.

0 Some data entry requires using codes (e.g. placement codes suc
0K26) rather than intuitive d

0 Some placement type definitions are misleading

0 In some cases, the structure of the case management system is
confusing, which leads social workers to skip sections

A Social workers are very timpressured, with high caseloads and
increasingly complex cases

ASoci al wor kers donot w a n tbecause itu
hinders communication

A Social workers would rather spend time with the child than doing
paperwork

A There are different levels of digital/data literacy amongst social work
A The benefits of data collection are not always clear to social workers



SOCIALWORKER USER NEEDS

As a social worker,

| need: easy and quick access to relevant case
information

So | can: make the right decisions for the

child

| need: to spend less time entering data and
more time with the child and family

So | can: build a strong relationship and make
the best decisions for the child

| need: a case management system that is
intuitive to use
So | can: enter data easily and correctly

39



WHAT DID WE FIND? 40
CLEANING ERRORS IS A MAJOR PAIN POINT FOR ANALYSTS

ANALYST KEY QUOTES
DATA CLEANING

oYou pretty much have to go throug

manually.d

0The way information is stored and
oltds difficult to change the way
that you candt really fix.o

0The data quality is horrifico
0Obviously itdés a massive annoyanc:

at the case notes [to fix errors. |

KEY INSIGHTS

A Analysts spend up to three months cleaning data errors for
statutory datasets which they report to the Department for
Education each year

ROLE IN DATA PROCESS

Analysts prepare data for analysis and for
the 903 return.They liaise with social
workers and others to get errors fixed.

A This, and their dayo-day reporting duties (e.g. writing internal
reports), means they have little time for analytical work

MOTIVATIONS . e
A The case management systems can make it very difficult for
AEnsure data is of good quality; fix all the analysts to fix errors (e.g. they
data errors data in a field so have to log a job with I.T. to do it for them)
ASubmit statutory returns on time A Only being able to check for data errors during the three month

statutory return window means error cleaning is largely done in a
stressful rush, once a year. Given the high turnover, it also means
that the social workers who entered the data may have moved on



ANALYSTS IDENTIFY ERRORS IN THE DATA AND ENSURE THAR
THEY ARE FIXED

UNMET NEEDS

A The ability to test for and fix errors throughout the year

ANALYST
DATA CLEANING

A Less errors in the data entry process
A The ability to identify and fix multiple errors at the same time

A Less time spent chasing social workers and others to correct data and more
time for analysis

CHALLENGES
A Lots of time is spent manually fixing data errors and not much time is left for
analysis
KEY RESPONSIBILITIES ASocial workers dondt always input d
A Extracting data from case management A 1t can take months for a social worker to update a record

system .
_ ) _ _ AAnalysts candt make changes to the
A Working with social workers to fix data

errors AWhen social workers dondt fix error
A Running regular reports so that the A The case management systems cause many problems with data quality
department is ready for an Ofsted inspection A pata that isnét part of a statutory

on any given da
9 y A Over-customization of case management systems has made them incompatibl

A Ensuring statutory requirementS are met with addons and/or updates

A Testing the Department for Education portal A Senior management tend to be more concerned about their Ofsted
i nspections and ratings than about

WHAT WORKS WELL much support on the 903 return
A The error reports created by the A Theinputoutputr at i o of analystsd work is p
Department for Education (DfE) are A Switching to a new system or updating existing systems is veryititegsive

generally helpful
A The DfE portal is easy to use



ANALYST USER NEEGSCLEANING DATA 42

As an analyst cleaning data,

ANALYST
DATA CLEANING

| need: data to be inputted correctly
So | can: have more time free to do analysis

| need: the ability to test for and fix errors
throughout the year
So | can: stop errors from building up

| need: the ability to identify and fix multiple
errors at the same time

So | can: stop manually going through errors
one-by-one

| need: to spend less time chasing social
workers and others (e.g. case management
system providers) to correct data

So | can: spend more time doing analysis



B) MAPPING THE CURRENT DATA
COLLECTIONAND CLEANING
PROCESSES

43

OTALKI NG TO
SOCIALWORKERS
AND TELLING THEM
WHAT TO DO ISTHE
BIGGEST PAIN POINT
ANDTIMES | NK o

Analyst, Manchester



WE FOCUSED ON THE 09030 ANNUAL 4RE
AFTER CHILDREN

The SSDA903 return is an existing common data model on the experiences of young
people in care.

Background on the SSDA903 return

=w...] Once a year, all Childreno6s Servi cSsBAY@epar tment s
statutory return (903 return)

=] Thisis a set of data reports on any child who has been Looked After in their authority at any point
U i during the financial year

The purpose of this return is to provide the government with the necessary information to: (1)
;‘> evaluate the outcome of policy initiatives and (2yonitor objectives  on Looked After Children

All data has to be uploaded to t he Xsdopmatrotimmelnt f or
@ multiple csv files

an Analysts, business support, quality assurance, social workers and others  work to fix errors
%8 in the data

l Once the DfE havéinalisedall the data, they produce a pdf repo@hildren looked after in England
(including adoptipajong with data tables, in November




THE 903 STATUTORY RETURNS PROCESS RUNS FROM APRIL 45
THROUGH JUNE

Throughout
the year,
social
workers
input data
into the case
management
system. This
data is
cleaned and
checked to
varying
extents.

In Spring, the DfE
release test schema

Feb Mar

The 903 returns
period opens on
1st April

Apr

The DfE portal
closes for entering
any new data at the

end of May

Directors af
Services must sigoff the
return with all errors
fixed by the end of June

May

Analysts upload data from the case
management system to the DfE
portal and work with social
workers and others to fix errors

Jun Jul

During June,
the DfE carries
out extra
validation
checks on the
data

LOOKED AFTER IN ENGLAND (INCLUDING ADOPTION) WITH DATATABLES INOVEMBER

} THE DFE PUBLISHES ITS ANNUAL REPORT SUMMARISING ALL THE 903@MALAREN

Childr



EACH LOCAL AUTHORITY HAS A DIFFERENT PROCESS FOR 46
PRODUCING THE 903 RETURNS
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Wi

GANOS

903

RETURN PROCESS
YEARROUND ERROR CHECKING PROCESS

S S&P

Wigan

November

Year-round | Uploadingto i 903 returns Error-fixing i DCS sign-off : Final
data-cleaning || test schema opens : submission
February/March 1st Apr dupe End of June
This involves a lot of .DiE ! y I‘ il ) Tz s
chasing up of = rel 535905 ESI 90:} returns Error fixing process . . Errors have been Tinal upload!
different people and SEIE R LR EE period opens y (Analyst gets error,  _ | fixed " up
. L platform s N - tsback- | (] N [ sign-off
is very fime- ) = : ) F—r— m“*p“ = bac Analyst maps errorsto | | - i
consumin -  thedata . ves alyst fries to \ese appear on individual SWs and : e
] Anal;ggr:i;:cﬂbmh . successfully > submit data to DfE the screen in the se::d |:r;p\:);s o ;ZnSW H AR
@racteg fn?ljn portal portal, and come their admin buddy and ( Analyst sends
A o LU | lhmus_lhk:a“? their manager returns to ¢ >
,/ \\ [ Analysttests v N guicky ' management | Analyst submits
/ A uploading data and Mo - - returns to DfE
/ \ reports problems to ‘ I H portal
/ | \_ theDfEtofix p § AN
\ \ HH
I‘ Analyst manually Is
Continuous error i is can be very | writes extraction Bee error checking process map for detailed y /managemem\ Ye:
fixing process i fiustrating eg. ifthe  |§ code process happy with the
throughout year | [ DFE portal does not “———— Alldatain th . data?
\ | l  have the comect 3 it current year and N/
\ | headings H previous years H
\ / 3 ‘This process happens reflects the data in lN"
\ / approx._ 10-15 times or LL as the current Y
\\ ,/ every 1-2 weeks statutory year Analyst goes
N\ / throughout the :| | through data with
S statutory retumn period management |
Key: ,
. Senior Business Support Deadline/ / Ongoing X "
‘ Analyst ‘ Social Worker ‘ bie ‘ ‘ management ‘ Fixed event / process

DfE publishes report
on Looked After
Children

Key Takeaways
A Analysts work closely with business support and social workers to fix errors
A Social workers fix errors directly in the case management system

To view the diagram in more detail cli¢glere



https://drive.google.com/file/d/1u0c0aAppAu5gjNxe28qq6MdtELCSGu0T/view?usp=sharing

CLEANING ERRORS YEAROUND INVOLVES SEVERAL PEOPLE, 48
BUT IS PARTICULARLY TIMETENSIVE FOR ANALYSTS

Wigan & error cleaning process

s either SW.

1T 1o make an

1
-------- ! 1
BS or SW logs  job with 1 l 1
1
i 1

mmmmm

Key Takeaways

AWi g a n &eundy e
error checking process
involves analysts
writing detailed,
individual error
reports to each social
worker. This is a key
pain point as it is very
time-intensive

Alf any errors are
particularly frequent or
slow to be fixed,
quality assurance
and/or senior
management will step
in

To view the diagram in more detail clitglere


https://drive.google.com/file/d/1V2tM5uhuR95nLSCROq8yDXBhihqSAP8J/view?usp=sharing

MANCHESTER FOCUS ON FIXING GROUPS OF ERRORS IN A DAL
EXTRACT; SOME OF THIS ERR®RXING ISAUTOMATED

Manchester

Year-round 903 returns Error-fixing Final
data entry opens submission
- i une; End of June
1st April
and pulling D ~ November
ok 1 4
Social worker Analyst runs daily | Report gent \
uploads datato // e i rpotin DI potal ——rr Im niAc ) i L) Errors have been
cms i / to track err et ‘ Data Quality Ar e u" s thal (" Witeto DfE fixed ‘DfE publishes report
C ly H' the No oo la D i | reaches out to SW e b d din Yes | nfy paeene | ) on Looked After
l LAC Qualiy(DQ) team ilu make changes in ‘ csv fl o he ﬁxed Children
-~ dalase(7 2 CcMs 4 3 Y D\
Analyst creates /"~ Analysts create
LAC ::taselfmm E [ Analyst makes Analyst runs data / No Sty "fp“"
| lycare ) changes in LAC | through SQL » comparing lalase(
dataset and ds| ¥ cleaning process Yes DQ g. SW find the o tolast year's and
\these for DQ team ith code information 2 send to " .
T : ndﬁxdala al ChsaiEil Analyst submits
y ] returns to DfE
portal
DCS approy
retums
Key:
‘ Analyst Social Worker Data Quality (DQ) Management Decision point Pain Point

Key Takeaways

A Manchester us#licarecase management system but are movingitpidlogidn the next few
months

A Analysts and the data quality team fix errors

A Analysts fix errors in a data extract and thask social workers and others to update the case
management system

A The data quality team works directly with social workers to fix errors in the case management
system

To view the diagram in more detail clitiere


https://drive.google.com/file/d/160D3Czo1ggCLkyUek51GyQSY9xxsJqLz/view?usp=sharing

STOCKPORTO0OS APPROACH IS SI MI LARsTC
WORK ON AN EXTRACT AND DO SOME AUTOMATED CLEANING

Stockport Key Takeaways
AStockport use EIS case
management system But
NG i o 3 s e are moving toLiquidlogidn
- the next few months
| A 7 ey | [Aie e | S P AStockport also fix some
e T errors in a data extract ang
| then ask social workers
! and others to update the
o)~ case management system
e ABusiness support work
| G | directly with social
e workers to fix the errors 8
= this is a big pain point
AAnalysts run the process of
R (e | i () Lo checking for and fixing
: ‘ errors in the 903 data
about 15 times during the
three months of the return
period

To view the diagram in more detail clitclere


https://drive.google.com/file/d/1xarigQa_CGf6fZ7GZumoDEz0aSYotm1J/view?usp=sharing

THERE ARE MANY COMMONALITIES BETWEEN THE THREE
AUTHORI TI ESé

All councils test uploading their data to
the DfE portal. They may rewrite their
queries if there are problems here

l

Analyst
Social DfE uploads data
workers release from CMS Initial
input data test to DfE analyst Clarification Deadline
into CMS schema portal fixes guestions nears DfE queries
000 -000000-000
Year 903 Automated Analyst Most errors Analysts DCS sign
round returns error fixing sends fixed manually fix off and
cleaning period error errors submission
process: opens reports

A

Analysts in each send erroeports to BS/DQ/SW
teams:

MCC: analysts pass errors to DQ who liaise with SWs

51

SMBC: analysts pass errors to BS who work with SWs

K A: lit
WC: analysts pass errors to BS, SW & Q@lkectly s QA: Quality assurance

DfE: Department for Education MCC: Manchester City
CMS: Case management system Council

DCS: Director of Chil drends

BS: Business support SMIBC: Stockport Metropolitan
DQ: Data quality Borough Council
SW: Social worker W C: Wigan Council

ervices




7

Stockport analysts try to
fix some errors themselveq
before passing onto the

Social DfE
workers release
input data test
into CMS schema

e BUT ALSO KEY DI

Analyst
uploads data

to DfE

FFERENCES 52

Analysts in Wigan ma
have to answer
clarification questions
for SWs

In Wigan all errors are
fixed directly in the CMS

Stockport and
Manchester fix errors irm
data extract first, therask

team

In Stockport this all

SWs/DQ/BS to addo goes through BS
the CMS
from CMS Initial
analyst Clarification Deadline
portal fixes guestions nears DfE queries

Year 903
round returns
cleaning period

process: opens

Wigan do indepth error
cleaning yearound

Stockport and
Manchesteproduce
periodicerror reports

Automated Analyst Most errors Analysts DCS sign
error fixing sends fixed manually fix off and
error errprs submission
reports
'\S/Itockr;])ort andd In Stockport and
anchester Od Manchester, analysts step
some automate in to manually fix any
error fixing outstanding errors
All error fixing in
Wigan is done by
SWs/BS Key QA: Quality assurance

DfE: Department for Education MCC: Manchester City
CMS: Case management system Council

BS: Business support MBC: Stockport Metropolitan|
DQ: Data quality Borough Council
SN: Social worker W C: Wigan Council
DCS: Director of Childrends Sprvices




KEY LEARNI NGS FROM MAPPI NG THE 50 A

: _ Although
Council Year-round error Who cleans data? Where is data Wigan's
cleaning? cleaned? process is
. Yes 0 throughout the  Social workers & Case management \ more
ngcm | year analysts check fo Analysts send social system 0 all errors rigorous, it is
Counci certain weltknown workers detailed are fixed directly in also more
- errors emails explaining eact the case managemen| time &
error and options to system resource
fix it. Social workers intensive

then fix it with \ )

business support

a5 MANCHESTER No d Manchester and Analysts @ analysts Data extracts 0

CITY COUNCIL Stockport have some largely lead the error  analysts clean the dat:
summaries of the cleaning process, ofter in an extract to save
& STOCKPORT EMMO's in the system,  finding the correct time.They tell busines:
S S ooooeones but dondt information and fixing support about the
significant amount of it errors so that they can
cleaning yeamund fix them in the case

management system

WE CONCLUDED THAT THERE WERENOT CLEARSACTI ONS
COULD TAKE TO IMPROVE THEIR PROCESSES



C) ANALYSING AND COMPARIN
THE ERRORS IN EACH
AUTHORITY

54

OTHE DATA
QUALI TYOS NOT
GOOD 6 SO IF | PICK
UP A ROCK, | FIND
RUBBISH
UNDERNEATH | T

Analyst, Manchester



ANALYSING THE ERRORS IN EACH COUNCIL SHOWED THAT

THERE ISVARIATION BETWEEN THE COUNCILS

Number of errors per Looked After Child in each council

Opening of 903 Return window 2018

3.0

2.5

2.0

15

1.0

0.5

Total errors per LAC in 903 dataset

0.0

2.Additionally, Stockport
currently has an oubf-date
case management system
with few builtin validation
checks. They
process of changing case
management systems.

:

Manchester

Stockport

t he

1.The variation, however, is
not fully explained by

differences in data cleaning
processes as Manchester
and Wigan have a similar
number of errors but very
different approaches to data

cleaning

Wigan

Source: Manchester, Stockport and Wigan SSDA903 error reports, LAIT tool 2017/18, SF analysis
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FOR ALL THREE COUNCILS, MOST OF THE ERRORS ARE CAUSED BY
ONLY A FEW ERROR TYPES

Frequency of error types in each council

2017/18 P ,
= 400 i
3
Manchester & 3iff !
5 200 ' 30 errors occur less than 5 timeg
Top 3 error H*
100
types cause Il w
40% of errors ; 0 nt
Most common error Least common error
9 400 ¢
Stockport 5 300 |
(O] i
Top 3 error % 200 37 errors occur less than 5 times
types cause 100
55% of errors II
O [WE= d
. @ 400
Wigan =
J § 300 coeeeee,
Top 3 error = 21 errors occur less than 5 timeg
o
types cause e

54% of errors

} ELIMINATING THESE COMMON ERROR TYPES WOULD SIGNIFICANTLY REDUCE
THE TOTAL NUMBER OF ERRORS

Source: Manchester, Stockport and Wigan SSDA903 error reports, SF analysis



HOWEVER, THE ERRORS FOR EACH COUNCIL DIFFER STRONGLY

Overlap of error types in each council
2017/18

Manchester have 21
error types that neither
Stockport nor Wigan
have

There are 18 error
types that Stockport
and Manchester both
have, but

There are just 14 error
types that all three
councils experience

igan do

Source: Manchester, Stockport and Wigan SSDA903 error reports, SF analysis



Number of errors

IN FACT, ONLY 43% OF ERRORS ARE EXPERIENCED BY ALL s
THREE COUNCILS
Overlap of error types in each council2017/18
4000
| 17% of errors occur in only
3000 | one councild these should be
7 the most feasible to resolve
40% of errors occur in two
- councils, but not the othed
2000 we therefore know it o:
possible to eliminate these
{ J T \‘
1000 : 43% of errors occur in all  Less than half |
l | three councilsd these are  of the error i
i likely more difficult to fully types occur in i
| eliminate all 3 councils !
0 ‘\ - I,'
® Error in just one council  mError in two councils m Error in all three councils

eTHE OTHER 57% HAVE ALL BEEN FULLY UNCILMI

SUGGESTING WE COULD ELIMINATE THEM

Source: Manchester, Stockport and Wigan SSDA903 error reports, SF analysis

NATE



THE MAJORITY OF ERRORS ARE EITHER MISSING INFO (39%) R
CROSSYEAR INCONSISTENCIES (32%)

Frequency of error categories '  Frequency of error categories *

All three councils By council Wigan and
Manchester has Manchester have
the most invalid more missing info
information than Stockport

100% ] 100% — — R V
80% S5 80%
(&)
» 70% £
o %
& 60% S 60%
S 50% L
[} (@)
€ 40% L, 40%
5 c
Z 30% I Stockport has far more
200 o 0 inconsistencies than
’ g 20% other councils
10%
0% 0%

MCC SMBC wcC
m Invalid information = Missing information ® Cross-year inconsistencym Inconsistent information

Source: Manchester, Stockport and Wigan SSDA903 error reports, SF analysis

1. Errors have been categorised into four categories: A) Invalid information = data does not meet DfE validation rulesiéeg.qode is not the

valid, B) Missing information = a required data point is blank e.g. no review data, C}y@arssconsistency =adatapointi t hi s year &8s
inconsistent with the previous years and D) | ncons ieg. bwerlapping epifodes ma



WE IDENTIFIED FIVE MAIN ERRAROUPINGS 60

1. Inconsistent data : Data is inconsistent with the 903 return from the previous
year. For example, this might be a child who was recorded as being in care the
previous year, but does not appear on the list of those who are in care or who have
left care in the current year

2. Ofsted Unique Reference Number (URN) for placements  :Placements for
children in care all have a URN fro@fstedwhich is either missing or incorrect
(Wigan only)

3. Multiple reviews : Multiple reviews are recorded for one child as having taken
place on the same day (Stockport only)

4. Placement postcode :The postcode of the placement is missing

5. Placement provider code :The code for the placement provider is invalid



IN MORE DETAIL- INCONSISTENT DATA: DATA IS INCONSISTENE:
WITH THE 903 RETURN FROM THE PREVIOUS YEAR

1. INCONSISTENT DATA

% of errors: Cleaning Cleaning Impacton

Error description MCC SMBC WC workload method decisions

The reason for new episode, legal status,
category of need code, placement type,

placement provider, placement Ofsted Edit last
Unigue Reference Number (URN), distan 21% 12% 19% H years 903 M
or placement location in first episode do return

not match open episode at end of last ye:

Episode commenced before the start of tl

: - Edit last
current collection year but there is a
missing continuous episode in the previol 2% 5% 3% H years 903 M
return
year
Last year's record ended with an open
episode.The date on which that episode Edit last
started does not match the start date of tI 2094 5% 3% H years 903 M
first episode on this year's record return
Contradiction between placement distanc .
in the last episode of the previous year ar Edit last
3% 1% 2% H years 903 M

in the first episode of the current year
return




IN MORE DETAIL- OFSTEDUNIQUE REFERENCE NUMBER 62
(URN):URN IS MISSING OR DOES NOT MATCH OTHER DATA

2. OFSTED UNIQUE REFERENCE NUMBER

Error description % of errors: Cleaning Cleaning Impacton
MCC SMBC WC workload method decisions
Ofsted URN is required 3% 4% 30% M Support SW: L
to add/fix
The Ofsted URN provided for the child's 1% 0% 4% M Support SW.: L
placement does not match the placement to add/fix

provider recorded

The Ofsted URN provided for the child's 0% 0% 5% M Support SW: L
placement does not match the placement to add/fix
type recorded



IN MORE DETAIL- MULTIPLE REVIEWS, PLACEMENT POSTCODKs
PLACEMENT PROVIDER CODE: THESE ARE MISSING AND/OR
INCONSISTENT

3. MULTIPLE REVIEWS

Error description % of errors: Cleaning Cleaning Impa_lc_t on
MCC SMBC WC workload method decisions
More than one review has been held ont 0% 33% 0% H Ask SWs to L
same day combine
duplicates

4. PLACEMENT POSTCODE

Error description % of errors: Cleaning Cleaning Impacton

MCC SMBC WC workload method decisions
Distance is not valid. Please check a valic 11% 11% 0% M Support SW: L
postcode has been entered to add/fix

5. PLACEMENT PROVIDER CODE

Error description % of errors: Cleaning Cleaning Impacton

MCC SMBC WC workload method decisions
Local Authority (LA) of placement is not 9% 4% 0% M Support SW: M
valid or is missing. Please check a valid to add/fix

postcode has been entered

Placement provider code is not a valid co 11% 1% 0% M Support SW: M
to add/fix



THERE ARE SOME CHANGES IN THE ERRORS EACH COUNCIL HAS
FROMYEAR TO YEAR, LARGELY DUE TO RULE CHANGES

Manchester year -on-year error comparison Stockport year -on-year error comparison
Rank of error in 2017 vs 2018 Rank of error in 2016 vs 2017

la) A few common errors fro
one year disappear the nex

1b) We seea similarpattern
of these changes in

33% correlation

28% correlation

Error rank in 2018

([ ]
10 | o )

year when the schema chandges Manchester and Stock[gor
— {\ > 3.) Stockport has
[ [ [ K ] Py ® e °® .
60 - a greater change
2.) Most errors are yearto-year thar
relatively consistent Manchester due
. ® ° ° ° .
in Manchester ™~ 40 to a major
o
40 o E . oo o o change of systelln
< 30 ° ° °
©
30 =
g [ [ ]
[ L 20 [ [}
20 e e
L ° ° )
[

0 10 20 30 40 50 60 70 0 10 20 30 40 50
Error rank in 2017 Error rank in 2016

P

Most common errors in 2017

OVERALL THERE IS RELATIVE CONSISTENCY IN ERRORS FROM ONE YHBAIE NEXT,
MEANING ENTRY PROCESS IMPROVEMENTS SHOULD DELIVER ONGOING BENEFI



DESPITE THEFEVALIDATION CHECKS, THERE ARE STILL
SIGNIFICANT DATA ISSUES INTHE FINAL DATA

Looked After Child placement data from the National Pupil Database

returns)
Time period, population, and legend suppressed to ensureidentifiability

(based on 903

How to read this:

unrealistic pattern of on
off placements

[ —— — 1
= —— = P — e . = "
R -- ] T T — _._\
———TT | T T TR T T T

A Each row represents a Lookeg
After Child

A The colour represents the
type of placement they are in

A The chart covers several year$

{ A On the right where the lines

"""" stop is when the child leaves

care

S
_|
1. There is| a oObarodé -pattern — —
here: multiple childrends ~— - - - T e e e
placement types change - o ==
for exactly the duraton|, ~—— | — 7 T 3. Some councils have suspicious
of this yeard suggesting a ) - | distributions of data e.g. the frequencies
common data error =5 - - om0 7t % | the common placements are the opposi
o of elsewhere, suggesting a counwitle

Time

mix-up of placement codes

} THE DFE VALIDATION CHECKS DO NOT CATCH

LL DATA ERRORS

of
es
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CONCLUSION: 66
THERE IS NO OBVIOUS BEST PRACTICE TO SHARE, BUT THERE
IS A MAJOR OPPORTUNITY TO IMPROVE DATA QUALITY

1

We candt simply share best practice p
None of the councils have a clearly better error cleaning process than the

others, meaning we cano6t solve the pr
approaches.
Thereds a major opportunity to elimin

Most of the errors are caused by a few common types, eliminating these
would significantly reduce the problem.

It should be feasible to reduce errors

The types of errors in each council differ strongly, with less than half of
errors experience by all three.This suggests it is possible to eliminate these
errors, although this may be case management system dependent.



4) Decision-making




D) UNDERSTANDING
LEADERSHIP AND THEIR
NEEDS

68

oMY JOB I S TO
THAT A CHILD ONLY

GOES INTO CARE IF IT IS
ABSOLUTELY ESSE

Deputy Director

Services, Stockport



THE KEY USERS INVOLVED IN DECISION MAKING ARE 69
LEADERSHIP AND ANALYSTS

Leadership make decisions. Analysts help them
with evidence through reports and tools

Analyst uses tool
to analyse data
and create
reportst

Leadership use
evidence to makd
decisions

We asked social We asked analysts about their two different roles: We asked leadership
workers about how (1) extracting and cleaning data and (2) running about decisions they
they record and analysis for leadership. make on Looked After
clean data on Looked Children and what data
After Children they use to make these
decisions

1.We also spoke to some people from business support, quality assurance and |.T. support teams to understand how theyrsaytoihaheir role
2.In this report, leadership includes: Business & Commissioning Managers, Service Managers, Directors and Deputy Directors



WE IDENTIFIED THREE SENIOR DECISHOMRAKER PERSONAS

SENIOR
DECISION -MAKERS

Senior Management

Who
+ Director of Children’s Services

* Deputy Director of Children’s
Services

What
« Senior leadership with strategic
oversight of all children's services

Service management

Who

* Head of Service

« Service Manager

« Fostering Service Lead
* Locality Lead

What

* Social work operational leadership,

overseeing a service or locality

Business Management

Who

« Contracts & Commissioning
Manager

* Head of Business Support

* Business Manager

What
* Leadership of business services
supporting social work

70



DI RECTORS AND DEPUTY DI RECTORS n10F
HAVE OVERALL RESPONSIBILITY FOR THE DEPARTMENT

Senior Management KEY QUOTES

ol make decisions that af fect chi
0The decisiomhawgi makeé oar € hliil fde er

OWedre good at getting informatio
does this mean for UusS as a servioc

ROLE KEY INSIGHTS

Has overall opetatlohal ahd strategic A Di ector d Deputg Dlre ors f|nd that their staff are very
respon5|b|_I|t_y f_o_r etlrﬁehp Hs er V1cCa®Ss t al ways prc
Departm_ent. Makes lifehanging decisions and analysis that they want at the time they want

about children in care; wants to be

confident in these decisions and ensure A Directors and Deputy Directors want to know how

that children only end up in care when individual pieces of data link to the bigger picture, so that

absolutely necessary. they can have a holistic view of their services

A Directors and Deputy Directors want more insight into the

MOTIVATIONS :
data that they are given

Almproving outcomes for Looked After Children

AEnsuring staff are motivated and supported

AEdge of Care support / early intervention work
to prevent children becoming Looked After



DI RECTORS AND DEPUTY DI RECTORS72 OF
HAVE OVERALL RESPONSIBILITY FOR THE DEPARTMENT

KEY TOOLS & SOFTWARE
AChAT(Childrends Services Anal
A Report Manager and Tableau dashboards

Senior Management

CHALLENGES

A System and process inefficiencies waste time and limit
what they can do

A Time pressures on their staff

A Lots of their time is spent in meetings

KEY RESPONSIBILITIES UNMET NEEDS

A Ensuring that services are meeting statutory ASpecific context to understai

requirements o o )
A Holistic view of the data linking back to bigger

A Operational and strategic planning across all services picture

A Financial and commissioning decisions A Evidence base of outcomes to make strategic
A Chairing decisiomaking panels decisions

A Knowledge of who is exiting as well as entering care
WHAT WORKS WELL

A Data visuals are good

A They talk to social workers, service leads and families
when making decisions as well as looking at case files



SERVICE MANAGERS LEAD A PARTICULAR SERVICE (E.G. 73
FOSTERING, OR CARE LEAVERS) OR LOCALITY

. KEY QUOTES
Service Management
0l use data every day to info
0This is called a rmdsekiet f or
whilst 1itdés horrific to talk
the reality.o

0Some of the time you make th
the time you dondt .o

oOoWe need to | ook at how we wo
We need to look at how we structure the team to make it
ROLE as productive as possible.o

Has overall responsibility for a single service or area.

Looks at the strategic vision and performance of their

service/area. Has delegated responsibility for budgets arf§EY INSIGHTS
decisions within their service/area e.g. for placement
budget or decisions on whether to enter care
proceedings.

A Servicemanagers look at data on the overall
provision of placements for Looked After Children

A They want more context and intelligence around
MOTIVATIONS the data that they get

ASupporting social workers to feel empowered

ALongterm outcomes of Looked After Children

AEnsuring children are allocated to the best placements
for them

AMoving children into adoptive placements where
possible

Alnvesting in foster carers

A They are concerned about the availability of
placements, particularly for children and young
people with complex needs

AThey want to know more about
experience of being in care



SERVICE MANAGERS LEAD A PARTICULAR SERVICE (E.G. 74
FOSTERING, OR CARE LEAVERS) OR LOCALITY

KEY TOOLS & SOFTWARE

Service Management A Uses LAIT (Local Authority Interactive Tool) more than
ChAT (Childrends Services Al
CHALLENGES

A The foster care placements market is very difficult; recruiting
foster carers is difficult and approving them is very expensive

A Care leavers are often not placed in appropriate
accommodation

A Highneed young people are especially difficult to place

A Lack of access to rediime data makes some decisions

KEY RESPONSIBILITIES difficult
A Strategic and operational management of service AThey donoét al ways know i f t
A Performance management of teams A The data is not always reliable

A Major child level decisions e.g. whether to enter care
proceedings UNMET NEEDS

A Operational responsibilities e.g. Head of Fosteringis A Access to reatime data
responsible for recruiting, training and assessing foster

carers A A better way of accessing data and measuring performance

A Context and intelligence around the raw data

Rl e LS A Better provision of accommodation for care leavers

A Performance management frameworks that give detailef| getter quality data
information on all Looked After Children and a good
overview of provision and areas for improvement

A Comparative data from statisticakighboursnforms
strategy



BUSINESS MANAGERS LEAD A SUPPORT SERVICE E.G. PROVIEZON
AND BUDGETING FOR PLACEMENTS

Business Management

ROLE

Responsible for a support service, e.g.
placement provision and the placements
budget. Use data to see whether services
are working or not. Constrained by the
market and focus a lot on budgets and
driving prices down.Work closely with social
workers and placements team.

MOTIVATIONS

A Placement stability

A Value for money of placements

A Longterm outcomes for Looked After
Children

A Recruiting enough good quality foster
carers

KEY QUOTES

0The stability o6t tpdtaciesmekngy tic w
trying to achievebo

O0Our practi cedisisworkimgisdit warkenglisiby dat a
wor king?¢

0The difficulty with outcomes is
We dondt really know how to make
o[ Data entry] is so reliant on pe

error. o6

KEY INSIGHTS

A Businessmanagers track costs and spending very carefully and
want to make sure they are spending budgets as effectively as
possible

A They find it difficult to forecast costs and therefore to plan
budgets

A They want more focus on outcomes for Looked After
Children and on the childds expe
A The increasing competitiveness of the placements market is a
big concern for them



BUSINESS MANAGERS LEAD A SUPPORT SERVICE E.G. PROV{&ION
AND BUDGETING FOR PLACEMENTS

WHAT WORKS WELL
A The External Placements and Sufficiency Statement reports give detailed
information on placements and performance

Business Management

A Benchmarking is helpful for performance and service management, and for
pricing
A Building personal relationships with providers helps lower costs

KEY TOOLS & SOFTWARE
A Uses the LAIT (Local Authority Analysis Tool) a lot

CHALLENGES
A Insufficient availability of local placements; placements are very competitive

ASpending predictions are difficult
KEY RESPONSIBILITIES which are often unpredictable

A Business support across the whole A Looked After Child numbers are rising; there are problems in the teenage
department cohort especially

A Ensuring placements are suitable AData often doesndt get cleaned unt.

A Managing placements, placement A Outcomes data is not defined, and outcomes are hard to measure
budget and providers
UNMET NEEDS

A Recruiting social workers _
A Accurate, reatime data

A Safeguarding decisions - _

A Greater ability to drill down to teardevel data
A Recruiting foster carers . . .
AMore data on the childds |lived expe
A More focus on achieving key priorities and improving child outcomes

A More information from social workers on historical case information



DURING THE LEADERSHIP INTERVIEWS A COMMON SET OF K&Y
QUESTIONS EMERGED (1/2)

Leadership need to know:

|
@ What are the needs of the children we support?

What journeys do children take through services?

',,: “ What outcomes do children experience?
(/

‘III. What are the costs and effectiveness of different services?



DURING THE LEADERSHIP INTERVIEWS A COMMON SET OF Kk
QUESTIONS EMERGED (2/2)

need it?

(Ox) How do we target support towards the children who most

o How do we ensure looked after children have the right
e support to meet the needs of children?

‘//’ How do we improve our services?

How should we prioritise our resources?

o o
mi Which preventative services should we invest in?



OVERALL LEADERSHIP USER NEEDS 79

SENIOR
DECISION -MAKERS

As leadership,

| need: access to ufio-date data
Solcanrbase deci sions on whatds haj

| need: good quality data
So | can: rely on the analysis when making strategic and operational
decisions

Ineed:i nf or mati on about the chil db
Solcannk now i f wedre doing the best

| need: more insightful analysis and better contextual information with
the data

So | can: use the data to make welhformedstrategic and
operationaldecisions

| need: outcomes data on care leavers
So | can: know if our services work in the lorgerm

| need: better comparative data
So | can: benchmark myself against other councils and learn best
practice



E) UNDERSTANDING HOW
ANALYSTS USE DATATO
SUPPORT LEADERSHIP

80

OTHE CHI LDR
SERVICES ANALYSIS
TOOL DOES GIVEYOU
AVERY QUICK
OVERVIEW OF WHERE
YOU ARE AND
COMPARES YOU TO
OTHER COUNCILS,
BUT IWOULD NEVER
RELY ON A FIGURE
THAT CAME FR

Analyst, Manchester



ANALYSTS USEVARIOUS TOOLS TO ANALYSE THE DATAAND a1

FIND KEY INSIGHTS

IMMARYERSONA
KEY QUOTES

0The thing that really gets me i s t
and there isnodot-thatommdnndat as smpd e

OAl t hough wedre analysts we dondot r
constantly churning out lists of fi

oLeadership need to know: what is i
and what is out of our control? Those sortsefnt h questi ons
answer at the moment .o

OAround half the time | 0611 find t he

OWe know t
ROLE IN DATA PROCESS Of sted) is

Analysts analyse data according to what

leadership ask foiThey write reports

and create dashboards to provide KEY INSIGHTS

information to leadership. AAs well as statutory reports for the Department for Education
andOfsted analysts produce reports and tools for leadership.
These can either be PDF/Excel reports emailed out regularly, or
seltserve dashboards

AProvide leadership with useful insight  Apese reports mainly focus on highlighting any areas of potential
from analysing the data in order to concern and tracking whether reviews and decisions were made in
improve child outcomes time (e.g. process management)

AProduce analysis quickly and efficiently AAnalysts struggle to know what leadership need. They feel that

AEnsure analysis is correct | eadership arendt al ways <clear or

he data in Annex A (a dat
ndt righto

MOTIVATIONS



ANALYSTS USEVARIOUS TOOLS TO ANALYSE THE DATA AND sz

FIND KEY INSIGHTS

DETAILEPERSONA
KEY TOOLS & SOFTWARE

A Varying views on the Local Authority Interactive T@$ome use it a lot
but others hate it

A Some use Business Objects (a Microsoft tool) for data visualization

A Analysts in Wigan want to bring in Power BI

UNMET NEEDS

A The ability to share and link data across the council

KEY RESPONSIBILITIES A The ability to look at cause and effect

A Writing error reports and summary
reports for managers, directors, and A Having more time to do data analysis
boards

A Having all data on one dashboard

A Analyst managers want more time to focus on culture change and
A Providing management with comparatve pr oacti ve t hinking, and want more
data for benchmarking

CHALLENGES

WHAT WORKS WELL A Comparative data is usually out of date

A Reports help themanalysdrends ALots of reports arendét very usef ul

A Dashboards generally work well for

A Senior management tend to be more concerned about their Ofsted
those who use them

inspections and ratings than about statutory returns

A Benchmarking can be helpful for
identifying where
wrong

sAo;rﬂ(tencslf:\'ﬂf IIo & aegv S;ystsr% qr unpgatlng existing systems is very time



OVERALL ANALYST USER NEEBANALYSINGDATA 83

As an analyst analysing data,

| need: good quality data (e.g. an accurate
representation of the <cft
So | can: be confident that analysis is accurate

| need: to know what analysis leadership need
So | can: plan ahead to get leadership the
right analysis

| need: the ability to share and link data
across services
So | can: do more effective analysis



ANALYSTS USE REPORTS AND TOOLS TO PROVIDE DATA AND &4
INSIGHT TO LEADERSHIP

1. Reports: Analysts produce reports throughout
the year. These reportsummariséhe data
collected on Looked After Children. For senior
management in particular, they cover:

Performance management of services and teams
Data quality

Areas of concern, e.g. increase in children entering c:
or teams not meeting their statutory duties
Budgeting

Ad hoc report requests

o o To o I»

2.Tools: Analysts and senior management also use
various tools to present and view data.The main
tools are:

A The Childrends SGhATVi ces Ana
A The Local Authority Interactive Tool (LAIT)

A Tableau dashboards

A Business Objects dashboards



1. REPORTS

ANALYSTS PRODUCE VARIOUS REPORTS FOR SENIOR MANAGEMENT AT
DIFFERENT POINTS THROUGHOUT THE YEAR

Overview of reports 0@ typical reporting structure across the three councils

/ Weekly/ \

Ongoing

These reports (often
in xIs format) are
automatically
generated from the
case management
system every week
or fortnight. They
give details on
specific groups of
Looked After
Children and
individual teams.They
also highlight areas of
performance that
need particular
attention.These
reports are used by
heads of services and
team managers

/ Monthly \

Analysts produce a
monthly performance
review from the 903
data which goes to
team managers, heads
of services and
directors.This is used

to monitor the
performance of
individual teams and
services against
performance
indicators, which are
often based on
statutory process
requirements

g J

\ J

Quarterly

Analysts and quality
assurance produce
quarterly reports for
leadership boards.
These can be
distributed in PDF
format and give an
overview of the
Childrenos
Department,
reporting figures,
such as numbers of
Looked After Child
admissions, number
of those leaving the
service, overall
number of Looked
After Children,etc

Annual

Analyst teams create
an annual
performance review

from the 903 return
data. This report
compares annual
performance of the
Chil drends
S eDepartroeat svith
comparators such as
historical
performance data
and performance
data from other
councils, and goes to
service managers,
directors, and the
safeguarding board

85



1. REPORTS

86

LOOKING AT SOME OFS T OC K P OFEPORIS GIVES US AN IDEA OF THE LEVEL

OF DETAIL GIVEN

The External Placements Sheet

This report lists all Looked After Children currently placed in
residential childrends homes
Department is paying external providers for, all Looked After
Children in semindependent units, and all Looked After Childre
in jointly-funded placements. The report also records data on
foster agency placements outside of Stockport. For each Look
After Child, the report records:

A Individual ID number

A Weekly charge for their placement
A Costing forecasts

A Allocated social worker

A Locality

A DOB

A Placement address

A Start and finish dates of placement
A End of weekly charge

A Placement length

A Period length

A Days this year

A FTE

Health and Education)
The Commissioning and Contracts Team update this sheet eve
fortnight.

A Split of costs between three potential funding agencies (Social Car

E)

The Sufficiency Statement

This is a placements report produced for
the Director of Cheé
also used by Heads of Business Support
Services.

The report also lists actions that should be
taken based on what is outlined in the
strategy.

A lot of the data in this report comes from
the 903 return

This report is more difficult to update
because not all of the data recorded in it
released or updated at the same time.

—

‘compares

Placements Northwest Report

This report compares data from the 23
Northwest Network Local Authorities. It
costs and
Services Departments across the region.
Most of the data is taken from the External
Placements report.

THE SERVICES

>

THESE REPORTS ARE LARGELY OPERATIONAL; THEY TRACKWHAT IS HANGF BN

| Beewi

spend,i



2. TOOLS 87

Analysts use various tools in order summariséhe data and present it in
an easily readable format:

A) National data tools

The Chil drends Service
the Local Authority Interactive Tool are

both national tools used by councils across

the country, built on national datasets

B) Local data tools

Councils use a range of tools, such as

Power Bl, Business Objects, Tableau, Report
Manager and SSRS Reportin@balyse
their local data




2. TOOLS 88
A) NATIONAL-THE CHI LDRENOS SERVICHRB ANALY

AThe ChAT is a free Excel tool for all local

eferrals in the last 3 months [dummy data for 'Benbowshire' local authority’ Al s o]
authorities developed by Ofsted, Waltham Fore| ., .~ = e g g
Council and Hackney Council s IR I R
S et . ° — 2w
A It takes chilelevel data antbenchmarking M= . .
statistics, and produces a visual report that oy —
covers all areas of Q = T )
A The report highlights areas of focus, illustrates i H A= T
trends, provides realime comparisons with = # -
other councils, and can help councils prepare f{ == _ T — T
an Ofsted inspection e £ e ;;;L\,//
A The ChAT is developed around the Annex A M mea mew mes e o
dataset & it combines this data with statistics

published by the DfE and the Office of National
Statistics (ONS) to enable the authority to
compare itself across time and with its statistical
neighboursand national averages

1. The Annex A dataset is a statutory dataset that councils must produce for Ofsted inspections



2. TOOLS 89
A) NATIONAL-THE CHI LDRENOS SERVICHRB ANALY

HOW ISTHE CHATTOOL USED?

Referrals in the last 3 months [dummy data for ‘Benbowshire’ local authority] o 3080
AThe ChAT is used a lot by directors and 64 children with a referral || momeren ™ e e of el er 0000 e 19207
managers to get an overview of their = i
Se rVi Ce S -::isrjl?'m :‘:;:6 : . 2011-12 201213 2013-14 2014-15 2015-16 Last3
AThe data visualization that tfehAT ——
provides is appealing to management S T T el
ALeadership use thEhAT to highlight areas| " __ I Y
where further investigation is needed e | |
ASome analysts reported finding tdAT o B S
unhelpful and confusing because the — oI =
comparison data is out of date e s s e

What are people saying?
AdoThe ChAT makes it a bit easier for [managementi] t o
AOChAT would be more useful if it had more contdxt an

|

|

|

|

|

|

|

|

I [
lA0The ChAT just skBowsndatsa fsroompetolpd el alotn 62 know:what
! around the place. 6 (Analyst Manager)

|

|

|

|

|

|

|

|
|
AdThe graphs are not too bad but some things yod t hin
Services) -

Aol 6ve never heard of the ChAT6 (Head of Businesls Sup

1. The Annex A dataset is a statutory dataset that councils must produce for Ofsted inspections



2.TOOLS
A) NATIONAL - THE LOCAL AUTHORITY INTERACTIVE TOOL (LAIT)

A The LAIT is a free Excel tool produced by the

DfE for aII authorities tO use ) It provides ack Content LA Context LA Level RegionalLevel AllLAslevel SMlevel Create Export Print EXIT
snapshot data on the experiences of children},,
and young peOple_ Depertment Welcome to the Local Authority Interactive Tool 19 December 2018
LATEST NEWS
A The LAIT aims to provide easy access t0 a Wi~ i ™ S o eSO o < SN
CONTENTS

90

Click e fstbuton 0 view th ltest Ofsted inspection ratings and ofher istorical judgements. from CAAs, APAs and JARS. The second bufon pravcies s diect irk Io o
(Ofstecrs new Data View service, wiich t & digial Yoo enebing users t comper regional e local parfamnce of schooks, furher educalion and

range of data related to children and young

mmmmm

|Click to viaw the list of data items avalabée within 100l and irks 10 other related information

people sourced from various departments

a C r 0 S S g O V e r n m e n t , I The main sections of the tool can be accessed, at all fimes, from the navigation tool bar at the top of the screen.

‘Lﬂw\ Authority Context Data - ncludes general mformation about the number end fype of sehooks, sorial contet (FSM). latest and hisiancal perfarmance assessments

Care, Education, and others. o o B e e S T T P ST e TS S e Te

|description.

|WLMM—"IEW1W items are akso avadable af Regional keved Showng the performance of al the LAs within their region, logesher with figures for all regions. Again, this is presented in tabie and chart form over
Jime.

A It enables councils to benchmark themselves | _

1o chack o your agaist its istical Mo Again, tis i intabie and fime

nationally, against their region, and against th |

statisticalneighbours

A Datais largely presented in tables and charts,
which can be exported for use in other
reports.

A Users are able to view data at authority,
regional and national levels, compare their own
authority against statisticakighbourssee
recent and unpublishe@fsted data, and create
their own tables and charts.



2.TOOLS
A) NATIONAL - THE LOCAL AUTHORITY INTERACTIVE TOOL (LAIT)

HOW ISTHE LAITTOOL USED?

Barking and Dagenham Local Authority Context View

A The LAIT is used more by service

managers and business managers than by
directors

A The LAIT presents information from a
wide range of data on children and young

people Sourced from Varlous Inspection of Local Authority Children's Services (ILACS) —
departments across government. This Putcnten e | et mprten | Ot S| Ly " | e ey | ek s e

includes schools data, safeguarding data,
Health data and)fsted |nSpeCt|0nS data effectiveness of the Local Safeguarding Children Board

Inspection of services for children in need of help and protection, children looked after and Care Leavers and Review of the

" . of
Publication Date el e remeard] [ S e R m'uuxlﬂm e B mm P | the Local
and proteation Performance | of care nce| Safeguarding
permanence teavers | 9V*™"% | cpiigren Boara

ororeone | Reawres | o mprovement | RequiesImprovement | ReqUFes | Requies | Requies | Requires

R
mprovement | Feauies o Requires

] What are people saying?

1

1

1
iAoThe LAIT for me is really quite interesting bé
I

1

1

1

i of information.déd (Head of Business Support)
:Ac‘)The LAI'T is a really big ugly gnarly beast of



2.TOOLS

B) LOCAL: MANY ANALYSTS USE TABLEAU AND BUSINESS OBJECTSTO

CREATE DATA DASHBOARDS AND WRITE INTERNAL REPORTS

TOOL

Tableau

"_||||||_II
ST

WHO USES IT?

fiat STOCKPORT

WHAT DOES IT DO

Tableau Desktop gives live visual

analytics and interactive dashboards.
Users can build calculations, review

statistical summaries, and perform
trend analyses, regressions and
correlations

WHAT IS IT USED FOR?

A Tableau is a data analytics platform. A Stockport use Tableau for data

visualization

A The most popular dashboard show

how teams are performing against
their statutory requirements, e.g.
completing reviews within 45 days

0The Tabl eau dashboa
really well .6 (Analy

0The Tabl eau dashboa

confusingdé (Soci al

Report Manager

fiat STOCKPORT

Report Manager is a Microsoft web A

based reporting tool. It allows the

user to view, organize and configure

reports

Stockport use Report Manager to
understand trends and identify
children who may need additional
support

Business Ob'|ects

9

S . A"--i

Wigan

¥ MANCHESTER

CITY COUNCIL

Business Objects is a business
intelligence tool. As an analytics
platform, it enables the user to
perform adhoc queries, reporting

and analysis in a Web environment

Wigan use Business Objects to
write internal reports and for data
visualization

SSRS Reporting

=0

DL bt

fiat STOCKPORT

SQL Server Reporting Services

(SSRS) is a Microsoft reporting tool.

It works together with Power BI, a
Microsoft data visualization tool

Stockport use this tool for static
reports

Analysts use SSRS to connect to
internal SQL databases and write
and format reports

w



WE ALSO SPOKE TO REGIONAL INFORMATION GROUPS TO SE&
IF THERE WAS ALREADY A COMMON DATA MODEL IN USE

From our conversations with the North
West, East Midlands and South East
Regional Information Groups (RIGs), we
found that:

RIGs use benchmarking reports to explore
differences in practice. These reports cover just
a few aggregate level numbers, such as the
number of children who became Looked After
over the previous 12 months.

Councils find these reports valuable for
understanding their local trends and how they

compare to national datasets published annually.

There is a growing recognition that having a
common data model across all councils would
better facilitate benchmarking and ensure
consistency in how metrics are calculated.

4

However, there are challenges:

ACouncils still struggle to track the
chil dds experieng
and their outcomes after leaving care
0 e.g. RIGs only report on placemeg:
stability for certain cases, and do n
sufficientlyanalysehe drivers behind
this

ACouncils are not able to link costs
with operational and outcomes dataj

AThe data used by the RIGs has not
been cleared of errors

AThe data collected is high level and
doesndt -legel details c hi |

d

of



CONCLUSION 94
CURRENT REPORTS AND TOOLS ARE LARGEL)Y
FOCUSED, NOT PEOPLE AND OUTCOMES FOCUSED

Data reports and tools work well for operational purposes e.g. for
1 highlighting where caseloads are high or which teams are meeting process
requirements, such as completing reviews on time.

Reports focus on process and on statutory requirements, not on

2 people and outcomes. Thismeans t hat data doesnodot
required to I mprove services such as
the best outcomes?0o

Councils use data to make two types of comparisons:

3 1. How have figures (such as number of Looked After Children) changed in
comparison to previous months and years?

2. How do figures compare to other councils? This can be useful to compare
differences in practice models.

LEADERSHIP NEED MORE ANALYSIS ON CHILD OUTCOMES TO SHOW WHAT \WOR
SOTHAT THEY CAN IMPROVE SERVICES



F) UNDERSTANDING WHAT
DECISIONS LEADERSHIP MAKE

95

O PEOPLE KNO
LOOKED AFTER

CHILD NUMBERS ARE
HIGH,AND PRETTY
MUCH EVERYTHING
THEY DO DA¥TO-

DAY ISTO GET THAT

FI GURE DOWNDO

Analyst, Manchester



LEADERSHIP MAKE OPERATIONAL AND STRATEGIC DECISIONS
ABOUT LOOKED AFTER CHILDREN

Operational

Strategic

Day-to -day decisions responding to specific
situations

e.g. where to place a child, what other support servic
offer, which social worker to assign to the child, etc.

Long term decisions on how best to run the

services and the department as a whole

e.g. which services to invest in, what the right approa
how to prioritise resources, etc.



A

Child enters

CHI

1)

LDOS

JOURNEY |

Ig':"\

N CARE

97

1) Placements

There are a number of

different types of

placements a child could

go into when they

become Looked After, for

example:

ALocal Authority/family/

private foster

AResidential home

ASpecialist residential
home

ASecure unit

AShared staffed house

2) Child support

Looked After Children

can receive support fron

other organisations as

well, for example:

AEducation

AHealth

AChild and Adolescent
Mental Health Service

APolice

Avoluntary, Community
and Social Enterprises

AEmployment and
Training Providers

—

3) Foster carer

support

Councils provide a rang
of support to foster
carers, for example:
ARecruitment
AAssessment

ATraining

ARespite care

ASocial worker support

D

4) Leaving care

There are a number of

different routes for a

child/young person to

leave care, for example:

AThey reach1618 years
of age

AThey are adopted

AThey receive a Special
Guardianship Ordér

AThey rejoin their family

J

If placements break down, the
case is reassessed

AT EACH OF THESE POINTS, LEADERSHIP AND SOCIALWORKERS MUST MAKE

J

Ongoing
assessment

J

Ongoing
assessment

LIFECHANGING DECISIONS FOR THE LOOKED AFTER CHILD

A Special Guardianship Order is arder appointing one or more individuals to be a child's 'spegigdrdian’. It is a privateaw order made under the Children Act 1989 and is intended for those children
Who cannot I|ve with their b|rth parents and Who would beneflt from a Iegally secure placement.
f hi / dianshi


https://www.familylives.org.uk/advice/your-family/fostering-adoption-kinshipcare/special-guardianship-orders/

1) GETTING THE RIGHT PLACEMENT FOR A CHILD CAN HAVE As
HUGE POSITIVE IMPACT ON THEIR LIFE

()

Placements

ALocal
Authority/family/
private foster

AResidential home

ASpecialist residential
home

ASecure unit

AShared staffed hous

A 4

v

Operational Decision
Decision: What is the best placement for the child?

Who? Childdés social worker and

How? Match chil ddés needs to plag¢
and price

Information VChi | dés profile and needs

required and V Available placement options
availability Vv Professional experience of placement decisions
O Evidence on what works

A 4

Key
Yy = information is available currently

Strategic Decision

Decision: Awhich placements should we invest in?
AAre we making the right decisions in order to get the best
outcomes for the children in our care?

Who? Placement Manager, Head of Service, Director & Deputy
Director of Childrends Ser
How? ACompare forecast supply with demand, cost and outcome$

AAssess child outcomes from different placement options

Information OP| acement outcomes Vvs chi
required and V Placement costs (current and investment)
availability O Future demand forecast

X = Information is not fully available

dr en



2) BRINGING INTHE RIGHT SUPPORT IS ESSENTIALTO MEET Ao
LOOKED AFTER CHI LDOS NEEDS

Operational Decision
Decision:  What additional support does the child require?

' ‘ Who? Chil dds soci al wor ker and 0
) . How? Assess childds needs and a
%, >

Information VI ndi vi dual chil dds needs

required and V Available support
Additional Support availability Vv Professional experience of assigning support to Looked A

AEducation Ch.ildren
AHealth and Children O Evidence on what works

and Adolescent
Mental Health

Strategic Decision

Service
APolice Decision: Do we currently offer the right services?
Avoluntary,
: ’ . .
Community and Who~ Service Head, Direct & Dep!l
Social Enterprises ,| How? Assess child journeys and outcomes
AEmployment and

Information O Child outcomes
requredand OOver view of childrends needs
availability O Overview of support provided for each child

Training Providers

Key

y = information is available currently

X = Information is not fully available



3) SUPPORTING FOSTER CARERS IS KEY FOR PLACEMENT 100
STABILITY

Operational Decision

Decision: What support should we provide to foster carers?

Who? Foster carersd soci al wor k

Ay %4

How? Assess foster carerso needs

A 4

Information VFost er carersd® needs
required and V Support available

Support options availability =V Professional experience of assigning support to Looked A
ARecruitment Children
AAssessment O Evidence on what works
ATraining
ARespite care . .
ASocial worker Strategic Decision
support Decision: Are we currently offering foster carers the right support?
Who? Pl acement manager, Directol
Services
| How? Assess foster placement stability, retention and child outcom

Information O Placement outcomes
required and V Foster placement stability and foster carer turnover

Key availability O Overview of support provided for each foster case

y = information is available currently

X = Information is not fully available



4) LEAVING CARE ISA CRITICAL POINT IN A LOOKED AFTER

CHI LD0S LI

FE

'.

A 4

Leaving care
ATurn 18
AAdoption
ASpecial Guardianship

Operational Decision

Decision:

Who?

How?

Information
required
and
availability

Can the child be adopted, f@in their family or geta Specia
Guardianship Order?

Chil d, childds soci al wor Kk

Assess whether adopter / guardian is suitable; understan
what the child wants

VChil dds views, needs and
V Background on potential adopter/guardian and their
relationship with the child

Order

ARejoin family

A 4

Key

Yy = information is available current

Strategic Decision

Decision:
Who?

How?

Information
required
and
availability

Do we offer the right things to care leavers?

Head of servi ce, Director
Services

Assess outcomes for child against support offered

O Care leaver outcomes
O Care leaver needs
O Overview of support provided to each care leaver

X = Information is not fully available

101

want s



CONCLUSION (1/2) 102
FOR OPERATIONAL DECISIONS, STAFF HAVE MOST OF THE
INFORMATION THEY NEED

Operational decision -makers:

1. Know the child well
2. Know the foster carer or placement provider

3. Generally have significant professional experience of making decisions on individual
Looked After Children

4. Know what support is available



CONCLUSION (2/2) 103
HOWEVER THERE IS A LACK OF OUTCOMES DATATO
UNDERSTAND WHAT WORKS AND INFORM STRATEGY

Strategic decision -makers currently lack and need data on:

1. Whether placements work web e.g. Do they improve the welfare of the child?

2. Forecasting of future demarite.g. How many children can they expect to be
entering the Childrent6s Services Depart

3. Outcomes for Looked After Children after they leave care and later in their l&ves
e.g. Do they go on to university, are they in stable accommodation, do they have
mental health problems, etc.?

4. An overview of the support provided to each individual child/young person and
care leaver

5. A detailed understanding of the needs of Looked After Childdeng. Do they need
extra educational or psychological support?



