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                           Children’s Social Care Budget Pressures 

Executive Summary

1.1

1.2

1.3 

1.4

1.5

This report outlines the end of year position for 2018/19 in respect of Children’s 
Social Care, the actions that are being progressed under a five year sustainability 
strategy to address the current service pressures and restore the CSC budget to a 
balanced position and steady state.  In doing so it will further outline the investment 
that has already been provided and will be needed incrementally within the strategy 
in order to achieve the required savings. 

The year-end position for CSC was a £6.7m overspend, representing a significant 
increase from 2017/18. 
The areas where funding pressures have been most prevalent have been in respect 
of children’s care placements and in particular an increase in the use of external 
residential placements. Staffing costs have increased as a consequence of  growth 
in the demand for social care services and  instability in the work force leading  to an 
increased use of agency staff 
This picture within Rochdale mirrors the National picture and the drivers for this have 
been previously shared with Cabinet.

The pressure on the external placement budget at the end of financial year 2018/19 
was £5.7m and included £1.9 m in respect of children with disabilities. 
This is attributable to a significant increase in the use of external residential 
placements linked to both more children in the system and a gap in placement 
provision. Within Greater Manchester there are 554 more children in care than 2017 
and thus demand for placements is outstripping supply driving up usage and cost of 
residential placements.

It has been identified that the average cost of a residential placement is currently 
£3,700 a per week across the North West representing an increase of £ 500 per 
week when compared to 2017 and significantly across the North West 11% of 
placements at year end were over £5,000 per week . 
At the end of March 2019 the average cost of an external residential placement in 
Rochdale was £3,827 this has now increased to £3,942 as at the end of July 2019.

A similar picture in relation to the cost and usage of external fostering placements 
operated by Independent Fostering Agencies (IFA’s) exists.
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1.6

1.7

1.8

1.9       

1.10

In   Rochdale we currently have 11 children placed in a residential home who have a 
plan of fostering with the youngest being 10 years old.  The current average annual 
cost of a residential placement is £205k compared to £15k for the cost of an internal 
foster placement. 

In order to address this budget gap and the associated demand led pressures, a 5 
year Sustainability Strategy has been developed. The strategy has 5 key elements to 
it and is supported a number of financial assumptions and an investment plan in 
order to achieve sustainable savings. The key elements are :

 Stabilisation of workforce
 Progressing agreed GM Innovations 
 Restoring  foster care to growth
 Support for Children with Disabilities 
 Effective Placement Commissioning and market management.

These areas have been developed following detailed demand and financial mapping 
using agreed cost benefit models. A further element of the strategy is the continual 
review of the financial modelling and effectiveness of the approaches against agreed 
targets and reductions in spend.  

In order to deliver the strategy there is a need for further investment into Children’s 
Services on an “an invest to deliver basis”. The investment required is detailed in 
Section 5.  
£880k of transformation funding was agreed in January 2019 as part of year 1 
funding in order to progress the stabilisation of the work force. 

The GM innovation programmes that are being taken forward are:

i. The continued roll out of the Achieving Change Together ACT 
approach/Complex Safeguarding – to enhance our approach to vulnerable 
adolescents. This has proven evidence base; £4.25  return on every £1 
invested, this is an area of increasing demand for Rochdale

ii. Edge of Care/No Wrong Door – redesigning our Edge of Care and fostering 
approach based on North Yorkshire’s successful innovation. This matches 
our area of greatest need as it is designed to reduce the number of children 
in residential care, increase use of fostering and better support children and 
young people remaining at home.

iii. Strengthening Families – this is a pre-birth service for Mother’s who have 
previously had children removed.  In Rochdale, in October 2018, taking a 
snapshot of all the children aged 0-2 years receiving a service from children’s 
social care, 85 mothers in the cohort had 163 children previously removed 
from their care, with the highest being 8 children from one mother.

Good progress is being made in taking the innovations forward. ACT is well 
established in Rochdale and the Borough is supporting the scale and spread of this 
approach across Greater Manchester; we are expanding the model locally to support 
ACT champions in each social work team. Robust governance and reporting 
arrangements are now in place for No Wrong Door as the programme enters its 
implementation phase, with the operating model and Hub location confirmed.  It is 
anticipated that the new Hub will go live in November and HR consultation processes 
have commenced.  Similarly, Strengthening Families is now entering the 
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1.11

1.12 

1.13 

1.14

1.15 

1.16

implementation phase, benefitting locally with support from a regional project lead; 
this project aligns with existing and planned multiagency support pathways for 
families pre-birth and with their young children.  

All of these innovations have been externally evaluated and therefore have a strong 
evidence base of success both in terms of financial savings and outcomes for 
children.  Part funding for the GM innovations has been secured through investment 
from the DfE of £ 7.5 million across GM. The programme is being supported by the 
Innovation Unit in line with the DfE requirements. Progress against this specific 
strand of work is reported to the GM Children’s Board. 

Funding for the overall  sustainability strategy  has already been secured/requested:

 £1.9m – One off social care funding to offset placement pressures
 £2.8m – Recurrent Pool contribution towards placement pressures 
 £0.880m - Transformation Funding to enable recruitment to reduce caseloads 

held and to restructure teams.
 £0.147m – Budget pressures funding in relation to the social worker retention 

policy in order to stabilise the workforce, agreed in July.
 £0.450m - Recurrent health contributions for children with disabilities form the 

CCG 
 Secured Police resource for NWD 
 £ 0.500m – GM / DfE innovations money

The transformation programmes will become self-financing and deliver cashable 
savings through No Wrong Door stepping children down from external residential 
placements into foster care, and will stem the growth in demand reduction over the 5 
year period. Strengthening Families will reduce the costs associated with children 
being repeatedly removed from parents and placed in local authority care. 

The No Wrong Door programme has a target of returning 4 young people to 
Rochdale foster placements within the first year, realising a saving of £0.706m. Plans 
to progress this are in place now, with active oversight and monitoring. 

The 5 year sustainability strategy is overseen corporately, with monthly meetings 
with the Chief Executive and the Directors of Resources, Chief Finance Officer and 
the Director of Children’s’ Services to hold the service to account and review 
progress in line with agreed performance measures. 

Additional funding opportunities continue to be explored and the service has 
currently submitted a bid to the DfE for a potential £2m investment to progress the 
No Wrong Door model in Rochdale, with this bid having successfully progressed to 
the second stage.  It is anticipated the outcome of this bid will be known in 
September. 
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Recommendation

2.1

2.2

2.3

2.4

Cabinet approves the overall investment strategy.

Cabinet approves the GM innovation programme that is being progressed as detailed 
above and notes the risks associated with non-delivery of the benefits. Cabinet will 
continue to receive detailed progress reports in line with agreed delivery targets and 
milestones. 

Cabinet to note the unfunded pressure and the continuation of the development of the 
strategy to address this issue.

Cabinet approve year 2 funding for stabilisation of the workforce of £880k from the 
Equalisation Reserve.

Reason for Recommendation

3.1

3.2

3.3

The option of doing nothing is not viable, if demand were to continue on the current 
trajectory this would equate to a £46 million overspend by 2023/24. It is therefore 
essential that we progress our innovation and investment proposals. 

The projects and strategy have been developed through detailed mapping of need 
levels; reviewing the research and evidence base of what works; reviewing all 
children in external placements and aligning proposed investment to areas of 
greatest need and demand.  This therefore increases the likelihood of achieving our 
stated aims. 

Failure to do so would put the Council at risk of not being able to meet its statutory 
responsibilities both financially and in respect of meeting its responsibilities to provide 
help and protection to our most vulnerable children and families. Inherent in this 
would be reputational risk and risk of “failure” through adverse inspection findings. 

Key Points for Consideration

4.1

4.2

4.3

We are now at a position where the funding pressures upon Children’s services are 
unsustainable. This is not a unique situation to Rochdale but is in line with the 
national picture, as evidenced in numerous reports.

The Council is required to meet its statutory responsibilities to vulnerable children and
be accountable for the expenditure of public funds. The proposals have been through
a robust process and developed through detailed mapping of need levels; reviewing
the research and evidence base of what works; reviewing all children in external
placements and aligning prosed investment to areas of greatest need and demand.
In doing so this provides a level of assurance to the Council with regards to success. 

The Council is committed to meeting its statutory responsibilities in all areas and by 
supporting these proposals it will be demonstrating its commitment to do so.
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4.4

4.5

Alternatives Considered

The alternative of doing nothing and managing budget efficiencies through a 
programme of service reduction has been fully considered.  This is not a viable option 
as the Council is required to meet its statutory responsibilities to safeguarding 
children. 

The programme of innovations and investment are aimed at meeting this 
responsibility and improving outcomes for children, whilst delivering value for money.

 

   
                                        Costs and Budget Summary

5.1 The Innovation investment summary outlined below projects the costs and 
associated benefits of the three GM Innovations over the next 5 years.

GM Innovations
Yr. 1

2019/20
£m

Yr. 2
2020/21

£m

Yr. 3
2021/22

£m

Yr. 4
2022/23

£m

Yr. 5
2023/24

£m
Cumulative

£m

Costs

Act 0.127 0.127 0.127 0.127 0.127 0.637

Strengthening Families 0.101 0.059 0.059 0.059 0.059 0.337

No Wrong Door (NWD) 0.594 0.464 0.466 0.466 0.468 2.458

Gross Cost on the Innovations 0.823 0.650 0.652 0.652 0.655 3.432

Benefits

Strengthening Families (0.153) (0.916) (1.374) (1.832) (2.291) (6.566)

NWD cashable savings (0.707) (1.414) (1.414) (1.414) (1.414) (6.361)

NWD Preventative Savings (0.104) (0.708) (1.150) (1.327) (1.636) (4.925)

Gross benefits (0.963) (3.038) (3.938) (4.573) (5.340) (17.852)

DFE Funding (0.500) (0.500)

Total Net (Benefit) (0.641) (2.388) (3.286) (3.920) (4.685) (14.920)
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5.2 The Investment Strategy model below includes the projected placement pressures 
should 2018/19 growth levels continue over the next 5 years, the additional funding 
secured to date and the impact of the innovations.

Strategy Link to Action Areas

Yr. 1
2019/20

£m

Yr. 2
2020/21

£m

Yr. 3
2021/22

£m

Yr. 4
2022/23

£m

Yr. 5
2023/24

£m
Cumulative

£m
Projected Pressures:
Placements 7,137 7,134 6,903 6,636 6,771 34,581
Children with Disabilities 
placement pressure (CwD) 1,898 1949 1566 1452 1461 8,326
Total Projected placement pressure 9,035 9,083 8,469 8,088 8,232 42,907

Investment requirement to achieve Steady State:
Additional Staffing 
Requirement Stabilisation of workforce 0.880 0.880 0.757 0.484 0.000 3.001
Retention Policy Stabilisation of workforce 0.146 0.347 0.347 0.347 0.347 1.534
Workforce stabilisation Stabilisation of workforce 0.942 0.803 0.803 0.474 0.474 3.496
Foster Carer Allowance 
review – TBC

Foster Care return to 
growth

Emergency Duty Team Stabilisation of workforce 0.232 0.235 0.251 0.248 0.264 1.230
Total Investment Requirement 2.200 2.265 2.158 1.553 1.085 9.261

Additional Funding Secured:
Additional Social Care 
Funding Placements (1.900) (1.900)
Pooled Fund Contribution Placements (2.850) (2.850) (2.850) (2.850) (2.850) (14.250)
Transformation Funding Stabilisation of workforce (0.880) (0.880)
Budget Pressures Funding Stabilisation of workforce (0.146) (0.346) (0.346) (0.346) (0.346) (1.530)
Health Contributions CwD (0.450) (0.450) (0.450) (0.450) (0.450) (2.250)
Total additional funding secured (6.226) (3.646) (3.646) (3.646) (3.646) (20.810)

Overall Contribution to Placement Pressure (4.026) (1.381) (1.488) (2.093) (2.561) (11.549)
Innovation contribution to Placement Pressure (0.641) (2.388) (3.286) (3.920) (4.685) (14,920)

Unfunded Pressure 4.367 5.265 3.695 2.074 0.986 16.387

5.3 Assumptions have been built in with regards to the pooled fund, CCG contributions to 
Children’s services and achieving efficiencies through the management of the 
placement market across GM, these will be reviewed to ensure delivery

5.4 Work is ongoing to further develop the strategy to address the unfunded pressures in 
each year of the strategy progress will be reported to Members in future reports. 
There is a request for a further £880k allocation from the Equalisation Reserve to 
fund 2020/21 staffing requirements.

Risk and Policy Implications

6.1 There a number of risks within the strategy  including :

 Inability to stabilise the work force or recruit to the additional posts 
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6.2 

 Continued increase in demand – the innovations  do not achieve the intended 
outcomes

 The management of the placement market and increasing placement choice 
across the GM and National foot print is not achieved

 Changes in Central Government funding having further adverse impacts. 

As such, there are significant risks to the proposed strategy but the risk of doing 
nothing is more significant to the Council.

Mitigation of these risks will be addressed through robust monitoring and assurance 
processes including the continued scrutiny through the Director of Finance and the 
Chief Executive of the Council. 

Consultation

7.1 The engagement of staff has helped inform and shape proposals to date and as 
changes to staffing and structures are being implemented, formal consultation 
processed will be implemented.

7.2 A key design principle in the innovation projects is the co-design of services with all 
stakeholders, including our children, young people and parents and this is built into 
the project plans.   

Background Papers Place of Inspection

None

For Further Information Contact: Jill McGregor , Assistant Director (Children’s 
Services)


