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Children’s Services Social Work Caseloads



At some point in time, social work caseloads have been a focus for all local authorities in an attempt to understand what constitutes a manageable caseload.  Emphasis has been placed on identifying the ‘magic’ number – an appropriate and manageable caseload for social workers across their career pathway.

Research in this area, including a survey of ADCS members, has shown that identifying one single caseload figure which can be interpreted by local authorities and those at a national level as manageable would be arbitrary.  A recent ADCS survey attempted to benchmark caseloads for senior practitioners, social workers and newly qualified social workers in four distinct service areas: early help; children in need; child protection; and children in care and identified only that what is manageable depends on the complexity of individual cases, the mix of cases in a caseload, and the availability of appropriate support.  As local authorities continue to experience increased levels of demand for social care services and an ever shrinking resource base, new and innovative ways of working are being developed to ensure children, young people and their families receive the support they need to thrive.  As services continue to innovate and integrate, judgements based on caseload numbers alone become even more unreliable.

The results of the survey showed that developing any benchmark is complex: there is huge variability across local authorities in the roles and remits of those responsible for children’s social work, and in the way in which services are organised and structured.  These variations, along with the unique nature of each individual social care case, mean it is extremely complex to draw comparisons based on numbers alone.

Achieving manageable caseloads is much more than a numbers game.  A range of factors need to be considered in the allocation process including the complexity of cases, levels of risk and the experience of the worker involved.  As demand continues to increase, it is vital that social workers are able to access appropriate supervision, including support, guidance and training in order to ensure their caseloads are manageable.  



An overview of the results of the caseload management survey of ADCS members

1. Directors of Children’s Services in all 152 authorities in England were asked to complete a survey about current caseloads of social work staff along with methods used to manage workload. 
2. A total of 32 local authorities (21%) completed the survey and responses were received from authorities in all 9 regions.  A number of authorities did not complete all of the questions in the survey, where this was the case, only the responses provided have been included in the analysis below.
3. The survey attempted to benchmark caseloads for senior practitioners, social workers and newly qualified social workers in the four distinct service areas of early help, children in need, child protection and children in care.  It is apparent from the responses received that across local authorities, there is huge variability in these roles and the responsibilities assigned to them.  There is also variability in the way local authorities organise these services, while some have distinct service areas with teams who carry caseloads, many local authorities have teams who span a combination of the four service areas and therefore teams have ‘mixed’ caseloads.  This difference can be seen in the caseload numbers reported.  Some local authorities have workers who work in one of the four areas and the caseload numbers reflect this, however others broken-down a mixed caseload and reported a figure for each of the four service areas, meaning these figures must be aggregated to get a complete picture of a caseload.  
4. These variations, along with the unique complexity of each social care case, make it extremely difficult to draw comparisons and develop benchmarks when considering caseloads.  There are numerous factors that must be taken into account when allocating caseloads such as the needs of the child(ren) and family, the complexity and associated risk, the experience of individual workers, the capacity of the workforce as a whole, the services available, and pathways for escalation and de-escalation.  Given this, the results of the caseload management survey should be interpreted with these variations in mind.
5. The Department of Education (DfE) publish a statistical release on the children’s social work workforce.  The most recent release was published on 25 February 2016 and provided details on the workforce as at 30 September 2015.  It may be helpful to consider this release alongside the data from the ADCS survey.
6. Caseloads held by senior practitioners
6.1 Early help
The majority of local authorities reported that senior practitioners did not work in early help services, however where senior practitioners were managing early help cases, the caseload varied from 5 to 25 cases.  Senior practitioners in one local authority worked with 10 families while also having an overview of a number of other families (approximately 10) who were managed by universal service providers.
6.2 Children in need
Where senior practitioners were managing children in need cases, the caseloads ranged from 4 to 25 cases.  Two local authorities did not have senior practitioners managing children in need cases.  Two local authorities reported that their senior practitioner children in need caseloads were unmanageable, the caseload figures were 15 and 23.
6.3 Child protection
All but one local authority had senior practitioners with child protection caseloads, the number of cases held by an individual varied between 1 and 23 cases.  Two local authorities reported that their senior practitioner child protection caseloads were unmanageable, again, the caseload figures were 15 and 23.
6.4 Children in care
All local authorities reported that their senior practitioners held children in care cases with caseloads varying between 3 and 25 cases.  Four local authorities reported that their senior practitioner children in care caseloads were unmanageable, the caseload figures were 13, 15, 15 and the highest reported caseload of 25.
6.5 Mixed caseloads
A number of local authorities reported their teams held mixed caseloads containing a combination of cases from the different service areas.  Mixed caseloads can be broken down as follows:
· Senior practitioners working with both children in need and child protection cases had caseloads that varied from 8 and 25.  Two local authorities reported their senior practitioners mixed caseloads across these two services were unmanageable, the caseload figures were 10.3 and 25.
· Senior practitioners working with both child protection and children in care cases had caseloads that varied from 15 to 22. One local authority reported their senior practitioner caseloads across these two service areas were unmanageable, the figure was the highest reported at 22.
· Senior practitioners working with children in need, child protection and children in care cases had caseloads varying from 8 to 23.  The local authority reporting a caseload of 23 suggested this was unmanageable.
7. Caseloads held by social workers
7.1 Early help
Ten local authorities reported that social workers did not manage any early help cases, however where social workers were managing early help cases, their caseloads varied between 15 and 25.  Two local authorities reported that their social workers managed families who were receiving early help services and both had an average caseload of 10 families (one indicated that these families were troubled families).  One local authority reported that their social worker caseloads in early help services were unmanageable, this was the local authority who reported the lowest caseload level (15).
7.2 Children in need
The caseloads of social workers managing children in need cases varied from 10.6 to 31.  Two local authorities reported that their social worker children in need caseload levels were unmanageable, these figures were 15 and 23.
7.3 Child protection
Social workers managing child protection cases had caseloads varying from 2 to 27.  Two local authorities reported that their social worker child protection caseloads were unmanageable, these figures were 18 and 23.  
7.4 Children in care
Social workers managing children in care cases had caseloads varying from 3.7 to 28.  Five local authorities reported that their social worker children in care caseload levels were unmanageable, these figures were 13, 18, 18, 20 and 25.
7.5 Mixed caseloads
A number of local authorities reported their teams held mixed caseloads containing a combination of cases from the different service areas.  Mixed caseloads can be broken down as follows:
· Social workers working with both children in need and child protection cases had caseloads that varied from 17 and 25.  Three local authorities reported their social worker mixed caseloads across these two service areas were unmanageable, the caseload figures were 17, 24 and 25.
· Social workers working with both child protection and children in care cases had caseloads that varied from 15 to 21. One local authority reported their social worker mixed caseloads across these two service areas were unmanageable, the figure was the highest reported at 21.
· Social workers working with children in need, child protection and children in care cases had caseloads varying from 8 to 24.  Two local authorities reported their social workers mixed caseloads across these three areas were unmanageable, the caseload figures were 18 and 21.  
8. Caseloads for newly qualified social workers
8.1 Early help
14 local authorities reported that newly qualified social workers (NQSW) do not manage early help cases or that this measure was not applicable. Three local authorities reported their NQSW worked with children and families receiving early help services, however each local authority used a different measure to report their caseloads:  one had an average caseload of 15 children; one had an average caseload of 10 families (these families are usually less complicated to begin with); the final local authority reported an average caseload of 10 troubled families.
8.2 Children in need
NQSW children in need caseloads varied from 4 to 21.  NQSWs in one local authority only carried children in need cases on their caseload.  One local authority reported their NQSW children in need caseloads were on average 13.6 and this level was unmanageable.
8.3 Child protection
NQSW child protection caseloads varied from 2 to 21.  One local authority stated that the caseload for a NQSW would be protected at a maximum of 2 child protection cases until late in the ASYE programme, another stated that a NQSW would have a caseload of 2 but these would be co-worked.  One local authority reported their NQSW caseloads in child protection were on average 13.6 and this level was unmanageable.
8.4 Children in care
NQSW children in care caseloads varied from 2 to 25.2.  One local authority reported that NQSWs did not manage children in care cases.  One local authority reported their NQSW children in care caseloads were on average 11.2 and this level was unmanageable.
8.5 Mixed caseloads
A number of local authorities reported their teams held mixed caseloads containing a combination of cases from the different service areas.  NQSW mixed caseloads can be broken down as follows:
· NQSW working with both children in need and child protection cases had caseloads that varied between 18 and 20.  One local authority reported their NQSW mixed caseloads were between 18 and 20 cases and these were unmanageable.
· NQSW working with both child protection and children in care cases had caseloads that varied from 12 to 15. 
· NQSW working with children in need, child protection and children in care cases had caseloads varying from 6 to 19.  One local authority reported their NQSW mixed caseloads across these three areas were unmanageable, the caseload figure was the highest reported, 19.  
8.6 Additional information
A number of local authorities provided additional information regarding NQSW caseloads:
· One local authority aimed for NQSW caseloads to be 20% less (presumably compared to the caseload of an experienced social worker) but stated this is difficult to achieve
· Two local authorities planned for NQSW caseloads to be 10% less than the average caseload within the team 
· One local authority implemented a sliding scale of caseloads for NQSW depending on their experience.  A NQSW with under 6 months experience would have between 8-10 cases and someone with 6 to 12 months experience would have between 10-12 cases
· One local authority allocated NQSW six cases by six weeks and they were expected to progress to the maximum of 10 cases by 6 months.
9. Achieving and maintaining manageable caseloads
The majority of local authorities who responded to the survey reported that they did not use any formal mechanism to weight cases prior to allocation.  Allocation methods that did not contain any form of weighting included reflective supervision and senior management oversight of caseloads.
The formal weighting tools used by local authorities to allocate caseloads all varied. Each tool considered different factors to determine the weighting of cases.  Common factors across the tools included: the number of cases, level of complexity, time required to undertake tasks associated with the case, the amount of court work required, and the number of out of area cases (and travel time required due to this).
A number of local authorities provided examples of the caseload management tools used to allocate cases.
9.1 Nottinghamshire County Council, workload management tool and pro-forma


[bookmark: _MON_1504522384]
This tool aims to take into account issues such as complexity, risk, time and type of work.  The system is points based and used in supervision to discuss caseloads.  Every workload consists of two elements (personal element and case element) for which points are allocated.  The overall points score reflects the overall workload for the particular worker at the time of measurement.	
9.2 Swindon Borough Council, caseload weighting scheme



The scheme identifies the key tasks and types of case and awards specific weightings, each varying from 4 to 10 points.  The weighting produced by the scheme should be reviewed monthly in regular supervision.  The scheme does not have a minimum or maximum figure for caseloads however, it does suggest a ‘bandwidth’ that is regarded as average and reasonable for an experienced social worker.	
9.3 Royal Borough of Windsor and Maidenhead, caseload weighting scheme


The scheme commits to ensuring caseloads are allocated in line with qualifications and experience and works towards the following allocations: newly qualified social workers: 8 – 10 cases, after first year of practice: 10 – 12 cases, and, more than two years’ practice: 12 – 15 cases. The scheme identifies the type of case and their associated key tasks and awards specific weightings, each varying from 4 to 10 points.
9.4 Warrington Council, workload management scheme 


The system acknowledges that each workload consists of three elements and points are awarded for each: stable element, cases and, extra responsibilities.
The scheme is based on a full time worker being allocated a maximum of 100 points (15 stable points + case points + extra responsibilities).  As a worker approaches 100 points, this suggests that their capacity to take on additional work is limited.  ASYE are allocated 90 points during their first year and student social workers receive 60 points during placement.
10. Local authorities with manageable caseloads
17 local authorities reported that their caseloads were manageable across all roles in all four service areas.  Although not all of these authorities utilised caseload management tools, many of them provided examples of measures the local authority had taken to achieve manageable caseloads.  
10.1 Organisational and team structures
Many local authorities described their development of multi-agency safeguarding hubs, along with the continued development of early help services to assess need, implement thresholds and signpost to other services.  Other areas of development included robust arrangements for ‘step down’ services and the creation of more but smaller teams to allow for flexibility in meeting peaks and troughs in demand.
Two local authorities have introduced the role of consultant social worker.  This role does not carry a caseload but provides regular case direction and reflective supervision to team members to ensure cases are progressed appropriately.
Two local authorities also referenced the creation of new panel arrangements, a vulnerable young people’s panel and a permanence improvement board.
10.2 Implementation of policy
A number of local authorities stressed their continued work with partners to systematically implement robust thresholds.  To support this, some local authorities conduct regular audits to ensure thresholds are appropriately implemented, where thresholds are not met, cases are closed or stepped down.  Where management oversight identified drift with cases, targeted audits were implemented to address this and ensure all cases progress appropriately.  One local authority also referred to their case closure protocol.
10.3 Resources 
Although not all local authorities received additional resources to ensure manageable caseloads, a number have received additional funding and have used this to recruit additional staff, both temporary and permanent.  
11. Other local authorities
Other local authorities who were experiencing unmanageable caseload levels in one or more of the service areas were also implementing a range of measures in an attempt to make these more manageable.  These included:
· The provision of additional resources: hiring agency staff, recruiting more staff, and back filling long term sickness and maternity vacancies
· Continued monitoring and use of performance management systems
· Effective supervision 
· Continued work to ensure thresholds are implemented
· Further development of early help/ early intervention services and working with partners to embed these
· Incentives to attract and retain staff
· Implementation of integrated children’s workforce, e.g. Multi-Agency Safeguarding Hubs
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Children’s Social Care - Workload Management (WLM) Team Pro-forma

		Team Name:      



		Team Manager Name:      



		Reporting Month:      



		Date Completed:      





		Date of

score

		Workers

initials

		Position held 

(e.g. SW, NQSW, SWA, Trainee etc.)

		Part time / full time? 

(please state WTE e.g. 0.6 = 3 days)

		Points for personal capacity

		Points for case responsibility

		Total points for worker

		Number of children

		Number of cases (Family Groups)

		Workload Comments


(Is the workload manageable in a hours worked given skills and experience of worker, please give detail)



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     



		01/01/2000

		     

		     

		 FORMDROPDOWN 


		     

		     

		     

		     

		     

		     





Number of unallocated cases currently in this team: 

		CSM Overall comments (to include information about measures put in place to support staff with high workloads):      





		Suggestions to improve the WLM system:      





Your completed workload returns must be sent to the Social Work practice Support Service swpss@nottscc.gov.uk by 28th of March, June, September and December.
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Children’s Social Care Case Workload Management Tool 

1. What is the Workload Management Tool?


The workload management tool has been designed to be a transparent and easy to understand system, which enables workers, managers and senior managers to have a consistent measure of workload allocation to individuals and teams within a service.


This differs from assessing workload based solely on the number of cases dealt with by an individual because it aims to take into account issues such as complexity, risk, time and type of work that would be involved.


The workload management tool also takes into account workers personal capacity and individual factors.


The purpose of a workload management (WLM) tool is to:


· Ensure that best use is made of an individual’s time and skills in meeting the needs of service users


· Safeguard staff interests and attempt to avoid work overload


· Safeguard the interests of service users by checking that workers have the skills and capacity to undertake the work required


· Set a reduced and protected workload for newly qualified social workers undertaking their Assessed and Supervised Year of Employment (ASYE)

· Measure the workloads of individuals and provide a guide to managers on work allocation


· Generate management information for monitoring, negotiating for and accessing resources and future planning

2. Who completes the WLM Tool, when and how is the information used?


The WLM form must be completed monthly during supervision by the Team Manager or immediately prior to supervision of the worker, which can then be negotiated and agreed at supervision. The allocation of points has to be agreed by both the manager and the worker.  All workers holding cases in a team should be included in the WLM process.


Framework-i and Business Object reports should be used to check that all open work is scored.  

A copy of the workers score should be placed on the workers file each time supervision is held.


Use of the Overall Points Score:


The score can be used to chart the flow of workload for the individual worker – both as it evolves over time for that worker and also how this compares with colleagues in the team or service.  It can also be used to indicate workloads and trends between different teams and different Districts / Localities.  The score should be used to inform and guide decisions about future work allocation and priorities for individuals, teams and the service. 

The WLM scores are intended to be used as a ‘tool’ to assist analysis and decision making about workloads, rather than as an absolute determinant of capacity / action.  It should complement rather than replace the judgment of the Team Manager who will continue to incorporate in a range of factors relevant to decision making which would be difficult to reflect in a simple points system e.g. stage of development of the worker, personal circumstances such as returning from long term sickness etc. It does not replace an individual Team Manager’s day to day management of priorities and workloads.  

It is completely acceptable that workloads will vary according to the workers’ training, skills and experience and other supports that can be offered to ensure that good performance is maintained.


The following is a guide to the likely indications of demand from different levels of points: 


· 75 to 95 points = Sustainable workload;


· 95 to 110 points = Demanding workload. The Team Manager should carry out an assessment of how long an individual worker should hold a workload at this level. This will vary according to workers’ training, skills and experience;


· 110+ = High workload. The Team Manager and worker will need to form a shared view in supervision about priorities for work and how to ensure that the worker is able to manage this workload.


		Sustainable


75 to 95 points

		Demanding


96 to 110 points

		High


111+ points



		Half a day = 9.5 points

		Half a day = 11 points

		Half a day = 11.1 points



		1 day = 19 points

		1 day = 22 points

		1 day = 22.2 points



		2 days = 38 points

		2 days = 44 points

		2 days = 44.4 points



		3 days = 57

		3 days = 66

		3 days = 66.6



		4 days = 76

		4 days = 88

		4 days = 88.8



		5 days = 95

		5 days = 110

		5 days = 111 





Recording of Workload Management System results


The scores recorded should represent the work which is currently being completed or is currently being planned, it should not be used to record work which has already been completed or which you believe will be or could be required at some point in the future.


The TM completes the Individual Pro-forma on a monthly basis during supervision to record the scoring together with any comments of relevance about the context of the workload, any action about future management of the overall workload and places a copy on the supervision file with a copy to the worker.


The TM also completes all sections of a quarterly team pro-forma - which summarises all the individual scores of team members and forwards this to their CSM for comments and checks.  The returns are due on 28th of March, June, September, December and should be sent by e-mail to SWPSS@nottscc.gov.uk by the CSM when CSM comments and checks have been completed.


3. Which teams use the WLM Tool?


1. Assessment Teams


2. District Child Protection Teams


3. Through Care – LAC


4. Through Care – Permanence


5. Through Care – Court Work


6. CDS – Social Work Services

4. How are workload scores calculated?

Every workload consists of two elements for which points are allocated to reflect:

a. Workers personal element 

b. Case element - representing the typical time and complexity involved

The points allocated to the workers personal and case elements are added together to give an overall points score which reflects the overall workload for the particular worker at the time of measurement.

5. How to calculate the workers personal element

Each worker can have up to 2 personal elements added to their WLM scores.


Points to be used for workers personal element are as follows:

		Element

		Number of points



		NQSW / ASYE (first 12 months of employment or while on the ASYE programme)

		10 points



		Trainee Social Worker

		15 points (during term time when attending university)

10 points (when not attending university)



		PQ – whilst completing a module 

		7.5 points



		ASYE mentor 

		5 points



		Practice educator 

		5 points



		On site supervisor

		3 points





There are various extra formally assigned duties, activities or individual responsibilities that will occur from time to time for different staff around the department.  These could include:


· Representation on JATs, Panels, Working groups etc


· Providing formal training for other staff


· Facilitating support groups


· Time in court


The table below should be used to calculate points where extra duties and responsibilities are identified.  If this table is used the points given must be clearly explained on WLM Returns. 

		Number of hours month

		Points allocated



		1

		0.5



		2

		1



		3

		1.5



		4

		2



		5

		2.5



		6

		3



		7

		3.5



		8

		4



		9

		4.5



		10

		5





6. How to work out case responsibility element


Points are allocated for each child / young person in the household who are subject of the same assessment (see specific point allocation for each team / service area).


The first child / young person in the household who is subject of the assessment receives points from column A, all other children / young people in the household will receive points in column B.


Eg: 4 siblings subject of a S47 investigation with an ICPC will receive:


		FAMILY


ONE

		

		Number of Children

		Times


(X)

		Points

		Equals


(=)

		TOTAL



		1st child

		Andrew Example

		1

		X

		15

		15

		



		Other children

		Sally Example, Julie Example, Michael Example, Paul Example

		3

		X

		2

		6

		



		TOTAL

		

		

		

		

		

		21





In addition to the specific points additional points can be added due to specific circumstances or complexities.  Most cases will not require any additional points and when added no more than two should be added to any group of children / young people subject to the same assessment.


Eg: 4 siblings subject of a S47 investigation with an ICPC where an interpreter is required:


		FAMILY


ONE

		

		Number of Children

		Times


(X)

		Points

		Equals


(=)

		TOTAL



		1st child

		Andrew Example

		1

		X

		15

		15

		



		Other children

		Sally Example, Julie Example, Michael Example, Paul Example

		3

		X

		2

		6

		



		Additional Points

		Regular use of an interpreter

		

		

		

		1

		



		TOTAL

		

		

		

		

		

		22





7. Co-Working (with workers of your own team or workers from other teams)


Where Co-working is being undertaken each Worker gets half the points normally allocated unless the co-working arrangement is has a different proportion of responsibility.


Where cases are joint worked by Trainees or NQSWs, it is the worker undertaking the bulk of the tasks that receive the relevant points in relation to their workload.  


Where cases are co-worked with workers for the Court Team or Permanence Team points need to be split according to the proportion of the overall work each worker is undertaking. 


Assessment Teams and District CIN and CP Teams

Specific points (select 1 only):


		Work area

		A


Points for 1st child in household subject to the assessment

		B


Points for each additional child in household subject to the assessment



		Child subject to completion of child multi agency assessment under S17 


(Initial , Core Assessment or Pre-Birth Assessment) 

		6

		2



		Child subject to a strategy discussion leading to a S47 assessment (includes children subject to Police Protection Order)


(S47 no ICPC)

		8

		2



		Child subject to a strategy discussion leading to a S47 assessment and ICPC (includes children subject to Police Protection Order)

(S47 with an ICPC) 

		15



		2



		Child in private fostering arrangement up to 3 months from referral

		3

		



		Child in private fostering arrangement + 3 months from referral

		1

		



		CIN – Child subject to a Supervision Order or Family Assistance Order

		3

		1



		CIN – Stable Case

		2

		1



		CIN – Unstable Case 

(Regularly missing from home, risk taking behaviour)

		4

		2



		CP- Stable Case

		5

		2



		CP- Unstable

		10

		2



		LAC – Newly accommodated until 1st LAC review

		10

		2



		LAC – Unstable (unplanned move in the last 3 months, regularly missing from home, risk taking behaviour)

		6

		2



		LAC – Stable Case

		3

		2



		LAC – Stable Case – Permanent Placement

		2

		1



		Work completed case to be closed / transferred

		1

		0





Children’s Disability Service – Social Work Team

Specific points (select 1 only):


		Work area

		A


Points for 1st child in household subject to the assessment

		B


Points for each additional child in household subject to the assessment



		Child subject to completion of child multi agency assessment under S17 


(Initial, Core Assessment or Pre-Birth Assessment)

		6

		2



		Child subject to a strategy discussion leading to a S47 assessment (includes children subject to Police Protection Order)


(S47 no ICPC)

		8

		2



		Child subject to a strategy discussion leading to a S47 assessment and ICPC (includes children subject to Police Protection Order)

(S47 with an ICPC)

		15




		2



		Child in private fostering arrangement up to 3 months from referral

		3

		



		Child in private fostering arrangement + 3 months from referral

		1

		



		CIN – Child subject to a Supervision Order or Family Assistance Order

		3

		1



		CIN – Stable Case


CIN - Short Breaks S17 (16)

		2

		1



		CIN – Unstable Case 


(Regularly missing from home, risk taking behaviour)

		4

		2



		CP- Stable Case

		5

		2



		CP- Unstable

		10

		2



		LAC – Newly accommodated until 1st LAC review

		10

		2



		LAC – Unstable includes Short Breaks S20 (4)


(unplanned move in the last 3 months, regularly missing from home, risk taking behaviour)

		6

		2



		LAC – Stable Case included Short Breaks S20 (4)

		3

		2



		LAC – Stable Case – Permanent Placement includes Short Breaks S20 (4.8)

		2

		1



		Work completed case to be closed / transferred

		1

		0





Through Care – LAC

Specific points (select 1 only):


		Work area

		A


Points for 1st child in household

		B


Points for each additional child in household subject to the assessment



		LAC – Newly accommodated until 1st LAC review

		10

		6



		LAC – Unstable 


(unplanned move in the last 3 months, regularly missing from home, risk taking behaviour)

		6

		4



		LAC – Stable Case

		3

		2



		LAC – Stable Case – Permanent Placement

		2

		1



		LAC – Reg 24 placement until approved by fostering panel

		4

		2





Court Work


Specific points (select 1 only):


		Work area

		Points for 1st child in household

		Points for each additional child in household subject to the assessment



		Chid subject of Private Law Proceedings – Section 7 Report

		4

		1



		Chid subject of Private Law Proceedings – Section 37 Report

		5

		2



		Child subject of Care Proceedings and LAC (including reg 24) 


Until all assessments are completed

		14

		6






		Child subject of Care Proceedings not LAC

 Until all assessments are completed

		8

		2



		Child subject of Care Proceedings and LAC (unstable placement) 

Once assessments for court completed

		10

		4



		Child subject of Care Proceedings and LAC (stable placement)


Once assessments for court completed

		7

		2



		Child subject of Care Proceedings and Reg 24 placement 


(until approved by fostering panel)


Once assessments for court completed

		8

		2



		Child subject of Care Proceedings (including child protection plan) not LAC


Once assessments for court completed

		6

		2





Permanence Team


Specific points (select 1 only):


		Work area

		Points for 1st child in household

		Points for each additional child in household subject to the assessment



		Child Pre-Placement Order – involvement from recommendation of parallel planning

		7

		3



		Child Awaiting Placement (Family Finding)

		8

		4



		Child Awaiting Placement (Match Found)

		10

		4



		Child Placed (Pre-Adoption Order) 

		5

		2



		Child Match not found

		5

		2





Additional points (should be used in addition to specific points above)

Additional Points which represent specific circumstances or complexities.  Most cases will not require any additional points and when added no more than two should be added to any group of children / young people subject to the same assessment.


		Work area

		No. of Points per case



		Application for an EPO

		2



		Preparation for Legal Planning Meeting / Application for Interim care Order

		6



		Section 7  Report  on open case (not applicable to Court Team)

		2



		Section  37 Report  on open case (not applicable to Court Team)

		3



		Assessment of a Child/YP who is 16/17 and homeless

		No additional points



		Strategy discussion leading to a S47 assessment (on an open case)

		3



		Completion of an AIMS assessment

		2 

(points to be given to the worker completing the assessment if not the allocated worker)



		Child is an unaccompanied asylum seeker (assessment up to 3 months only)

		1



		Adoption Breakdown

		1



		Regular use of an interpreter

		1



		Attendance at MAPPA Meeting

		1



		Allegations against a professional

		2



		Adult of concern

		2



		Home Visits 1 – 2 hours return journey  away

		1



		Home Visits 3 – 4 hours return journey  away

		2



		Home visits + 4 hours  return journey away

		3



		Overnight stays

		2



		Viability Assessment (only add points if more than one separate viability assessment  is being completed)

		2



		Assessment of Parenting Capacity (only add points if more than one separate assessment of parenting capacity is being completed)

		3



		Reg 24/25 Assessment (not applicable to Court Team)

		2



		LAC in transition – Initial Pathway Plan and Needs Assessment

		2



		Access to records (on an open case)

		2



		Children with complex communication needs where additional preparation time is required

		2



		Complex family – i.e. more than 4 siblings with and different parents

		2



		Adoption – Interagency matching and placement

		1



		Adoption - Court statement re likelihood of family finding

		1



		Adoption -  Attendance at Adoption Activity Day – preparation of child and foster carers

		3



		Adoption -  Inter-agency regional

		1



		Adoption -  Inter-agency national

		1
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Children’s Social Care Case Workload Management

		Name

		



		Team

		



		Hours worked per week

		



		Date completed

		





Personal Capacity


		

		Element

		Points

		Equals


(=)

		



		1.

		

		

		

		



		2.

		

		

		

		



		TOTAL

		

		

		

		





Case Responsibility

		FAMILY

		

		Number of Children

		Times


(X)

		Points

		Equals


(=)

		



		1st child

		

		1

		X

		

		

		



		Other children

		

		

		X

		

		

		



		Additional Points

		

		

		

		

		

		



		Additional Points

		

		

		

		

		

		



		TOTAL

		

		

		

		

		

		





		FAMILY

		

		Number of Children

		Times


(X)

		Points

		Equals


(=)

		



		1st child

		

		1

		X

		

		

		



		Other children

		

		

		X

		

		

		



		Additional Points

		

		

		

		

		

		



		Additional Points

		

		

		

		

		

		



		TOTAL

		

		

		

		

		

		





		FAMILY

		

		Number of Children

		Times


(X)

		Points

		Equals


(=)

		



		1st child

		

		1

		X

		

		

		



		Other children

		

		

		X

		

		

		



		Additional Points

		

		

		

		

		

		



		Additional Points

		

		

		

		

		

		



		TOTAL

		

		

		

		

		

		





		FAMILY

		

		Number of Children

		Times


(X)

		Points

		Equals


(=)

		



		1st child

		

		1

		X

		

		

		



		Other children

		

		

		X

		

		

		



		Additional Points

		

		

		

		

		

		



		Additional Points

		

		

		

		

		

		



		TOTAL

		

		

		

		

		

		





		FAMILY

		

		Number of Children

		Times


(X)

		Points

		Equals


(=)

		



		1st child

		

		1

		X

		

		

		



		Other children

		

		

		X

		

		

		



		Additional Points

		

		

		

		

		

		



		Additional Points

		

		

		

		

		

		



		TOTAL

		

		

		

		

		

		





		FAMILY

		

		Number of Children

		Times


(X)

		Points

		Equals


(=)

		



		1st child

		

		1

		X

		

		

		



		Other children

		

		

		X

		

		

		



		Additional Points

		

		

		

		

		

		



		Additional Points

		

		

		

		

		

		



		TOTAL

		

		

		

		

		

		





		FAMILY

		

		Number of Children

		Times


(X)

		Points

		Equals


(=)

		



		1st child

		

		1

		X

		

		

		



		Other children

		

		

		X

		

		

		



		Additional Points

		

		

		

		

		

		



		Additional Points

		

		

		

		

		

		



		TOTAL

		

		

		

		

		

		





		GRAND TOTAL

		

		

		

		

		

		





Please circle as appropriate for this workload


		Sustainable


75 to 95 points

		Demanding


96 to 110 points

		High


111+ points





		Half a day = 9.5 points

		Half a day = 11 points

		Half a day = 11.1 points



		1 day = 19 points

		1 day = 22 points

		1 day = 22.2 points



		2 days = 38 points

		2 days = 44 points

		2 days = 44.4 points



		3 days = 57

		3 days = 66

		3 days = 66.6



		4 days = 76

		4 days = 88

		4 days = 88.8



		5 days = 95

		5 days = 110

		5 days = 111+





Additional comments:

Signed Team Manager: _______________________________________ Date: ____________________

Signed Social Worker:   _______________________________________ Date: ____________________

To be placed on the supervision file
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Swindon Borough Council


Caseload Weighting Scheme


Children’s Social Work


Swindon Borough Council – Children’s Social Work


CASELOAD WEIGHTING SCHEME


Guidance Notes


Introduction


Measuring social work caseloads has always presented challenges to local authorities.  Although there are certain ‘core tasks’, the time each might take depends on many variables – and not least the overall caseload an individual social worker is carrying.  However the consequence of not having any objective system of work measurement include unfair distribution of work within and across teams and no rational tool for informed management decisions about the overall distribution and numbers of staff within areas and across services.  

Without such a scheme, judgements about current caseloads and available ‘space’ become impressionistic. Hence having an agreed scheme will help ensure transparency, equity and a less subjective measure of demand on a service. 

Target Area


This scheme has been designed for measuring casework within children’s social work teams.  It is not applicable without modification to other areas of work.  It assumes that a significant amount of social worker and team manager time will be taken up with child protection cases (enquiries and implementing CP plans), Looked After Children and preventive support offered to families and children in need.  

In addition, it seeks to give appropriate weighting to other types of cases and work, which may be very time consuming for example in fostering and adoption services.  This model has been used in many other local authorities and has credibility in terms of usage it has also gone through a good deal of ‘fine tuning’ in the light of experience.  

Please note, though, that given the complexity of the social work task in a local authority setting, and the difficulty of predicting how long certain tasks will take, this process is only indicative and not definitive.  That is, it’s a snap-shot, which gives an indication of the volume of any one caseload at the time completed and updated.  


It is a tool intended to help social workers and supervisors measure and manage work, it should therefore be completed together with the social worker and their manager working to reach a consensus on points to be allocated. 

Principles


If a scheme such as this is too complicated it will fall into disuse.  If it is too simplistic, it will not yield very much by way of useful information.  The tool aims to reach a happy medium.  There will no doubt be some cases, which this scheme fails to ‘weight’ sufficiently highly, and vice versa; overall, however, experience of application indicates that the tool produces a fair indication of caseloads and significantly helps to allocate cases appropriately across workers and teams.

How it Works


The scheme identifies the key tasks and types of case and awards specific weightings, each varying from 4 to 10 points.  The amendments that were introduced during the pilot stage have included a two tier ranking for LAC cases to take account of the practical distinction between settled and demanding placements and an agreed weighting for student supervision where appropriate;  additionally, intensive work on cases which are neither LAC or CP has been recognised in new categories and modified scorings.


Duty cover has been excluded from the exercise as it is recognised that all staff contribute in some way to duty and this is time specific rather than case specific.


We may identify changes we would wish to make in Swindon too but these should not be made without the express approval of the Head of Service to ensure consistency and application across the board of all services. In this instance therefore compliance with the scheme is expected in every team and by every manager. 


Frequency of Review


Supervisors and Social Workers should review the weightings monthly, normally in the course of supervision. This allows an up-to-date picture to be put together quickly, representing a ‘monthly snapshot’.  This process also allows for effective case allocations. Team Managers elsewhere have reported how helpful it is in achieving a real equity of work distribution within teams.  


The other benefit is that the process also shows up excessive work under the individual column headings.  For example, it easily shows that one SW’s caseload contains too heavy a concentration of CP or LAC or excessive travelling factors – trends that can be remedied by subsequent allocation patterns.


It is also expected that within teams there is open access (electronically) to the caseload sheets to enable transparency and openness to social workers in a team regarding allocations across the team.

Team Manager Workloads


When preparing the updated caseload weighting sheets, Team managers are to aggregate the staff scores, and prepare average caseload score for the ATM’s as indicative of where pressures lie in terms of actual input as opposed to numbers of supervisees. Once this is done, team managers to then aggregate the ATM’s scores as this will provide individual team manager workloads. By aggregating team scores it is possible to produce data of comparative Team Manager workloads.  This may reveal unexpected differences and help identify those managers with more opportunity to undertake special projects or tasks.  The data produced also paints a picture of where the pressure points are across the service as a whole and provides vital information to enable senior managers to ensure the service is resources adequately.

The Weighting Sheets


These may look complicated, but soon becomes easy!  Cases are listed from top to bottom in the left-hand column.  A family counts as one case for child in need cases only, for all other children they count as individual children if  looked after or are child protection i.e. one child = one case.  


Each case/name attracts points under columns B through to I.  The total for that case appears in column J.  

The process of completing the grid should be done jointly between social worker and team manager/ assistant team manager, unless one is drafting a copy first for then joint discussion.  


Minimum and Maximum Figures


No minimum or maximum figure has been set.  What has emerged elsewhere is a ‘bandwidth’ that is being regarded as average and reasonable for an experienced Social Worker. At this time this equates very broadly to 300 points to a new social worker, 330-350 for a more experienced social worker and 350 -400 for an experience/ Higher Specialist assuming they are also not supervising other staff. 


APPLICATION GUIDE TO WEIGHTINGS 


When applied carefully this guidance will help ensure consistent scoring across teams (numbers relate to those in column headings).


Heading:


Head each social workers record with their team name, their name, their grade (i.e. NQSW/Experience, Higher Specialist) and the date the record has been completed or last updated. You may also wish to record who the supervisor is for the worker.

First Column: record the child’s name, for each child if LAC or CP or family name/s for children in need and how many children are in the family i.e. Jones x 4. Please ensure correct spelling and last name is always first- this enables searches using the 'find' tool is easy.


Column B: This allows for the locality area a child lives to be placed based on CAT area, logically EN- East and North, S- South, and W West. 


Column C: A family of children in need will normally attract ten points for the whole family (i.e. one case). Children who are not LAC or CP will not generally be listed separately unless they are independently in receipt of fieldwork/casework services due to living independently.  In some instances, one or more of these children will attract an individual score.  Where there is a very large sibling child in need family of 4 or more children additional 10 points may be awarded over 6 a further additional 10 points. 

Where LAC or CP each child attracts ten points, where there is an exceptionally large sibling group discretion must be used. For example subject to a CP plan and all children live together and are being seen at the same time sibling groups over 3 should not attract more than 30 points total in this column. However if placed separately as possible with LAC each child will attract ten points in their 'own right' 

Where joint working between two SWs involves each in most of the tasks, assess each SW as you would for any other case.  If it is clear that one is the ‘lead SW’ and the other is playing a much reduced role, award full weighting to the first and a reduced weighting to the second (50% weighting is suggested). 


Supervision orders will count as CIN cases i.e. 10points per family based on an expectation of one visit per to the family home every 2 – 4 weeks and routine tasks. Should the case be particularly complex i.e. requiring weekly contact then additional points can be awarded and reviewed at regular intervals 

Column D: Score for each Looked After Child.  ‘Standard’ refers to stable, settled placements requiring little more than the minimum number of statutory 4-6 weekly visits, six-monthly LAC Reviews, medical, PEP and other routine duties.  It includes maintaining contact with those who hold PR. Attracting six points


Score for each Looked After Child where the placement requires an unusually high level of SW input (e.g. frequent weekly visits, high level of support to/contact with parents/carers, child and/or birth family).  It is likely that new placements and children in transition between placements will attract this higher weighting for the first month but not indefinitely. Attracting an additional four points


Column E: Each child subject to a Child Protection Plan attracts six points per child.  This takes account of frequent visits to the home, and work with parents/carers, all the duties attached to being Key Worker and the preparation of reports to the CP conferences.  


Where the case is CP and is of unusual and above average complexity, an additional four points may be added.  ‘Unusual and above average complexity’ means, for example, the active maintenance of a large professional network, problems of aggressive non co-operation, exceptionally high CP risk factors and frequent visits to the child (two or more a week by the SW). 


Column F: For each case/family in court proceedings (inc SGO’s) add five points (per family) except where the initial proceedings are underway and court papers (chronology, assessments, initial statements etc) are being produced in which case add an additional five points. If there are particularly complex court issues and a number of children and care plans then five points remain allotted until the case becomes more settled in the court arena. It does not include applications to revoke Care Orders S7 or s37 Court Reports  (i.e. pending care proceedings some weeks away do not count until the month in which the matter is heard).  Directions appointments will not usually count unless exceptionally demanding of SW time and skill.


(see also column H that allows for weighting of pre-proceedings work)

Column G: Single assessments attract ten points per child for CP /LAC or ten points per child in need family for the ~40 days in which the assessment is taking.


Enquiries under s47 CA 1989 into suspected abuse of a child, applies only to the period from receipt of referral to CP conference (or closure). Attracts ten points.


Column H: Pre-proceedings/PLO require additional input and focus with a child and family, hence score an additional 4 points here on top of the significant assessment column.  


Column I: Excessive travelling. Attracts points as follows:


Within the Swindon area -no points.


Within immediate local neighbouring areas four points


Where travel takes more than one hour and less than two each way) etc six points


Score the higher weighting of ten points where it takes more than two hours in each direction 


This is a permanent weighting whilst the case is open (i.e. not related to whether or not journeys were made in the month in question).


Column J (5 points): A time-limited specific provision by Social Worker (e.g. Life Story work with LAC) counselling sessions, specific programme such as parenting skills with parent or independence skills with care leaver).  Should not run for more than three continuous months at the outside and explicitly agreed with Team Manager 


Also where SW has direct role in carrying out supervision of contact 


In person in LAC cases, (not for managing the contact without 


supervising it).  If contact is relatively infrequent e.g. less than once per


month, this score should only be awarded for the month in which the contact takes place except in the case of ongoing supervision in person of contact sessions.


Completion of CPR’s and Annex B’s in the long term teams are predominantly informed by information already held in the children’s files, therefore will attract 5 points for one month (the month in which it is written). 


Parenting assessments & specific pieces of work over and above the usual considerations contained within assessments (Should not run for more than two continuous months at the outside and explicitly agreed with Team Manager)


Section 7 reports and private proceedings may attract an additional 5 points only at the time of actively being worked. 


Column K: Approved group work or other special project, which takes place within time normally, devoted to case-based work.  Higher Specialists will be allotted an additional 50 points presuming they are actively carrying out principal social worker related tasks. 

Case Closures;


Points should remain on the sheets for the month in which a case is to be closed. However after this time the points should be removed and the word ‘TO BE CLOSED’ clearly typed in the end column. 

OTHER RELATED MATTERS

CYPD Team


The Disabled children’s team will use the same system, simply adding the cases that are 'Care Managed'. These show the 'non-active' social work cases that nonetheless require proactive periodic reviewing and a communication point. These cases should be allocated 5 points. However where it is clear that a care managed case requires active social work the case will revert to the team manager for full allocation. 


Leaving Care


Leaving Care adapt this system with an additional column that reflects the 'category' of young person being either eligible under the Children (Leaving Care) Act or Relevant or Former Relevant. 


Column 'D' will attract six points if the young person is still looked after and aged 16-18 years of age.


Column ‘E’ would not usually be used excepting the most complex of cases where active safety /child protection concerns exist.


This within the context that: It is a legal requirement for the Local Authority to appoint a Personal Advisor (Leaving Care Advisor) to each young person who has been looked after for at least 13 weeks since age of 14 and is now 16/17, either currently being looked after or has left care since becoming 16.  Upon reaching 18 years (no longer looked after) the Local Authority continue to have a duty to provide access to a Personal Advisor to continue to support the individual young person whilst their entitlement remains. 


It is not possible to be prescriptive regarding visiting timescales /contact with a young person as is dependant on situation and need, as well as ensuring tasks above are completed. However It is expected Leaving Care Advisor will visit minimum monthly basis.


Family Placements Service: Fostering and Adoption

The fostering and adoption teams will use the same broad set of guidelines and caseload weighting sheets with the following adaptations for them in particular:


Column A : Place in here the Foster or Adopter family name and name of child placed (some carers names may show more than once if they have multiple placements).


Or


The name of the child in Family Finding cases.


Please ensure correct spelling and last name is always first- this enables searches using the 'find' tool is easy.


Column B - Basic weighting: 10 points will be allocated per child placed as each child’s needs are different. Plus the time spent supporting carer’s increases with the number of children placed. For carers without a fulltime placement 10 points will be allocated for the foster family.


For the purposes of this scheme basic tasks include such things are: Carer/SSW Introduction Meeting (for all new carers and for change of SSW)


Placement Agreement/Placement Planning Meeting, Supervision of Carer, attendance at LAC reviews PEP meetings, case recording, Liaison with other profs/agencies, arranging carer training, managing basic placement moves


Placement finance, duty work etc. 

Column C – Assessments: Undertaking specific assessments for carers with an agreed timeframe. 5 points for assessments/reports, 10 points for more complex assessments/reports such as Form F’s.


This includes all tasks associated with the assessment or report. 


Column D - Approved carer reviews: Undertaking specific written work for carer’s annual reviews, JEMs etc  within an agreed timeframe.  5 points for each report, 10 points for report and attendance at the annual review, awarded for the month its relevant for only.

Column E - Additional support to carer/placement: This is for support work beyond basic tasks to ensure the stability of the placement. 5 points for simple tasks and 10 points for more complex tasks.


Support work includes as examples: TSD standards, arranging mentoring/ buddying, Complex placement moves (adoption), Arranging child’s respite/transport, Support under Reg24, Clinical Care Procedures


Column F - Additional travel; is applied in the same way as the main scheme guidance

Column G - Time-limited/specific tasks: will largely get identified and scored in E above but on some occasions a special project or task may be identified and will be time specific at the onset- 5 points for simple tasks and 10 points for complex tasks (especially if they involve additional meetings).

Time-limited/Specific tasks examples included: Family Work/Life Story Work, Parenting Sessions/Triple P, One to One Training, Life Appreciation Day, Risk Assessments. 

Column H - Group/Project/Non-casework:  Work that is not directly linked to an allocated carer or child. 5 points for work that is less than half a day and 10 points if more than half a day a month.  Basic weighting in the children’s teams includes 2 full duty days per month (where nothing other than duty work can be achieved); therefore any duty included in this section is above and beyond that level.


Group/Project/non-casework examples include: Working parties, Carer groups (Inc children who foster group, F&F group, Post adoption group)


Preparation groups (Inc reports/feedback), Information sessions/Open evenings


End
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Caseload weight template.xls
Sheet1

		Team: xxx								SW: xxx				NQSW/Basic/Exp/HSp						As at: xxxx

		Childs Name		Locality area of childs home		Basic weight		LAC standard 6, complex 4		CP Plan, standard 6, complex4		Court 10 initial/ final or 5 if more settled		Signifi- cant assess - ment 10		Pre-Proceed- ings Work Underway 4		Additional Travel 4, 6 or 10		Time limited specific task-ie life story, 5		Group work 10		Total for child

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																				Total Score				0

		Team:XXX								SW: XXX				NQSW/Basic/Exp/HSp						As at: xxx

		Childs Name		Locality area of childs home		Basic weight		LAC standard 6, complex 4		CP Plan, standard 6, complex4		Court 10 initial/ final or 5 if more settled		Signifi- cant assess - ment 10		Pre-Proceed- ings Work Underway 4		Additional Travel 4, 6 or 10		Time limited specific task-ie life story, 5		Group work 10		Total for child

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																				Total Score				0

		Team:XX								SW: XXX				NQSW/Basic/Exp/HSp						As at:XXX

		Childs Name		Locality area of childs home		Basic weight		LAC standard 6, complex 4		CP Plan, standard 6, complex4		Court 10 initial/ final or 5 if more settled		Signifi- cant assess - ment 10		Pre-Proceed- ings Work Underway 4		Additional Travel 4, 6 or 10		Time limited specific task-ie life story, 5		Group work 10		Total for child

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0

																								0
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“The Royal Borough of Windsor & Maidenhead is a great place 
to live, work, play and do business supported by a modern, 


dynamic and successful Council” 


Our vision is underpinned by our current goals: 


Put Residents First 
Deliver Value for Money 


Deliver Together with our Partners 
Equip Ourselves for the Future 


 


RBWM Children’s Services vision is that residents’ needs are met as 
early as possible by highly skilled professionals.  The number of 
children, young people and their families with high levels of need is 
reduced and our residents, children and young people, are given every 
opportunity to be successful. 


Whoever the users of our service may be, we must demonstrate a 
commitment to service users that runs through how we plan out 
services, how we make decisions and how we practice. 


Our success is dependent on partnership working. 


 


Residents and 
Service users 


Schools and 
colleges 


Partners in 
Health and 
wellbeing 


Partners in 
policing, 


crime and 
justice 


Elected 
members 


Stakeholders 


Contractors 


Consultants 


Neighbouring 
authorities 


Government 
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Frequently used acronyms 


CiC  Children in care* 
CIN  Children in need 
CREATE  RBWM adopted values 
CP  Child protection 
DfE  Department for Education 
DLT  Directorate Leadership Team 
DSG  Dedicated Schools Grant 
EFA  Education for all  
FTE  Full time equivalent 
JSNA  Joint Strategic Needs Assessment 
KS1-4  Education key stages  
NEET Not in Employment Education or Training 
Q1-4 The four quarters in the financial year (quarter one - April to June) 
RBWM  The Royal Borough of Windsor and Maidenhead 
YOT  Youth Offending Team 
YSS  Youth Support Service 
 
* For the purpose of this document, children in care refers to children who are voluntarily 


accommodated as well as those who are on a Care Order.  Care leavers are referred to as young 


people moving into adulthood. 


  







 


 
 


Related plans and strategies: 


 Council Annual Plan 


 Children’s Services Business Plan 2014-2015 


 Early Help Strategy 


 Strategy for children in care and young people moving into adulthood, 2014-2017 


 Quality Assurance Framework 
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1. INTRODUCTION 


1.1 The Children’s Services workforce aims to provide a truly outstanding service 
for each and every child/young person and family it serves.  Supporting our 
people is core to our values.  Delivering transformational change demands 
exceptional leadership, creating stability of workforce, a healthy working 
environment and effective operational management.  Combined, this enables 
the delivery of outstanding practice by outstanding practitioners.  Key to this 
aspiration is having manageable and realistic workloads for our social workers. 


1.2 The Royal Borough of Windsor and Maidenhead has introduced an objective 
system of work measurement that enables: 


 Fair distribution of work within and across teams, commensurate with 
individual’s qualifications and experience. 


 Informed management decisions about the overall distribution and number 
of staff within teams and across service areas. 


1.3 RBWM is committed to ensuring caseloads are allocated in line with 
qualifications and experience and is working towards ensuring the following 
allocation of cases: 


 Newly qualified social workers: 8 – 10 cases 


 After first year of practice: 10 – 12 cases 


 More than two years’ practice: 12 – 15 cases 


1.4 This guidance has, therefore, been developed to help social workers and their 
managers to allocate and prioritise cases and associated tasks within 
manageable workloads.  It is integral to the supervision process and offers 
individual staff, teams and service areas the opportunity to work to best effect to 
deliver excellent outcomes for children. 


1.5 Developing a caseload management model is a complex task.  Many models 
have been produced in the past, but few, if any, have been widely accepted or 
implemented.  A caseload management model is a dynamic tool and is not 
intended to be an exact science. The complexity of circumstances being 
addressed and the need to respond to unforeseen events requires that the 
model and its application have a degree of flexibility. 


 
2 PRINCIPLES 


2.1 The principles underpinning RBWM’s caseload weighting scheme are: 


 The scheme is not a definitive statement of what a reasonable caseload for 
social workers should be. It offers a framework for identifying a reasonable 
workload but it is not a substitute for the professional judgement of the 
manager in consultation with their staff. 


 It is based on the recognition that individual social worker’s capabilities will 
vary depending on experience, skills, and knowledge. 
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 Personal circumstances will also influence an individual social worker’s 
capacity at times and must be given consideration by the manager when 
assigning points e.g. assessed year/induction phase. 


 Caseload management is not a ‘numbers game’. It is part of a framework to 
assist effective monitoring, evaluation, supervision, support and 
accountability. 


 Supervision is an essential element to the success of the caseload 
management scheme although it should not dominate supervision sessions or 
take priority over professional discussions on case work. 


 
3 HOW THE SCHEME WORKS 


3.1 The scheme identifies the types of case and their associated key tasks. 
According to the type of case and its associated tasks, specific weightings are 
awarded, each varying from 4 to 10 points.  


3.2 There is a two tier ranking for CiC cases which takes account of the practical 
distinction between settled and demanding placements. 


3.3 Where appropriate, intensive work on CIN cases is recognised and a modified 
score allocated.  


3.4 Duty cover has been excluded from the exercise recognising that all staff 
contribute in some way to duty and this is time, rather than case, specific. 


3.5 No minimum or maximum figure has been set.  However, there are ‘bandwidths’ 
which are regarded as average and reasonable depending on the experience of 
the social worker and equate to: 


 220-250 points for a newly qualified social worker. 


 330-350 for a more experienced social worker.  


 350-400 for a senior social worker. 


Nb – THESE POINTS MAY NEED TO BE AMENDED BASED ON TEAMS 


 
4 FREQUENCY OF REVIEW 


4.1 Supervisors and social workers should review the weightings towards the end 
of each month, normally in the course of supervision. This allows an up-to-date 
picture of each individual’s workload to be put together quickly. The process 
also allows for effective case allocations and is helpful in achieving equity of 
work distribution within each social work team.  


4.2 The other benefit is that the process shows up excessive work under the 
individual column headings. For example, it easily shows that one social 
worker’s caseload contains too heavy a concentration of CP or CiC cases or 
excessive travelling factors. These trends can be remedied by subsequent 
allocation patterns.  
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5 CASELOAD WEIGHTING TEMPLATES 


5.1 The caseload weighting template for child protection and children in care cases 
is at Appendix 1a.  A slightly modified template for leaving care cases is at 
Appendix 1b.  Detailed guidance on completing the templates is at Appendix 2. 


 







Appendix 1:  ALL CASES – CASELOAD WEIGHTING 
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SOCIAL WORKER:  TEAM:  DATE:  


Child’s 
name 


(CP/CiC) /  
Family 
name 
(CIN) 


Child in 
Need 


(family) 
10 


points 


CiC/Care 
Leaver/ 
Foster 
Carer 


(Standard 
6, 


Complex 
+ 4) 


CP 
(Standard 


6, 
Complex + 


4) 


Single 
Assessment 


10 


Section 47 
enquiries 
10 points 


Court 
Pre 


proceedings 
initial statement 
5, ongoing +3, 
final hearing +3 


Any other 
assessment 


10 


Reports, eg 
CPRs, Annex 
Bs, Form F, 


SGO, 
S7/S37, court 


statement, 
care plan 


10 


Fostering 
Family finding 
3, attendance 


at and 
preparation 
for Panel 3, 


Private 
fostering 3 


Additional 
Travel 


4, 6 or 10 


Family and 
Youth 


worker work, 
supervised 


contact 
5 


TOTAL 
for child 
/ young 
person 
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Appendix 2:  GUIDANCE NOTES FOR COMPLETING CASELOAD WEIGHTING 


TEMPLATES 


 


Child’s name / Family name column 


The child’s name should be inserted if they are CiC or CP. 


The family name(s) should be inserted for Children in Need.  


 
Child in Need column: 


A family of Children in Need will normally attract 10 points for the whole family (i.e. 
one case).  


Children who are not CiC or CP will not generally be listed separately unless they 
are independently in receipt of fieldwork/casework services.  In some instances, one 
or more of these children will attract an individual score.  


Where joint working between two social workers involves each worker in most of the 
tasks, assess each social worker as you would for any other case.  If it is clear that 
one is the lead social worker and the other is playing a much reduced role, award full 
weighting to the first and a reduced weighting of 50% to the second.  


 
CiC/Care Leaver/Foster Carer column: 


You should insert a score for each Child in Care/Care Leaver. 


6 points per child/care leaver/foster carer should be awarded for a standard case – 
that is one defined as having stable, settled placements requiring little more than the 
minimum number of statutory visits, six-monthly CiC reviews, medicals, and other 
routine duties. It includes maintaining contact with those who hold Parental 
Responsibility.  


An additional 4 points per child/care leaver/foster carer should be awarded for a high 
level/complex case – that is one defined as having weekly visits, high level support, 
parent child and birth family, a new placement, transition in placement or emergency. 


 
CP column: 


You should insert a score for each child subject to a child protection plan. 


6 points should be awarded for each child subject to a Child Protection Plan.  This 
takes account of visits to the home, work with parents/carers, all the duties attached 
to being Key Worker and the preparation of reports to Child Protection Conferences.  


An additional 4 points per child should be awarded where the child is subject to a 
child protection plan and the case is of unusual and above average complexity.  This 
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might mean, for example, the active maintenance of a large professional network, 
problems of aggressive non co-operation, exceptionally high child protection risk 
factors and frequent visits to the child (two or more a week by the social worker).  


 
Single Assessment column: 


10 points per child should be awarded for CP and CiC for the 35 days in which the 
single assessment is in progress. 


10 points per family should be awarded for Children in Need for the 35 days in which 
the single assessment is in progress.  


 
Section 47 enquiries column: 


10 points should be awarded to cases where Section 47 enquiries are underway.  
This applies only to the period from receipt of referral to Child Protection Conference 
(or closure). 


 
Court column: 


5 points per family should be awarded for pre proceedings. 


An additional 3 points per family should be awarded for each case/family in court. 


A further 5 points should be awarded if there are particularly complex court issues 
involving a number of children and care plans remain allotted until the case becomes 
more settled in the court arena.  


Directions appointments will not usually count unless they are exceptionally 
demanding of the social worker’s time and skill, in which case 10 points per family 
should be awarded. 


An additional three points should be awarded when the case is in final hearing. 


 
Any other assessment column 


10 points per child should be awarded for any other assessment that is underway, eg 
parenting assessment, connected persons assessment.  


 
Reports column 


10 points per child should be awarded for any reports that are being prepared, 
including CPRs, Annex Bs, Form F, SGOs, S7/S37 reports, court statements, care 
plans. 
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Fostering column 


Three points each should be awarded for significant fostering related activities, 
including family finding, attendance at, and preparation for, Fostering Panel and 
private fostering assessments. 


 
Additional Travel column 


No points are awarded for travel within the RBWM area. 


4 points should be awarded for travel within immediate local areas, taking less than 
one hour. 


6 points should be awarded where travel takes more than one hour and less than 
two hours each way. 


10 points should be awarded where travel takes more than two hours in each 
direction. 


 
Family and Youth worker work column: 


5 points should be awarded for time limited specific tasks, such as life story work 
with CiC, counselling sessions, specific programmes such as parenting skills with 
parents or independence skills with a care leaver.  


5 points should also be awarded where the worker has a direct role in supervising 
contact in person for a CiC. 
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Warrington Children and Young People’s Services 

Workload Management Scheme 

for Social Work Teams 

February 2014

Background


The purpose of a workload management scheme is to:

· Ensure that best use is made of an individual’s time and skills in meeting the needs of the service users


· Safeguard staff interests and attempt to avoid work overload


· Measure the workloads of individuals/teams in a fair and consistent manner and provide a guide to managers on work allocation


· Generate management information for monitoring, negotiating for and accessing resources.

This workload management scheme does not assess workload based solely on the number of cases dealt with by an individual as it aims to take into account issues such as complexity, risk, time and type of work that would be involved. 

The scheme applies to social workers in all teams, with the exception of Duty and Assessment.

How the model works

1. Every workload consists of three elements and points are awarded for each area

· Stable Element 


· Cases

· Extra responsibilities


The scheme is based on a full time worker being allocated a maximum of 100 points ( 15 stable points + case points + extra responsibilities).If a worker is close to 100 points, this suggests that the worker’s capacity to be allocated any additional work is very limited.


It should be noted that an ASYE will be allocated 90 points during their first year and Student Social Workers should receive 60 points during placement


There may be instances where a reduction in points is necessary for a time limited period: 


· Personal issues 


· Phased return to work after sickness


· Capability


a) Stable Element


These are fixed at 15 points and do not have to be re-evaluated from month to month as they represent an allocation of time which is basically the same across all teams and does not vary when caseload responsibilities change.


They include:


· Duty cover within teams

· Annual Leave

· Training ( not PQ) 


· Staff/Team Meetings and Supervision

b) Cases


Two points are allocated for each child or fostering household on a social workers caseload apart from Child in Need families


Two points are allocated for each Child in Need family with 1-2 children


Three points are allocated for each Child in Need family with 3-6 children


Four points are allocated for each Child in Need family with 7+ children


In addition to allocated points, children or families subject to statutory planning (privately fostered children, on a Child Protection or Child in Care plan, accommodated and in short breaks),attract an additional 1 point This does not apply to children on Child in Need plans.

To recognise the work in the initial stages of case planning, an additional point is given in the month that a case is allocated in addition to the allocated and statutory points.

With Child in Need families, this additional point applies to each group of children i.e. 1 point for 1-2 children 2 for 3-6, 3 for 7+

Where a case is to be closed, a point is allocated to reflect the different work involved in closing a case.

The closure point replaces any other points allocated, as the assumption is that all responsibilities have been concluded and attendance at a final meeting, a closing summary and notifications only need to be completed.

As above, with Child in Need cases, the closure point is applied to groups of children.


If the case is not closed in this month, all points will be withdrawn.

Where a case is being transferred, 1 additional point is allocated in the month this will take place, to acknowledge the work to ensure a smooth transition. This is in addition to allocated and statutory points but only applies 

As above, with Child in Need cases, the transfer point is applied to groups of children.


On all cases, there will be specific tasks in relation to assessment and planning which have to be completed to timescales, and these attract 1, 2 or 3 extra points depending on the risk or complexity of the piece of work (details of assessment types in table below)

Where a worker has accrued 10 case points, an additional point is allocated and again after every subsequent 10 points. Where workers build up points quickly in the month they will also build up more ‘extra’ points which acknowledge that the amount of work or its complexity is increasing.


Where a worker has points allocated in respect of reports to prepare for court, and attendance at court may be required sometime in the future, an additional point can be given for the month that attendance at court falls. Otherwise, points are allocated for report and attendance if they are within the same month.

In addition, if a worker is responsible for a child placed more than one hour’s travelling each way, or is responsible for a foster family at such a distance, an additional point can be allocated.

c) Extra responsibilities

This includes:


· Foster Care Panel Member ( 5 points)

· Mentoring/Supervision – Practice Managers  (5 points)

· Group Work ( 5 points)

· Practice Teacher ( 10 points)

· Post-Qualifying Training ( 5 points)

· Achieving Best Evidence Interviews for other teams by case (1)

 e) Operation of Scheme


The workload management form should be completed and agreed by the line-manager and the worker. 

The allocation of points has to be agreed by both the manager and the worker. 


This process forms part of performance management and the allocated points and actual points must be discussed at each supervision session as it will aid prioritisation of work and identify key pressures.


Should the worker be absent from work, due to annual leave or sickness, within the reporting timescale managers are expected to complete the staff workload form using their previous supervision notes as a guide to the work agreed for any given month, checking with the child’s record on  CareFirst if unclear if any agreed work has started .Once the worker returns and there is a rescheduled supervision session then assumptions can checked and adjusted for the following months workload management record.


If points exceed 100 the worker and manager should review the caseload and ascertain if for that particular month there was a reason for the points to be high e.g. several combined assessments needed to be completed in same month. However if the points are consistently above 100 there should be a review of work and remedial action should be taken. Action taken should be noted in the social worker’s supervision record.

The Principal Manager will keep a copy of the Team Workload Management Overview spreadsheet which will hold information about the specific workload of each team member within the team.

Principal Managers will report back on the previous month’s performance for each worker and their total team performance to their respective Service Manager and the Assistant Director – Targeted Services by the 15th of each month. Should the manager be on leave or sickness absence Practice Managers will be responsible for providing workload management data. 

WEIGHTING SYSTEM


Where cases are co-worked, points to be shared between workers on basis of role and responsibilities


		Activity

		Points



		Stable element

		



		Practitioners (in Children in Need, Children with 


    Disabilities, Children in Care, Fostering )

		15



		Case-Related Activities

		



		Allocated cases

Child Protection/Child in Care ( per child)

Fostering households


Child in Need (per family if 1 or 2 children)


Child in need families with 3-6 children


Child in need families with 7+ children

		2


2

2

3

4



		Newly allocated cases during past month (applies for one month and points cannot be carried over)

NB CIN cases attract 1 point per group of children, max 3 points

		1



		Case to be closed (applies for one month only and points cannot be carried over)


NB Child in Need cases attract 1 point per group of children, max 3 points for whole family

		1



		Case to be transferred.

NB Child in Need cases attract 1 point per group of children, max 3 points for whole family.

		2



		Cases with statutory responsibilities

		



		Privately Fostered child  

		1



		Child subject to a protection plan 

		1



		Child in care (including short breaks)

		1



		Approved fostering households

		1



		Case related assessments/plans (with Child in Need families, points apply per group of children, max 3 points )

		



		Low risk/complexity:

     Initial

     Private fostering (Reg 4 visit)

In relation to change of placement ( Child’s SW)


    Leaving Care Needs Assessment 

Pathway Review (applies for 4 weeks prior to review)


    Short Break Review (applies for 4 weeks prior to 


      review)


Initial visit to foster carer (Supervising SW)

In relation to allegation/complaints (fostering)


Disruption report ( fostering)


Attendance at court (if unrelated to report writing)


Report writing/attendance at panels to request services/ resources/placements/assess/manage risk




		1



		Medium risk/complexity:

    Reg 24/Viability Assessment (per family)


    Private Fostering Suitability Assessment


     Age Assessment  (per child)


Child with Disabilities Assessment (per child)

Child with DisabilitiesTransition Plan ( per child)


Planned programme of direct work ( per child)


PLO/Pre-Proceedings (per family)

     Parenting Assessment (per family)


     Carers assessment ( per family)


 Sibling Assessment ( per family)


Assessment for contact ( per family)


Protector Assessment ( pr family)


     Placement with Parents( per family )

     Court work for ICO/S37/S7/SGO(Each episode of


     report submission and attendance in same month)

     Report for court ( if attendance not required in that 


     month )

     Leaving Care Pathways (first pathway plan ONLY) 

     

		2





		High risk/complexity:

     Core


     S47 enquiry/core

     CPR


     Foster carer assessment


     Foster carer review


     

		3



		Workload weight (per 10 points accumulated)

		1



		Additional responsibilities

		



		 Practice teaching (do not add students caseload)

		10



		 Post-Qualifying Training

		10



		 Long arm supervision (do not add students caseload)

		5



		Foster Care Panel Membership

		5



		Fostering Information meeting ( per session)

		    5



		Skills to Foster Preparation Group ( 3 days in one month)

		15



		Achieving Best Evidence Interviews for other teams by 

      case

		2



		For a child placed more than one hour’s travelling each way.




		1



		For a foster family more than one hour’s travelling each way.

		1
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