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Recommendations 
 

This report provides an update on the position of Fostering in 
Kent. It outlines the improvements that have been made over the 
past six months, alongside the efficiencies and further 
improvements that are in the process of implementation. 
 
Corporate Parenting Panel is asked to note this report 

1. Introduction 
 
1.1 This report provides an update on the position of Fostering in Kent. It outlines the 

changes that have been made over the past six months, alongside the efficiencies 
and further improvements that are in the process of implementation. 

 
2. Actions Taken 
 
2.1  Changes to Working Arrangements 

 
2.1.1 Before the SCS Improvement Programme took effect, placement services for 

Children in Care and those entering the care system were being commissioned by 
multiple teams and individual social workers in a piecemeal and ineffective manner. 
The creation of the Access to Resources Team (ART) in 2012 has made a 
significant impact in terms of reducing inappropriate placements and utilising Kent’s 
in-house foster carers more effectively. To further reduce the potential for 
duplication, to ensure information is shared effectively and that thresholds are being 
applied consistently, the functions of the Fostering Duty Teams and ART have now 
been integrated to create a single system.  

 
2.1.2 The countywide Single Placement Team (SPT) became operational on 20 January 

2014, and it comprises of the ART and Fostering Duty social workers. All referrals 
(except those for disabled children, which will also be included in the SPT within 
four weeks) are now made through this single point of entry – meaning that anyone 
who needs to make a placement can do so easily via one point of contact, 24 hours 
a day, 364 days a year.  
 

2.1.3 The Team is taking a triage type approach to swiftly place rigorous control 
measures around recognised pressure points. The steps that have been taken to 
support this work include: 

 



 

- The development and roll out of a Quality Assurance system to 
scrutinise each referral. All referrals are checked for the necessary detail and 
information, and are constructively challenged by the SPT. 

- The full list of fostering vacancies is updated and distributed daily, 
and is available to the SPT. Placements are made from the list. 

- The updated daily list is available to the Out of Office Team, so 
that any emergency placements required may be made with in-house foster 
carers. 

 
2.2  In-house Foster Carers and Independent Fostering Agencies (IFAs) 
 
2.2.1 The work that has been done to address the issue of spot purchasing and of the 

unnecessary use of IFA placements is starting to have a marked affect - with the 
latest ART figures illustrating that the use of these placements has significantly 
decreased across the board over recent months (please see the graph below).  
 

 

 
 
2.2.2 The only exception to this downward trend is a slight increase in the use of IFA 

mother and baby placements, which rose from 1 in November 2013 to 3 in 
December 2013. There was also a reduction in the number of in-house placements 
in December 2013, though this is thought to be as a result of seasonal variation 
(and is consistent with previous patterns). 
 

2.2.3 Work is underway to build on this positive trend, with processes now in place to 
ensure that any new use of IFA placements is limited to short term placements and 
is only viable for those cases in which special needs that specifically cannot be met 
in-house are identified. These exceptions also need to be agreed in advance with 
the relevant Assistant Director for each Area. A series of meetings have been held 



 

with relevant managers to communicate this change, and the vast majority have 
responded positively to the new arrangements. 
 

2.2.4 Further work is being undertaken to review all IFA placements to ensure that they 
are being used effectively (assessment will be on the basis of cost, quality and 
suitability). For any child or young person in a non-permanent IFA placement, 
where it is in place, a search will commence for a long term in-house placement. 
Where a permanent in-house placement is required, the Fostering Teams will lead 
on identifying and matching suitable carers. The list of all such cases, as well as 
those children and young people in in-house placements who need to move, will be 
formally reviewed and signed off on a weekly basis.  
 

2.2.5 Moreover, there have been reported instances of in-house foster carers being 
selective about which children they wish to be placed with them. This has created a 
number of ‘unusable placements’, which appear as vacant in performance 
reporting. Historically, SCS staff have taken the stance of supporting in-house foster 
carers as a default, rather than creating a more supervisory relationship i.e. 
balancing the vital support function with a performance management approach, to 
ensure carers are able to provide the right services to meet the needs of their 
fostered children – and holding them to account to deliver the Council, and Kent’s 
children and families, with a quality provision that represents Value for Money. 

 
2.2.6 In order to address this, there is a need to bring together the teams that recruit 

foster carers with the teams that provide those carers with support and supervision 
(currently, these responsibilities are split across 5 teams). This would ensure that 
Kent is recruiting the right carers to meet the needs of our Children in Care, and 
that these individuals are managed and monitored in a way that ensures they are 
providing the services for which they were recruited, to the required standards. 

 

3.3  Recruitment of Foster Carers 
 
3.3.1 KCC currently faces aggressive competition from the private sector when we 

attempt to recruit potential foster carers. Independent agencies, such as Foster 
Care Associates, stress that carers will be well remunerated for joining their agency, 
highlighting the ‘generous financial allowance’ and ‘great financial and respite 
support’ that Kent carers will receive on multiple occasions throughout their website. 
Such agencies frequently launch multi-channel advertising campaigns, including 
targeted promotions in areas where demand for services is high. 

 
3.3.2 In order to boost the number of in-house foster carers, KCC launched a focused 

recruitment campaign in 2012 entitled ‘Changing Futures’. This campaign has been 
followed by a number advertising initiatives that have been multi-channel in their 
approach - including web-based advertising, PR and digital advertising methods. 
The latest campaign was launched in December 2013 and is scheduled to continue 
until February 2014. It includes a targeted focus on ‘hot spot’ areas of the county 
where additional foster placements are required to address the lack of carers in 
those areas. 

 
3.3.3 The KCC campaign has shown early signs of success, with the Fostering 

Benchmarking Report showing that KCC is performing well in terms of the number 
of foster carers it is recruiting and retaining in comparison with national averages 
(illustrating that KCC’s advertising seems to be targeting the right potential foster 



 

carers more effectively than other authorities.1) Please see the table on the 
following page:  

 
 
 
 Table 1: KCC’s foster carer recruitment ‘performance statistics’ compared with 

national data. 
 

  KCC (Apr – Dec 2013) National Average  
Conversion Rate; The number 
of enquiries which result in 
approval 

13% 11% 

Conversion Rate: The number 
of assessments undertaken 
which result in approval 

73% 62% 

Attrition Rate: The rate of loss 
of foster carers each year 

8% 13% 
Utilization: The percentage of 
in-house foster carers used 

85% 69% 
Vacancy: The percentage of 
in-house foster carer 
vacancies 

15% 31% 

 
 
3.3.4 However though we are making inroads, particularly in relation to our recruitment of 

certain groups of foster carers,2 more work needs to be done to target foster carers 
who are able to take on the following categories of children/families:  

- standard carers (target recruitment rate: 85 to year end; expected 
recruitment rate: 79) 

- challenging carers (target recruitment rate: 25 to year end; 
expected recruitment rate: 10) 

- 16+ carers (target recruitment rate: 20 to year end; expected 
recruitment rate: 2) 

- Parent/Child carers (target recruitment rate: 8 to year end; 
expected recruitment rate: 2). 

 
4. Further Actions  
 
4.1 There are a number of additional actions that will be taken in the immediate future 

to support the work that is currently underway. This will include the following: 
 
4.1.1 The foster carers vacancy list will be refined to show the daily availability of 

placements by registration and geography. The aim is to create a consistent, 
sustainable network of placements across the county, with sufficient placements of 

                                                           
1 Whilst it is unclear from the Fostering Network Report what specific factors are used to define their reported 
statistics, all efforts have been made by the Fostering Service to offer robust comparisons, and KCC’s 
statistics include all known factors. In spite of this potential variability, the figures show us that overall KCC 
compares favourably with the national average in relation to its foster carer recruitment. 
2 These include: sibling carers (target recruitment rate: 48 to year end; expected recruitment rate: 60); solo 
carers (target recruitment rate: 8 to year end; expected recruitment rate: 10); Permanence carers (target 
recruitment rate: 30 to year end; expected recruitment rate: 31); short breaks and disability (target 
recruitment rate: 10 to year end; expected recruitment rate: 17). 



 

each group (based on age and need) within a 10 mile radius of every address in 
Kent. The registration and vacancy status of all foster carers will be reviewed to 
ensure that all vacancies are ‘usable vacancies.’  

 
4.1.2 The governance and management structures for decisions will be reviewed and 

recommendations made to reflect the cost and priority of these decisions. This will 
include, for example, tightening and detailing the Out of Hours Arrangements. 

 
4.1.3 A series of local performance measures is being developed to give real-time daily 

information on activities and trends. 
 
5. Outcomes 
 
5.1 There is anecdotal evidence, and there are some early indications, that recent 

activity is generating better use of in-house resources, better quality referrals and 
reducing reliance on IFAs. This information will be monitored as reforms progress, 
and reported upon as more robust data becomes available. 

 
5.2 There is also anecdotal evidence that frontline workers are already seeing the 

benefit of better coordinated and joined-up working. This is in spite of some initial 
reluctance to take on the new requirements. 

 
6.  Next Steps 
 
6.1 The changes outlined will be consolidated into a formal, comprehensive action plan, 

within a project management framework, to encompass not just systematic and 
structural change, but to ensure what we are focusing our time on those activities 
which have the biggest impact on the wellbeing of Kent’s children and families. 
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7. Recommendations 
 

The Corporate Parenting Panel are asked to Note this report 


