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Executive Summary

The Kent 2015-2018 Sufficiency, Placements and Commissioning Strategy sets out the 
Council’s approach to meeting its responsibilities to provide secure, safe and appropriate 
accommodation to children in care and care leavers over the next three years. 

The document identifies the key challenges that we face in achieving sufficiency, and sets 
out our strategic approach to overcoming them. Finally we outline the actions we will take 
and the way we will measure our success.   

Part One: Our Challenges

Section 1A of the strategy explores need in Kent in detail, focusing on our children in care 
population and different levels of need and deprivation across the county. 

Key findings include the significant number of older children in care and care leavers in 
Kent, with numbers more than double the level that are found in comparable local 
authorities. Analysis shows a significant number of adolescents amongst our children in 
care population, and outlines the changing number of Unaccompanied Asylum Seeking 
Children in Kent.

In Section 1B we go on to discuss our current approach to achieving sufficiency in the 
county, using data and analysis to set out current trends and issues. This highlights the 
current variance between the provision of early help services and levels of need, and the 
difficulties the council faces in identifying placements within certain geographical areas, 
and to meet the needs of adolescents. 

Section 1C outlines the four key sufficiency challenges we face in Kent, these are:

Challenge 1: The need for effective support and practice to ensure that as many children 
as possible are able to remain living at home with their families

Challenge 2: Provision of effective support and availability of suitable accommodation to 
meet the needs of care leavers

Challenge 3: Access to high quality placements that support children in care to have 
stability and to achieve positive outcomes

Challenge 4: Quality of practice and support to meet the needs children in care, improving 
their experience of care and achieving permanence

Part Two: Our Response

Having identified our challenges, part two focuses on how we will meet them. This part of 
the strategy looks at each challenge in turn, defines the way we will approach it, sets out 
the specific actions we will take and the measures we will use to identify our progress.  



Our response is centred around the five strategic levers that we believe will deliver 
improvements to sufficiency in Kent. These are:

1. Enhancing early help, prevention and partnership working
2. Further developing in-house foster care services
3. Continuously improving quality of care 
4. Market engagement
5. Continuing to build organisational effectiveness 

The action plan in Appendix A sets out the actions we will take, and the strategic lever that 
this relates to. 

We believe it is important that this strategy remains a live document. The strategy is 
aligned to our ambitious Transformation Programme, which is taking a systemic approach 
to improving outcomes for children in Kent. Throughout the life of this document we will 
continue to work with our children in care, care leavers and key partners to develop our 
plans and priorities. There will be quarterly reviews and oversight from our Corporate 
Parenting Panel to ensure the strategy remains as relevant until 2018 as it does now.



Introduction
As a corporate parent, Kent County Council (KCC) is ambitious for the children and young 
people in its care, and is focused on them achieving the best possible outcomes. The 
lifting of the Notice to Improve Safeguarding and Children in Care Services (in place since 
early 2011) in November 2013 validated the progress the council has made but it is not 
enough for our Children’s Services to ‘require improvement’. The aspiration is for KCC 
Social Care to continue to improve the service provision offered to all our service users 
and aim to provide an ‘outstanding’ quality of care.

Since the requirement for a sufficiency strategy was first introduced by Government in 
2011 Kent has undergone significant change: numbers of children in care and care leavers 
(when including unaccompanied asylum seekers) have risen, financial challenges have 
intensified, the political landscape in Kent has changed and legislative changes have 
presented additional challenges. During this period KCC has been on an improvement 
journey. The next step, informed by the work of our Transformation Programme, is to 
transform services so that they meet the needs of our children and families within the 
challenging financial circumstances in which all local authorities have to operate.

Work undertaken as part of our Transformation Programme has provided us with a depth 
of understanding across the whole system that was previously unavailable. This has 
enabled colleagues across children and young people’s services to be able to focus on 
areas that will have the biggest impact on the lives of our children in care and care leavers. 
The delivery of the actions identified in this strategy will bring focus and clarity to our 
sufficiency offer, achieving the best possible balance between available resources and 
meeting need.

The Sufficiency Challenge
The challenge facing authorities to meet their sufficiency responsibilities is highlighted in 
the words of Amyas Morse, Head of the National Audit Office in November 2014:

“Most children are taken into care because of abuse and neglect. But too many of them 
are not getting the right placements the first time. If their complex and challenging learning 
and development needs are not correctly assessed and tackled, the result is likely to be 
significant long-term detriment to the children themselves as well as cost to society.” 

Kent has made some progress over the last four years, with improvements in placement 
stability and a reduction to the number of children with three or more placement moves in 
a year. However, as highlighted in the OfSTED feedback from our most recent inspection 
of Looked After Children services (July 2013) the council still faces significant challenges 
in meeting its sufficiency duty, needing to:

- offer a wider placement choice
- work more effectively with the independent sector developing a clear 

commissioning strategy
- recruit more foster carers to increase the service offer, both in terms of range of 

placements and geographical spread
- develop a clear ‘staying put’ strategy



This strategy recognises these challenges. The quality, range, location and stability of the 
accommodation offer children in care and care leavers receive is key to enable them to 
make the most of the opportunities available to them.

This strategy sets out how KCC will achieve this over the next three years.

About this strategy
To maximise the impact of our available resources we have to identify those changes 
which can have the biggest and most positive impact on outcomes for children and young 
people. We know that placement stability and being placed within 20 miles of their 
originating address, when combined with the right support are key factors in these positive 
outcomes. They are set out within the Kent Children in Care and Care Leavers Strategy 
and include:

- children and young people being safe and healthy
- achieving well in education
- having positive relationships with family, carers and peers
- being able to develop into responsible adults with positive future choices
 

As we seek to create a significant impact on these outcomes, we have taken a simple 
approach to designing this strategy. We believe that the key to making a difference is to 
first establish the challenges that we face, and define the way that we will seek to 
overcome them. We have set out the rest of the strategy in two sections:

Part One: Our Challenges 
We started by asking ourselves “what is going on here?” what are the facts and the trends 
in Kent. We have set out information about the demography in the county, including 
information about the social groups most likely to need our help, and where they are most 
likely to live.  In our answer we have included more detailed information about children in 
care in Kent, how their numbers, age profile and ethnicity are changing. 

Next we’ve described our current approaches to meeting sufficiency, the types of support 
and some key analysis about the trends that we feel are most important. 

The conclusion of Part One is our answer to the question – “what are our key challenges?” 
This builds on the information we have outlined and summarises the factors that we feel 
we are most important to address. 

Part Two: Our Response
Part two focuses on each of the challenges in turn, establishing the strategic approach that 
we believe will have the required impact. In doing this we outline the policies and levers 
that we will use to deliver improvements. These are our strategic anchors; building on our 
analysis to set out the themes that we believe will enable us to improve sufficiency in the 
county.

We then outline the specific actions that will we take, and the measures that we will use to 
identify whether or not we have made a positive impact. 



The Kent Context
Kent is a county of contrasts: the leafy green ‘Garden of England’ traditional view of the 
county contrasts with wards suffering some of the highest levels of deprivation in the 
country and communities experiencing very challenging circumstances. 

Like every local authority KCC is seeking to balance the demand for services, creating 
efficiencies where possible while providing the best possible services for our most 
vulnerable children and young people. Kent is proud that we are basing our 
Transformation of services on the improvement of outcomes for children, therefore leading 
to lower costs and greater efficiency. Our Transformation Programme will improve 
outcomes for children in the county, and underpins this strategy. 

Kent is in a unique position in relation to the market place for external residential and 
foster care. As a result of relatively low property prices in east coast communities during 
the 80’s and 90’s many children’s homes and foster agencies were established. These 
have meant that Kent now has a large and thriving social care sector from which to 
potentially identify placements to meet need. However this market is substantially larger 
than the need for Kent children (KCC places children in only a third of local children’s 
homes for example) and has led to a considerable number of children in the care of other 
local authorities being placed in Kent. In 2014 this number was greater than 1200. 

The number of other local authority children in Kent raises particular questions about 
Corporate Parenting and Safeguarding that will be considered elsewhere. However the 
issue is relevant to this strategy as it establishes the context in which KCC works with local 
service providers, for whom Kent children make up a small proportion of those they 
support in the county. 

The Voice of the Child
Kent is committed to ensuring the voice of the child is heard and listened to at every 
stage of the process of developing accommodation solutions to meet its sufficiency 
responsibilities.  

A recent LiLac inspection (young people’s inspection of services, supported by the 
National Voice) of social care showed Kent had achieved four of the seven standards of 
quality participation:

- Shared Values
- Care Planning and Review
- Complaints and Advocacy
- Recruitment and Selection

The council will be working towards achieving the remaining three standards over the 
coming six months as set out in our Participation Strategy.

In developing this strategy KCC has consulted with children in care through its Children in 
Care Council and care leavers who are employed as apprentices with Virtual School Kent 
(VSK). The strategy has also considered the responses of 326 children in care and care 
leavers recently responded to the ‘Your Voice Matters’ survey conducted by VSK.

Priorities identified by Kent’s children and young people included:
- Accommodation in the right location, that was safe and secure
- Stability of placement, not having to keep moving around



- Foster carers who treated them well, involved them fully in family life and did not 
exclude them from activities such as holidays

- Being able to access support when needed
- Consistency of professional, keeping the same social worker and not having to tell 

their story more than once

KCC will continue to consult with children in care and care leavers through the meetings of 
their council, bringing updates on progress and seeking their views on identifying priorities 
and proposed actions. It is the council’s intention to more fully engage children and young 
people in strategic commissioning. The aim will be to ensure the child’s voice is evident 
and impacts upon service design leading to improved outcomes for children and young 
people. 

Methodology and Data
This document is based on evidence gathered from a number of interviews and focus 
groups with young people and professionals as well as desk top data analysis of a range 
of data gathered from a variety of KCC and national sources including:

- Management Information Unit (KCC)
- Access to Resources Team (KCC)
- Social Care Adolescent Support teams (KCC)
- Early Help and Preventative services (KCC)
- Focus groups
- Background to 16 plus accommodation picture (Catch 22)
- Information provided by Commissioned Services (previously KCC Supporting 

People)
- Interviews with providers of 16 plus emergency accommodation (voluntary 

sector)
- Needs analysis following November 2012 Ombudsman report (KCC)
- Analysis of a range of Local and National Government reports
- Consultation with Children in Care and Care Leavers
- Details of OfSTED comparable data from 2013

The strategy also reflects the analysis that has taken place as part of our Transformation 
Programme, which has gained a clearer understanding of the range of services the council 
currently delivers and their impact.

Please note, throughout the strategy different data sets are used and the timeframes to 
which this data refers can vary.

Legal Context, Statutory Guidance and Supporting Documentation
This strategy has been developed with due regard to relevant legislation and guidance 
including (but not exclusively):

- Police and Criminal Evidence Act 1984
- Children’s Act 1989
- Care Standards Act, 2000
- Statutory guidance, Safeguarding Children and Young People from Sexual 

Exploitation, 2009
- Sufficiency of Accommodation Guidance 2010
- Care Planning Regulations 2010
- Children’s Homes Regulations, 2011
- Youth Homelessness Ombudsman Report – 09 017 510, 2012



- Legal Aid, Sentencing and Punishment of Offenders Act, 2012
- Children and Families Act 2014
- Children’s Homes and Looked After Children (Miscellaneous amendments) 

(England) Regulations 2013
- Into Independence, not out of care: 16 plus care options. Select committee report, 

July 2014
- The Sexual Exploitation of Children: it couldn’t happen here, could it? November 

2014
- National Audit Report on Children in Care, November 2014

Supporting Documentation
- Children and Adolescent Mental Health Needs Assessment for Kent, February 2015
- Emotional Health and Wellbeing Strategy
- Every Day Matters: Children and Young People’s Strategic Plan 2013-2016
- KCC Action Plan in response to the Winterbourne View Report, June 2013
- OfSTED inspection report, July 2013
- Kent and Medway Safeguarding Children Procedures, February 2014
- Kent and Medway Safeguarding Children Abused Through Sexual Exploitation, May 

2014
- KCC Children in Care and Care Leavers Strategy 
- KCC Care Leavers Policy
- KCC Children’s Services Improvement Action Plan, August 2014
- Social Care, Health and Wellbeing Strategic Priorities 2014-2015
- Education and Young People’s Strategic Priorities, 2014-2015
- SCS Divisional Business Plan 2014-2015
- KSCB Strategic Priorities 2014-2015
- Early Help and Preventative Services One Year Plan and Prospectus 2015
- KCC Social Work Contract

Links
- Kent Children’s Safeguarding Board http://kscb.org.uk/ 
- District employability offer: 

http://www.kelsi.org.uk/curriculum_and_pupil_learning/skills_and_employability/raisi
ng_attainment/district_employability_offer.aspx

http://kscb.org.uk/


Part One: Our Challenges

1A) What is going on in Kent?
In this part of the strategy we explore what we know about sufficiency in Kent. This is built 
upon the knowledge of local practitioners, our management information and analysis, and 
the in-depth research we have undertaken through our Transformation Programme. This is 
the section of the strategy that establishes the sufficiency challenges we face.

Demographic data
Kent has an increasingly diverse 0 -19 year old population with a changing ethnic profile.  
The current 0-18 population in Kent is 346,600 which is expected to increase to 367,800 
by 2022.

Evidence from the Indices of Deprivation 2010 (Headline findings for Kent DEP2/11 – 
March 2011) illustrates the diversity within Kent.  Whilst Sevenoaks has a deprivation 
score of 10.49 making it one of the least deprived areas in the country – the deprivation 
score in Thanet is 28.47, nearly three times as high. There are significant variations within 
each of these districts, with pockets of deprivation present across all districts.

The correlation between child poverty, poor outcomes and children coming into care is well 
established. Thanet, Swale, Shepway and Gravesham have the highest levels of child 
poverty with rates of over 20%. This contrasts with rates of only 11% in Tonbridge & 
Malling, Sevenoaks and Tunbridge Wells. However there is considerable variation within 
districts. Through in-depth analysis of Mosaic data we have identified that 85% of children 
in care in Kent and more than 50% of children in need have come from three 
population groups which make up 20% of the county’s population:

I – Transient young singles and students on benefits, renting terraces in areas of high 
ethnic diversity

K – Singles and lone parents on low incomes renting terraces in town centres

L – Lone parents with young children living in high crime areas on large council estates

The ethnic profile of Kent’s 0-19 population has changed since the 2001 census. Black 
and minority ethnic communities now account for just over 12% of the population (2011 
census), an increase of 6.4% since 2001. This is reflected in the ethnic profile of children 
in care, with a particular increase in the number of Black, African, Caribbean, Black British 
and Mixed Heritage children in care.

Children in Care and Care Leaver Population
KCC currently has a child in care population of 1,881 (December 2014), with the 
population steadily increasing over the last 5 years. Having been below its statistical 
neighbour levels up until 2010, there was a sharp increase in the rate per 10,000 after this 
point (see graph 1). This may have been as a consequence of the outcome of the 2010 
OfSTED inspection but also an increase in the numbers of Unaccompanied Asylum 
Seeking Children who arrive in Kent via the port of Dover (see graphs 5 and 6).

The latest available data for Kent gives a rate of 56 children in care per 10,000 children 
including asylum seekers. This drops to 49 per 10,000 (below the rate of our statistical 
neighbours) if asylum data is not included.



Graph 1. Children in Care rate per 10,000, comparison ( 2010 – 2014)
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Age profile of Children in Care
The geographical and age profile of children in care in Kent is shown in graph 2. It is clear 
that the highest number of children in care come from the East of the county, where there 
is most deprivation. It is also clear that the numbers of children in care dramatically 
increase in the older age ranges.

Graph 2. Age profile of Children in Care in Kent, by area (including disability)
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Kent’s Children in Care population broadly mirrors national and statistical neighbour 
trends. However graph 3 shows that Kent has a significantly higher proportion of children 
in care aged 16 to 18.



Graph 3. Age range of Children in Care comparison 
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Graph 4 shows 16/17 children in care starters by area and team. 

Graph 4. 16/17 years olds CiC starters by area/team, December 2014 (year to date)
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Unaccompanied Asylum Seeking Children (UASC)
Due to its location and the presence of the Port of Dover, Kent receives significantly more 
UASC than its statistical neighbours. The figure had fallen in 2012 and 2013 but increased 
significantly in 2014 (see graph 5).

Kent County Council has no control over the number of UASC who enter the county. The 
current levels of political unrest in the Middle East and African sub-continent have resulted 



in significant increase in the numbers of UASC arriving in Kent during 2014 (see graphs 4 
and 6). 

Graph 5. Numbers of UASC in care (all ages) comparison 
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Prior to 2014 there has been a reduction in the number of UASC arriving in Kent during the 
colder winter months. However data shows that in 2014/15 this reduction has not taken 
place, with numbers much higher than expected for the time of year. Based on advice from 
the government the council is expecting the numbers to continue to increase, with 2015/16 
estimated at 10% higher than in 2014/15.

Graph 6. Numbers of UASC Children in Care (all ages), April to September 2014
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In the last 2 years, UASC have gone from being 10.5% of Kent’s children in care 
population in March 2013 to 20% in February 2015.



Ethnic profile of Kent’s Children in Care (not including UASC)
Of the 1,530 children in care in Kent in February 2015 (not including UASC), 1335 are 
White British. The remaining 195 children in care are made up of 17 different ethnic 
groupings with the 6 largest groups shown in graph 7.

Graph 7. Ethnic breakdown of Children in Care population by number
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Although the ethnic minority children in care population has remained broadly unchanged 
over the last 2 years, it should be noted that the reduction in overall numbers (94)  in the 
last year would appear has come from the ‘White British’ population which has reduced by 
97 in the same period. 

Children in Care with Disabilities
Kent has a total of 94 children in care with disabilities (February 2015), of these 65 are 
supported by the East Kent disabilities teams and the remaining 29 by the West Kent team 
(see graph 8). 

Graph 8. Children in care with disabilities (by age and team)
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The predominant disabilities in Kent’s Children in Care are Autistic Spectrum Conditions, 
learning disabilities and associated behavioural problems. Children over the age of 10 are 
particularly represented in these needs (see graph 9) and are some of our most difficult 
children to place.

Graph 9. Disability type by age
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In June 2014 KCC had a care leaver population of just over 1,000 with 413 UASC and 589 
citizen young people. Of these 807 are currently based in Kent. This compares to our 
statistical neighbours who have an average of 327 care leavers.

The potential negative impact of leaving care too early and living independently without the 
right support has been well documented with the Children Right’s Director’s survey on care 
leavers. Children in Care Council (CICC) meetings show that many care leavers feel that 
they leave care too early and often feel isolated and lonely. Care leavers are over 
represented in statistics relating to poor outcomes, for example nationally 34% of care 
leavers are NEET compared to 15.5% of the general population.



1B) Our current approach to meeting our sufficiency duty

In this section we outline our current approach to meeting our sufficiency duty including 
Early Help, our current accommodation offer and outline our current levels of placement 
stability.

Early Help
In Kent, we work hard to ensure the best outcomes for children in care. We are clear that   
the best place for children to grow up is with their families, and we will do all we can to 
support resilience within families. 

KCC is focused on keeping children safe and we are committed to providing support that 
minimises risk for children on the edge of care, improving family relationships and enabling 
them to remain at home where it is appropriate to do so. The council has a range of in-
house and externally provided services that provide support.  This support can be provided 
through Early Help services or through Social Care services and can work in combination 
to promote positive parenting. 

Historically, the majority of Early Help services used the Common Assessment Framework 
(CAF) but in September 2014, Kent adopted a new early help assessment process 
through the Kent Family Support Framework.

Graph 10 shows the current expenditure on Early Help and Prevention staff relative to the 
size of the IKL population (see Page 10) in each district. The graph clearly identifies a lack 
of consistency in how resources have been allocated historically. 

Graph 10. Early help and prevention staff spend by district



Family Group Conferencing (FGC)
Kent’s Family Group Conferencing Service is the largest mandated FGC Service in 
England and Wales delivering around 450 FGCs every year. There was a 26% increase in 
referrals to FGC Service in 2014, representing a year on year increase of 17% for the last 
3 years.

This long established service has received nationally recognised ‘Accreditation’ status. 
Using an easily replicated model of delivery, the service is a countywide model that has 
been applied in both Specialist Children’s Services and Preventative Services. The 
success of the service has led to a high volume of referrals which is currently above 
capacity. 

A financial evaluation of the FGC Service in Kent by Professor Peter Marsh from Sheffield 
University showed that children in families who did not have a FGC were far more likely to 
end up in care (62%) than those that did go to FGC (25%). This equates to cost savings 
resulting from FGC of £4m-£7m, depending on the number of years the children remain in 
care. 

In 2014, 79% of children and young people, assessed as being on the edge of care at 
point of FGC remained living with their families 6-9 months after the FGC intervention. Of 
the 14 Early Help FGCs that we have outcome data for so far, 10 are closed to all services 
(other than universal services) and one family have been referred to SCS.

Remand Placements
We have been successful in meeting our targets to ensure that remands to youth detention 
accommodation are no more than 7.5% of all remand decisions (with the exception of 
those involving unconditional bail) in each of the last 3 years. Kent endeavours to ensure 
that children and young people on criminal court bail are able to remain at home; at times 
where this is not possible we will consider remand to the local authority or alternative 
placements. While there are long established Bail Support & Supervision Services, both in-
house and externally provided, at this current time there is no readily identifiable set of 
resources for Courts to use as an alternative to a placement in the youth justice secure 
estate when they refuse bail.

A joint strategy between Youth Justice and Specialist Children’s Services, is being 
developed which will be designed to minimise the numbers of children and young people 
who are remanded to Youth Detention Accommodation. This will restrict the use of this 
type of remand to those who are assessed as presenting a very serious risk of harm to 
others. The plan will establish a pathway to community based placements that can 
effectively manage the risks associated with this population. Further work is required with 
police partners to reduce the likelihood of the child / young person offending again during 
the period of the remand and to ensure attendance at scheduled Court hearings. 

Children in Care

The Accommodation Offer
Packages of accommodation and/or support are provided to over 2,500 children in care 
and care leavers. The needs of the child or young person are central to the decision about 
their accommodation offer. We aim to place all children (where appropriate) with our own 
in-house foster care service. A range of other placement types are used.



The action plan included with this strategy will identify what actions KCC will take to 
ensure that it continues to meet its sufficiency duty and in particular is better able to 
respond to the needs of children and young people who can be more difficult to place.

The KCC accommodation approach is as follows: 

Children 0 -16: In-house fostering
Independent sector fostering 
Independent sector residential provision

Young people 16 plus: In-house fostering
Independent sector fostering 
Independent sector residential provision
Semi-independent accommodation
Supported lodgings
Private renting – independent
Foyers / Hostels

Placement Stability
The quality and suitability of our accommodation offer for children in care is evidenced by 
data relating to placement stability. Of particular relevance are statistics regarding children 
who have three or more placement moves in a year, the proportion who are in the same 
placement for the last two years and the proportion placed within 20 miles of home.

The current position in Kent is:

- 9.6% of children in care have had 3 or more moves in the last 12 months to 
September 2014. Kent is working towards a target no more than 9%

- 72.7% of children in care have been in the same placement for the last 2 years, 
which exceeds the council’s target of 70%

- 82.4% of children are placed within 20 miles of their originating address

Although currently exceeding its target of placing 80% of children within 20 miles of their 
home address, graph 11 illustrates the challenge facing social care teams in different parts 
of the county and those working with disabled children. Over the lifetime of this strategy 
Kent will particularly seek to improve placements within 20 miles for disabled children and 
those in the west of the county whilst working to improve levels across the county as a 
whole.

Fostering
Kent County Council currently manages a large in-house fostering service with over 870 
registered carers, and 1055 children placed with them. Where appropriate, when a child 
(aged under 16) comes into care, it is KCC’s ambition that they are placed with an in-
house carer. Currently KCC places 69% of its children in foster care with 8 out of 10 of 
those placed with in-house services, the remainder with independent providers. Some 
children in care are placed with connected persons who can be relatives or friends.

The map on page 20 shows the geographical distribution of KCC carers across the county. 
We have been generally successful in recruiting carers, but face continuing challenges in 
the North and West. 



Graph 11. Percentage of children in care placed more than 20 miles from originating 
address by district, December 2014
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Whilst acknowledging the important role that Independent Fostering Agencies (IFAs) have 
to play in supporting Kent to find and make the right placements for its children, the council 
has focused on prioritising the in-house service. Analysis undertaken as part of our 
Transformation Programme has identified that to provide an independent sector foster 
placement costs approximately £400 per week more than an in-house placement. 
Maximising the use of our in-house services will allow resources to be used more flexibly 
to increase the range of support available to our children and young people.

As can be seen in graphs 12 and 13, the majority of IFA use is for adolescents. The use of 
IFA placements for disabled children in care also increases as they get older. For disabled 
children in care under 10, 77% are placed with KCC foster carers, for those aged 10-17 
this falls to 43%. A focus for this strategy will be to increase the capacity of our in-house 
service to place adolescents.

Graph 12. Foster Care demand







Graph 13. Age profile of new IFA placements

KCC in collaboration with Medway Council has in place an Independent Fostering 
Providers (IFP) framework. This came into effect in June 2013 and is in place until July 
2017 with a total of 33 agencies. The framework seeks to work in partnership with IFP’s to 
achieve high quality foster care that meets individual children and young people’s needs 
and outcomes, at the right time, in the right location and at the best possible price.

Residential
With the exception of five short break units for disabled children and Millbank, a reception 
centre for newly arrived 16/17 year old male UASC, KCC does not own or operate any 
residential provision for children in care or care leavers. Residential provision is sourced 
via spot purchase arrangements with providers based on the needs of the child.

Through a desire to maintain children in a family environment KCC places relatively low 
numbers of children in residential provision. Currently only 6% of our children in care 
population are in residential accommodation against a national average of 11%.

However, our success in maintaining children in a home environment does mean that 
those who go into residential care are those with the most complex and challenging needs, 
requiring specialist provision. Despite the large number of residential children’s homes 
within Kent boundaries the council still finds it challenging to secure placements for some 
of our children in Kent. This is particularly an issue for disabled children – whilst only 24% 
of residential placements in Kent are for disabled children, this raises to 46% of all 
placements made outside the county. These placements can be distant from the homes 
address and cause disruption for families and have a negative impact on family 
relationships.

Some of KCC’s residential placements are extremely high cost (see graph 14) with the 
county consistently making placements costing higher than the national benchmark.  
Although the level of need of some of our children may contribute to high costs we are 
confident that by working with the market we can secure better value whilst maintaining 
the quality of placement.

The potential negative impact on children and families when youngsters are placed a long 
way from their originating address is well known. In addition the cost of these placements 



and the additional time and resource required from social workers to support children 
means Kent is seeking to place more children within Kent boundaries. 

Graph 14. Unit cost of residential placements vs national benchmark

KCC recently joined the West Sussex Dynamic Purchasing System, a framework for 
residential education providers. Some placements have been made through the framework 
and its impact on the quality and cost of placements will be evaluated throughout  2015--
2016.

Mental Health needs of Children in Care
The Children in Care Mental Health Service is a dedicated service for children in care. The 
specialist team is part of the Kent & Medway Children & Young Peoples Service (ChYPS; 
formerly known as CAMHS).  The service is for children and young people up to the age of 
18.

This is a multi-disciplinary team, including: social workers, child & adolescent 
psychotherapists, systemic practitioners, family therapists and clinical psychologists.
The aim of the service is to promote placement stability by helping foster carers, children & 
young people and other professionals in the ‘network’ around the child, to understand and 
support mental health issues that may be affecting the placement.  The service can 
provide specialist consultation, therapeutic assessments and a range of interventions for 
children & young people.

There are currently (Jan 2015) 437 Kent and Medway (64 Medway children) CIC receiving 
a mental health service.

Child Sexual Exploitation (CSE) 
Kent underwent a thematic inspection into Child Sexual Exploitation conducted by OfSTED 
in October 2014. The OfSTED report was published in November 2014. Kent is currently 
working with central government and other authorities developing further research into 
CSE and is taking the opportunity to develop its practice further through learning from 
others in this area. 

The council and local clinical commissioning groups have jointly commissioned specific 
services to provide support to young people who have been victims of sexual abuse, as 
well as those that display harmful sexual behaviour. These services and our response to 



CSE are considered in the development of the county’s Emotional Wellbeing Strategic 
Plan “The Way Ahead”, in which it is anticipated that new service arrangements will be in 
place from August 2016.

Signs of Safety
Signs of Safety is an innovative strengths-based, safety-organised approach to child 
protection casework. The heart of the Signs of Safety process is a risk assessment and 
case planning format that is meaningful for professionals as well as parents and children. It 
offers a simple yet rigorous assessment format that the practitioner can use to elicit, in 
common language, the professionals’ and family members’ views regarding concerns or 
dangers, existing strengths, safety and envisioned safety. It emphasises the need to keep 
children at the centre of assessment and planning and incorporates a number of direct 
work tools to support this.

It has been agreed that Kent will adopt the model as a ‘whole system’ approach to working 
with children and their families through Early Help, children in need of social work services, 
at risk of significant harm or in the care system. The model will be adopted as the basis for 
CP conferences, supported by briefings for multi-agency partners through the KSCB and 
information leaflets for children and their families. The approach emphasises that training 
is a starting point and that successful embedding requires the ideas and practices to be 
supported by supervision and organisational processes. Fundamental to this is 
establishing a Practice Leaders group who support implementation and take a lead role in 
developing practice depth and quality. The experience of implementing authorities is that 
the model takes from 2-5 years to fully establish.

Evaluation of the model indicates increased social worker skill and confidence, more 
effective working relationships with children and families achieving positive change. There 
is evidence that children are less likely to become subject to a child protection plan or to 
come into care. The overall aim of the model is to improve the quality and consistency of 
practice across the county. 

The roll out of signs of safety has already begun in social care teams and will be rolled out 
across Early Help services from Summer 2015.

Pathways out of care

Returning home
Kent is committed to ensuring that children can live and grow up in their own families 
whenever possible and as part of this work to try and enable children who have come into 
care to return home to their families where it is safe and appropriate to do so. This is 
described as rehabilitation and will involve the provision of significant services both in 
Social Care and Early Help. Any return home is supported by a robust support plan to 
enable the return home to be successful and permanent.

Where children cannot be cared for by their birth parents, Kent will in the first instance 
seek alternative care arrangements for them within their extended family networks and 
family friends using a range of support where required and support families to apply for 
court orders where appropriate. These alternative care arrangements will ensure that 
children grow up within their extended family, for example living with siblings and do not 
continue to be children in care. This will include children who are made subject to Special 
Guardianship Orders. Over the last three years KCC has supported 44 SGO arrangements 
annually.



Kent is committed to securing permanent alternative arrangements for children who are 
unable to live with their families. This will include adoption, especially for younger children. 
Where children are not able to return home, to live with their extended family, or to be 
adopted, Kent will seek long term fostering arrangements to enable children to grow up in 
a loving, permanent and stable family within the care system. There will be a small number 
of young people who are unable to live in a foster family due to the intensity of their needs, 
and these young people will be found alternative care arrangements with a clear long term 
plan. This will include young people in residential children’s homes.

Adoption
Following a review carried out by in July 2011 by Martin Narey, the former Chief Executive 
of Barnardos, KCC entered into a partnership with Coram, a highly regarded children’s 
charity with an established and successful track record.

The improvement journey of the partnership has been fast and very successful to date. 
Between 1 April 2013 and 31 March 2014 145 children were adopted in Kent, which is 
significantly higher (38.1%) than the number of children adopted in 2012/13 and over 
double (107.1%) the number of adoptions achieved in 2011/12 (70). Between April and 
October 2014 a further 83 adopter households were approved.

During the summer of 2014 a follow up review of the service was undertaken by Jonathan 
Pearce who had led the Independent Improvement Board for Ofsted. This found that the 
adoption service in Kent now has considerable strengths. Kent aims to build on this 
progress over the next 3 years.

Like all authorities Kent continues to face challenges, in particular the decline in placement 
orders since the September 2013 court of appeal ruling. However, the latest data (March 
2015) shows that in key areas Kent is making progress:

- Average days from ‘placement order being granted ‘ to ‘agency decision to match’, 
for children who have been adopted has continued to improve with the current rate 
of 208.1 days showing an improvement of 15 days on the 3 year average 
performance

- Average days between ‘child becoming looked after’ and ‘being placed for adoption’ 
for children who have been adopted shows significant improvement with the current 
figure of 537.8 days showing a reduction of 142 days on the 3 year average

- The percentage of children who ceased to be looked after who were adopted (exc. 
UASC) is currently at 20.6%, again an improvement on the 3 year average of 7%

These figures compare favourably to both statistical neighbour and national performance 
levels. However the council is aware that it still has some way to go to meet government 
targets. We aim to consolidate improvements by:

- Achieving earlier permanence and improved outcomes for children in care 
- Increasing overall numbers of children in Kent being placed for adoption as a 

percentage of the children in care population
- Reducing time taken to identify adoptive placements
- Reducing time taken to place children with adopters following an adoption decision  

and from placement order 
- Increasing post adoption support and ensuring minimal adoption placement 

disruption



- Improving transition points in the child’s journey to adoption

The Adoption service has been identified as a service to be considered for Phase 2 of the 
Transformation Programme. Kent has established that the preferred future service options 
for Kent’s Adoption Service will be to establish a Voluntary Adoption Agency  which builds 
on the current improvement journey and ensures that all children who are identified for 
adoption will achieve a permanent match in a timely way. 

The establishment of the VAA for Kent aims to strengthen current provision, and will 
innovate, providing a new style delivery partnership between local authority and voluntary 
sector provision. It will also ensure that the future provision will continue to focus on 
making successful adoptions for ‘harder to place’ children by reason of age or delay, BME 
community, sibling group of 2 or more, and children with specific additional needs.

Kent County Council are currently in the process of procuring a contractor to provide a 
VAA for Kent going forward, which should be in place in the Autumn of 2015. 

16 plus Accommodation (Children in Care and Care Leavers)
All young people in care are prepared for adulthood and living independent lives where 
appropriate. The care plan and pathway plan will set out the needs of the young person to 
be fully prepared for independent living.  The council will use a range of support services 
to prepare a young person for independence as well as appropriate on-going support to 
ensure a smooth transition to independent living.

KCC currently provides 576 packages of accommodation and/or support to 16-17 year 
olds as well as supporting just over 1,000 care leavers. The council offers a range of 
accommodation options for 16 plus young people and care leavers including supported 
lodgings, shared accommodation and living independently in the community. The council 
also has a contract for ‘Accommodation Services for Looked after Children and Care 
Leavers’ to provide shared accommodation for care leavers across the county.

Supporting People within KCC offer a range of accommodation solutions and support 
services for vulnerable young people. Although currently used by small numbers of Care 
Leavers, this strategy will inform the commissioning of these services to better meet the 
needs of Care Leavers.

Whilst support is important for all children in care, the nature of support for 16 plus young 
people is one of the main factors in ensuring a successful accommodation solution. 
Currently Supporting People commission a range of floating support services to help 
vulnerable young people to maintain accommodation placements and KCC is currently 
commissioning a similar service to provide support to UASC. The council is keen to ensure 
that support is provided based on need, not age. Support should be flexible, responsive to 
the needs of the young person and it must be available when the young person needs it: 
24 hours a day, 365 days per year. 

The current accommodation picture for 16 plus children in care over the last 2 years is 
shown in Graph 15.

Graph 15 shows a small number of children in Bed and Breakfast accommodation (B and 
B) during 2014. KCC make every effort not to place children in B and B and at the time of 
writing there are no Kent children in care living in B and B accommodation. During 2014, 
three young people were placed in B and B on a short term basis of between 2 days and 4 



weeks. We have robust arrangements in place to ensure that B&B is not used to 
accommodate children in care in the future – with a Director Notification system for any 
use of this type of accommodation.

Managing the needs of late entrants to care presents a number of challenges to the 
council. As well as the issue of young people being placed in B and B by District Councils, 
some young people who do not want to be looked after or become looked after but refuse 
our accommodation offer can end up being regarded as intentionally homeless by District 
Councils. 

Graph 15. 16 plus Children in Care and there accommodation type
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The change in circumstances for young people as they transition from being a child in care 
to a care leaver can present challenges in relation to accommodation and support needs. 
Many care leavers are keen to live independently whilst some are not yet ready for 
independence and wish to remain with a family. The ‘staying put’ agenda will support 
those who wish to remain with their foster family but for those wishing to move to more 
independent living there is a challenge for the council to support them whilst working with 
partners to provide realistic and timely accommodation options.

The accommodation status of current care leaver accommodation is shown in Graph 16. 
An analysis of 482 care leavers identified 42% who would prefer to live in a different type 
of accommodation with over half of them wanting to live independently (see graph 17).

For many care leavers, the financial reality of living independently and the potential 
pressures of maintaining a tenancy is something they do not have the resources or 
knowledge to manage effectively. 

Staying Put Policy
The requirement for local authorities to support and monitor arrangements whereby young 
people remain with their former foster carers beyond their eighteenth birthday is set out in 



Section 23CZA of the Children Act 1989, which is a section added to the Act by the 
Children and Families Act 2014. ‘Staying Put’ arrangements enable young people to 
remain with their former foster carers in order to help ensure that they are adequately  
prepared for adulthood, can experience a transition similar to their peers, avoid social 
exclusion and be less likely to experience a subsequent housing and tenancy breakdown. 
KCC’s Care Leaver policy provides more information on our ‘Staying Put’ arrangements.

Graph 16. Current breakdown of care leaver accommodation 

Graph 17. Ideal placements for care leavers - where different from current placement



1C) Our key challenges

This section of the strategy builds upon the information and analysis in 1A and 1B to 
establish the key challenges we face, and that we will seek to tackle in the next three 
years.

Challenge 1: The need for effective support and practice to ensure that 
as many children as possible are able to remain living at home with 
their families

- The provision of Early Help services is not currently aligned to level of need,  
deprivation, or population groupings that are known to require most support

- The projected increase in population indicates that without additional action there is 
likely to be an increase in the numbers of children in care

- Data indicates a need to target resources to support specific Mosaic groups who 
make up 20% of the county’s population

- In the past Early Help resources have not been effectively aligned to levels of need 
in the county, or effectively targeted to those most in need

Challenge 2: Provision of effective support and availability of suitable 
accommodation to meet the needs of care leavers

- The number of unaccompanied asylum seeking children in Kent has a substantial 
impact. The increase in numbers looks set to continue, and has a disproportionate 
effect on our need for accommodation and support for care leavers.

- Kent has a high number of adolescents in care, some of whom can be the hardest 
children to place. Access to accommodation and support is a key challenge for our 
work with these young people.

- Managing the accommodation and support needs of the high number of care 
leaver’s countywide presents a significant challenge, as Kent has approximately 
three times as many as the average for our statistical neighbours.

- As a two tier council Kent has an agreed Youth Homelessness protocol with the 12 
District Councils in the county to support young people who present as homeless. 
The impact of the Southwark Judgement has affected all authorities, increasing the 
number of late “entrants to care”, however this appears to be a particular issue for 
Kent. 

Challenge 3: Access to high quality placements that support children in 
care to have stability and to achieve positive outcomes

- We do not have enough in-house foster care placements across the county for 
children with complex needs, including those with disabilities, or more challenging, 
older children. This is a particular issue in the West of the county.

- Kent is paying a very high average price for residential care in comparison to other 
areas as well as placing too high a proportion outside Kent. This is partly explained 
by the fact that the service is used only for those with the most complex needs

- The ethnic profile of children in Kent is changing, consideration needs to be given to 
what specific actions the council needs to take to meet the needs of ethnic minority 
children

- The council places too many children and young people with complex needs in high 
costs residential placements outside Kent. 



- Less than half of all disabled children in care aged between 10 and 18 years old are 
supported by the council’s foster service

Challenge 4: Quality of practice and support to meet the needs children 
in care, improving their experience of care and achieving permanence

- Having succeeded in supporting many more children to be adopted successfully, 
there is now a need for an increased level, and variety of post-adoption support

- Good progress has been made in increasing the number of children placed for 
adoption. However we continue to face challenges to find placements for some 
groups of children who are harder to place. The council also needs to increase its 
level and variety of post-adoption support

- Meeting the emotional and mental health needs of children in care, contributing to 
placement stability

- The council is committed to implementing Signs of Safety as a means to improve 
practice and focus on the needs of the child

- Ensuring that the therapeutic needs of victims of abuse and exploitation can be met



Part Two: Our Response

Like every council, KCC has limited resources to tackle the challenges we face. In order to 
maximise the impact of these resources and have the biggest impact on outcomes we 
have identified key areas of focus. These will be the strategic levers that will shape our 
activity. They are:

1. Enhancing Early Help, prevention and partnership working
2. Further developing in-house foster care services
3. Continuously improving quality of care 
4. Market engagement
5. Continuing to build organisational effectiveness 

These will focus our ambition, providing a framework for specific actions that will allow this 
strategy to act as vehicle to drive real change in our sufficiency offer.

These levers build upon and consolidate work to deliver the priorities of our 
Transformation Programme. We have built up a considerable amount of momentum for 
change that we intend to embed through the life of this strategy as we focus on improving 
outcomes for children and families in the county. 

Our approach in this section is to respond to the challenges we have identified by outlining 
what our approach will be and what actions we will take. 

Challenge 1: The need for effective support and practice to ensure that 
as many children as possible are able to remain living at home with 
their families

What will our approach be? 
Whilst there will always be cases where it is right to take a child into care for their 
protection, KCC is focused on improving parenting, reducing risk and dysfunction, and  
enabling children to grow up in their families wherever possible. We see intervening early 
and providing support to keep families together as the way to achieve the best outcomes 
for vulnerable children. 

We believe that through a transformed Early Help Offer we can improve the quality and 
accessibility of support in order that we can meet the needs of more children and families 
without the need of statutory services. 

Through our transformation programme we will enable ensure that early help services 
more effectively target need those families in the most need. In addition we will work 
proactively with partners to increase support for vulnerable families where children are at 
risk of entering care to improve parenting and family relationships leading to better 
outcomes for children and young people. We will place a particular focus on supporting 
adolescents at the edge of care, preventing late admissions to the care system. 



We understand that partnership working is critical to success. As part of the delivery of this 
strategy we will focus on continuing to develop stronger relationships with district councils 
and partners within localities to establish protocols to prevent youth homelessness.

What actions will we take?
1.1 Redesign our approach to the delivery of Early Help services through the 
implementation of the ‘Early Help’ strand of our Transformation Programme

1.2 Develop a commissioning strategy for Early Help services that is complementary to the 
new structures being developed as part of our Transformation Programme

1.3 Work with District Councils and key stakeholders to develop processes and 
procedures to best meet the needs of young people presenting as homeless including 
redrafting the youth homelessness protocol and producing a homeless young people’s 
strategy

How we will measure our success:
Measure 1: We will expect to see a reduction in the number of children and young people 
who enter local authority care

Challenge 2: Provision of effective support and availability of suitable 
accommodation to meet the needs of care leavers

What will our approach be? 
We will work with local partners to review all accommodation and support options for care 
leavers during 2015. The aim will be to ensure that we are able to support effective 
transition to independent living as soon as young people are ready to do so. In order to 
achieve this we will develop a single programme of work that considers the needs and 
aspirations of the young people in our care, as well as the resources available to provide 
the support and accommodation that they need. 
A key focus will be upon working together with district housing departments, and local 
providers of accommodation and support, ensuring we are able to make the most of 
limited resources and to design creative and robust solutions to ensure young people are 
able to live independently and to thrive in the future. 

Through our Transformation Programme we will develop new tools and pathways to 
support young people to leave care with the skills they require to live independently. 

What actions will we take?
4.2 Develop a co-ordinated and strategic accommodation commissioning plan, by 
reviewing the accommodation and support services that KCC currently commissions from 
the independent sector (including semi-independent, supported lodging and supporting 
people services) 

4.4 Implement the Care Leaver’s Accommodation Project as part of our Transformation 
Programme to develop improved pathways to independence  and ensure care leavers are 
equipped with the skills for independent living 



How we will measure our success:
Measure 2: We expect to see an increase in the percentage of Care Leavers who are 
living in suitable accommodation

Challenge 3: Access to high quality placements that support children in 
care to have stability and to achieve positive outcomes

What will our approach be? 
The first part of our approach will be to continue to strengthen and develop our in-house 
fostering service. We aim to place children in care with an in-house foster carer wherever 
possible. We currently have gaps in certain geographical areas as well as with suitable 
placements for children with disabilities and adolescents. Through our Transformation 
Programme we will focus on improving the effectiveness of our service so that we are 
better able to make effective placement matches, improve the support to existing carers 
and focus our recruitment activity on identifying carers to work with children with 
disabilities and adolescents. 

The second will be to work proactively with the market for external foster and residential 
care. We recognise that the council cannot meet its sufficiency duty without working 
proactively and in partnership with external providers. Currently work with the market 
covers all ages and a wide range of accommodation offers for our children in care 
population. We will aim to enhance this work to ensure Kent children in care receive high 
quality, good value provision, located within Kent boundaries. Placements for children with 
disabilities will be a particular focus of this work, as we seek to ensure that we have a 
reduced reliance on the use of geographically distant residential services in the future. 

During the lifetime of this strategy existing framework agreements will be reviewed and 
new ones developed. The aim of these will be to secure the best possible placements to 
meet needs within available resources. In identifying new frameworks we will work with 
young people and with providers to establish what is most likely to work. This will include 
considering the potential for new partnerships with other local authority areas.   

What actions will we take?
2.1 Review in-house foster service procedures and decision making processes in line with 
the implementation of the ‘External Spend’ strand of our Transformation Programme 

2.2 Implement the Fostering Improvement Plan 

2.3 Enhance support for foster carers to improve both placement stability and the range of 
children and young people whose care needs can be met

4.1 Implement a new process for identifying high quality cost effective IFA placements by 
reviewing the existing IFA framework and introducing new systems and process in our 
Access to Resources Team

4.3 Improve access to residential care, both through work as part of our Transformation 
Programme to improve efficiency of our processes and with neighbouring local authorities 
to consider potential frameworks procuring high quality cost effective residential 
placements



4.5 Deliver a new Quality in Care framework, embedding a systemic approach to ensuring 
the quality of placements for children and young people

How we will measure our success:
Measure 3: We expect to see an increase in the number of children placed within 20 miles 
of their originating address for children with disabilities and those in the West of the 
county.

Measure 4: We expect to see the percentage of children remaining in the same placement 
for two years to remain stable

Measure 5: We expect to grow and diversify the skill, capability and capacity of our in-
house foster carers 

Challenge 4: Quality of practice and support to meet the needs children 
in care, improving their experience of care and achieving permanence

What will our approach be? 
We believe that the experience that children have in care, and as they transition from care, 
is of key importance to their future success. As such we are committed to continuing to 
improve our practice by supporting practitioner decision making and getting it right first 
time. Social work practice has been a key priority for the council for the past five years, 
and will continue to be so as we focus on improving both our theoretical framework and 
our process and procedures. 

The implementation of the Signs of Safety approach as part of our Transformation 
Programme will improve the outcome focus of our practice and help to develop stronger 
practice. Alongside this, our process re-design work – built upon work with our 
practitioners themselves, will help to ensure we have a tighter grip and a more proactive 
approach to supporting children to achieve outcomes.  

During the life of this strategy there will be a particular focus on the risk of Child Sexual 
Exploitation, and support to children who have been victims. This will build upon learning 
from the thematic inspection in 2014 and the delivery of our resulting action plan.

We will focus on improving the services that we provide to children in care in order to 
better meet their needs, and to help them to have successful and stable placements. This 
will include support and therapy to meet emotional and mental health needs (including for 
those that have been victims of abuse). These will be implemented through our new 
partnership Emotional Wellbeing Strategy, which will see a systemic approach to support 
implemented from August 2016. In addition we will continue to work with our health 
colleagues to ensure children in care and care leavers have access to the services they 
need. 

Having succeeded in improving our adoption service in recent years, we will go further 
during the life of this strategy. During 2015/16 we will build upon the success of our work 
with our Improvement Partner to implement new management arrangements for the 
service, seeking to improve the timeliness of adoption processes and identify suitable, 
permanent families, for those groups’ children who have been harder to place. 



What actions will we take?
3.1 Implement the Specialist Children’s Services strand of our Transformation Programme.

3.2 Build on the thematic inspection of child sexual exploitation to develop services (which 
acknowledge the large UASC population) to minimise the risks to children and young 
people in Kent 

3.3 Review the current Children in Care Mental Health Services contract to ensure children 
in care, foster carers and care leavers are receiving appropriate, timely mental health 
support

3.4 Put a plan in place to improve timely and effective permanency arrangements for 
children in care

3.5 Implement new, long-term arrangements for the management of the adoption service, 
in order to build upon the continuous improvement journey we have seen in recent years

How we will measure our success:
Measure 6: We expect to see a reduction in the number of children in care that have three 
or more placements moves on a year

Measure 7: We expect to see a continued reduction in the length of time it takes between 
a child entering care of the local authority, and an adoption order being granted.

Measure 8: An increase in the number of children in permanent long-term fostering 
placements 

The impact of this strategy and how it will be monitored
This document has looked at Kent and the challenges we face in meeting our sufficiency 
duty. Strategic priorities have been identified and actions proposed that when implemented 
will mean we are better placed to meet our sufficiency duty. 

We believe it is critical that we maintain this strategy as a “live” document. Improving 
sufficiency is a priority for us, and therefore we intend to ensure the strategy doesn’t 
simply gather dust. Therefore, we intend to provide regular reports and monitoring of 
progress, both through the Social Care and Early Help leadership team, and to elected 
Members. We will undertake to ensure the following:

1. A quarterly report on the progress of our performance measures, and analysis of 
progress to the Specialist Children’s Services Divisional Management Team

2. A half-yearly report of the same to the Member led Corporate Parenting Panel
3. An annual consultation event with Children in Care to review progress and discuss 

key issues and aspirations for improvement

These progress reports will pull together information on all of the actions identified, many 
of which are to be delivered through different projects and programmes in the council. 

What will success look like?
Building on our first sufficiency strategy, it is important that we are able to measure the 
progress we are making, and to reflect on challenges where progress is not meeting our 



expectations. In order to do this we will need to need to make effective use of the 
management information we collect. 

The following performance measures are those we have identified in this strategy. These 
will form our “Sufficiency Dashboard”, which will be monitored on a monthly basis and 
reported quarterly as above. 

Measure 1: We will expect to see a reduction in the number of children and you people 
who enter local authority care

Measure 2: We expect to see an increase in the number of Children in Care, Care Leavers 
and Vulnerable Young People having the necessary skills and opportunities to live 
independently 

Measure 3: We expect to see an increase in the number of children placed within 20 miles 
of their originating address for children with disabilities and those in the West of the 
county.

Measure 4: We expect to see the percentage of children remaining in the same placement 
for two years to remain stable

Measure 5: We expect to grow and diversify the skill, capability and capacity of our in-
house foster carers 

Measure 6: We expect to see a reduction in the number of children in care that have three 
or more placements moves on a year

Measure 7: We expect to see a continued reduction in the length of time it takes between 
a child entering care of the local authority, and an adoption order being granted.

Measure 8: An increase in the number of children in permanent long-term fostering 
placements 

By tracking these measures we will be able to identify the impact that we are having on the 
sufficiency of accommodation for our children in care. Where progress is not made we will 
use the “Improvement Cycle” process, to collect and analyse data prior to identifying a 
means of improvement and monitoring its impact. 

The Voice of the Child
The council is committed to ensuring that the voice of the child will have an increasing role 
in service design and delivery across all our services, both internal and externally 
contracted. Having consulted with children in care as part of strategy development, we 
have committed to providing an annual update on progress, and to involve young people in 
further planning and development of the identified actions. The council will be able to 
evidence the impact of the contributions of our children and young people.

What actions will we take?
5.1 Establish robust monitoring of the strategy utilising existing performance management 
frameworks, reporting on a quarterly basis to Specialist Children’s Services Divisional 
Management Team, and on a six monthly basis to the Corporate Parenting Panel



5.2 Implement actions in our Participation Strategy, increasing opportunities for children 
and young people in care and care leavers to impact upon and influence service design 
and delivery

5.3 Use monthly reporting to track progress and identify issues, utilising the Improvement 
Cycle process to address performance issues and barriers to success



Appendix A: Action Plan - What we are going to do
This high level action plan outlines the specific activity the council will take over the next three years to achieve sufficiency. It is supported by a 
number of service specific/operational actions plans

Strategic Lever 1:                                  Early Help, Prevention and Partnership working
What will we do?  Kent County Council will focus on providing targeted, effective early help services to safely prevent children from coming into 

care. The council will work proactively with partners and stakeholders to deliver the best outcomes for children. 
Actions Lead By When
1.1Redesign our approach to the delivery of early help services through the implementation of the ‘early 

help’ strand of our Transformation Programme
Florence Kroll July 2016

1.2Develop a commissioning strategy for early help services that is complementary to the new structures 
being developed as part of our Transformation Programme

Florence Kroll / 
Thom Wilson

April 2016

1.3Work with District Councils and key stakeholders to develop processes and procedures to best meet the 
needs of young people presenting as homeless including redrafting the youth homelessness protocol 
and producing a homeless young people’s strategy

Sarah Hammond 
/ Thom Wilson

January 2016

Strategic Lever 2:                                  In-House Foster Care Services
What will we do?  Kent County Council will grow and diversify the skill, capability and capacity of its in-house foster carers  
Actions Lead By When
1.4Review in-house procedures and decision making processes (including the function of the single 

placement team) in line with the implementation of the ‘external spend’ strand of the Transformation 
Programme 

Geoff Gurney September 
2015

1.5Implement the Fostering Improvement Plan Geoff Gurney April 2016
1.6Enhance support for foster carers to improve both placement stability and the range of children and 

young people whose care needs can be met
Geoff Gurney April 2016



Strategic Lever 3:                                Quality of Care - Continuous Improvement      
What will we do?  Kent County Council is committed to facilitating the highest quality of ‘authoritative’ social work practice, supporting 
practitioner decision making and getting it right first time.           
Actions Lead By When
1.7 Implement the Specialist Children’s Services strand of our Transformation Programme.

Philip Segurola
July 
2016

1.8 Build on the thematic inspection of child sexual exploitation to develop services (which acknowledge the 
large UASC population)  to minimise the risks to children and young people in Kent 

Patricia Denney April 
2016

1.9 Review the current Children in Care Mental Health Services contract to ensure children in care, foster 
carers and care leavers are receiving appropriate, timely mental health support

Thom Wilson August 2016

1.10  Put a plan in place to improve timely and effective permanency arrangements for children in care Geoff Gurney April 
2016

1.11  Implement new, long-term, arrangements for the management of the adoption service, in order to 
continue the positive improvements we have seen in recent years

Geoff Gurney January 
2016

Strategic Lever 4:                                  Market Engagement
What will we do?  Kent County Council will work in a proactive way with the independent sector to deliver the best possible accommodation 
solutions for Kent Children and young people in the most timely and effective way
Actions Lead By When
1.12  Implement a new process for identifying high quality cost effective IFA placements by reviewing the     

existing IFA framework and introducing new systems and process in our Access to Resources Team
Thom Wilson June 2017

1.13  Develop a co-ordinated and strategic  accommodation commissioning plan, by reviewing the 
accommodation and support services that KCC currently commissions from the independent sector 
(including semi-independent, supported lodging and supporting people services) 

Sarah 
Hammond / 
Thom Wilson

October 2015

1.14  Improve access to residential care, both through work as part of our Transformation Programme to 
improve efficiency of our processes and with neighbouring local authorities to consider potential 
frameworks procuring high quality cost effective residential placements

Thom Wilson April 2016

1.15  Implement Care Leaver’s Accommodation Project as part of our Transformation Programme to 
develop improved pathways to independence  and ensure care leavers are equipped with the skills for 
independent living 

Thom Wilson April 2017

1.16  Deliver a new Quality in Care framework, embedding a systemic approach to ensuring the quality of 
placements for children and young people

Geoff Gurney September 
2015



Strategic Lever 5:                                  Organisational Effectiveness 
What will we do?  Kent County Council’s transformation process is driving the vision of a fully integrated children’s service that delivers the best 
outcomes and safeguards for children, young people and families.

Actions Lead By When
1.17  Establish robust monitoring of the strategy utilising existing performance management frameworks, 

reporting on a quarterly basis to Specialist Children’s Services Divisional Management Team, and on a six 
monthly basis to the Corporate Parenting Panel 

Thom Wilson June 2015

1.18  Implement actions in our Participation strategy, increasing opportunities for children and young people 
in care and care leavers to impact upon and influence service design and delivery

Geoff Gurney April 2016

1.19  Use monthly reporting to track progress and identify issues, utilising the Improvement Cycle process 
to address performance issues and barriers to success

Thom Wilson Ongoing




