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A rigorous change and improvement programme validated by Ofsted
We’ve transformed the way in which we deliver, and the ways in which our staff work together and with
others – more help at the front door and more staff on the front line. We have cut our social worker
vacancy rate to be the best in the region and by association have manageable caseload rates.
We've seen an increase in complexity and need alongside new requirements set by central government of
the areas in which we must now deliver – significant concerns about the level of Domestic Abuse,
Substance Misuse and adults and young people experiencing very serious mental health challenges Safeguarding across schools, Electively Home Educated Children, increased responsibilities for young
people up to 25 years. 5000 Children each year across the continuum of need.
The Capital investment in schools and SEND sufficiency will support a decrease in the spend in the High
Needs Block element of the Direct Schools grant – in time there will also be some positive advantage to
General Fund in the areas such as SEND transport.
The capital investment in building and adapting care provision will, when open, also provide significantly
better homes for our children and associated savings over time.
We looked to deliver our transformation savings for last year without recourse to the transformation fund we achieved that to the value of £1.87M
We’ve been agile and worked at pace and we need to go further.

Dorset Children Thrive – locality delivery model
Key areas of responsibility: Multi-disciplinary teams delivering Early Help, SEND assessment and support, inclusion support,
early years setting support and education challenge and support, virtual school, education psychology and Social Work;
Whole Family, Whole School Approach. Locality Leadership is matrixed across all Corporate Directors

Priorities:
• Further integration and co-location with partners
• Deepening community relationships
• Inclusion and high standards in all education settings
• Delivery of excellent services
• Deliver the Children, Young People and Families Plan

A managed system

• Our data shows many more of our families are getting help at the
right time from the right person who can meet their needs.
• The number of children coming into our care has fallen steadily
over the past 18 months 474 to 441 today, most parts of the country
has seen an increase during the pandemic.
• Those that do come into care, do so in a planned way at the right
time as validated by Ofsted and more children are steadily leaving
our care.
• We cannot project the same decrease this year, but we can see a
change in placement make up and resultant cost
• We need our new provision open, and we need to recruit more
internal carers who are resilient and well supported to be so.
• We can be confident of holding steady or below as our Child
Protection numbers have also fallen steadily

2021/22 Revenue Budget (£ Exc. DSG)
Care and Protection
Commissioning, Quality &
Partnerships
Education and Learning
Director's Services
DSG Recharges
TOTAL

Gross Expenditure

Gross Income

Net Expenditure

53,002,411

-1,794,845

51,207,566

9,827,757

-365,345

9,462,412

21,305,689
2,628,324
86,764,181

-5,841,180
-1,041,700
-1,080,400
-10,123,470

15,464,509
1,586,624
-1,080,400
76,640,711

Q2 Financial Year 2021/22 forecast

The projected budget pressure of 3% is largely in relation to two significant factors –
higher cost residential and lack of trading income from schools
Q2

Care & Protection
Commissioning, Quality and
Partnerships
Director's Services
Education and Learning
DSG recharges
Children's Services (DC)
Total

Covid-19

Savings
Savings
Progress ProgressTactical Transformation

In year
pressure
only

- 1,950

- 1,950

- 172
93

- 17

- 892

- 68

- 239

67

- 17

127

- 30

- 794

- 52
- 2,973

Other

- 52
- 17

- 68

-

- 286

- 2,602

External Spend - creating budget pressure
September Data
• We had 435 children in our care and 188 placed with external providers
• Residential

• Average residential costs have increased by approximately 10% since 2019 from
£4697 per week to £5,152 per week (due to fee increases rather than inflation)
• There are just under 3,000 children homes nationally and 80% are owned by private
companies and 10 companies own 1/3 of all provision
• 20 of our 60 residential placements are with these companies at a cost of £103,124
per week

• Independent Fostering Agencies

• There are 307 IFAs providing almost 40,000 fostering places and 7 companies own
almost 2/3 of them
• Almost half of our children in IFAs are placed with the top 7 at a cost of £57,839 per
week

Value for money: Developing sufficiency of good care
provision
• We are making good use of the
investment agreed by Cabinet in
2020 implementing a different way of
supporting and providing care to our
teenagers through a new model of
delivery at The Harbour- replacing
traditional young people's homes
with hubs which combine residential
care with fostering, outreach
support, and supported lodgings.
• Working with external local providers
to support them to create additional
residential capacity locally which has
resulted in new and planned
externally provided children’s homes.

£1.9 million

The Harbour cost avoidance for
2021/22

Transformation: Year 2 - 5 priorities
Transformation bids with National Regional and Local funding and support.

Mockingbird
Family Model

Holistic
Safeguarding
(whole family
working)

Our digital family
offer

Family Hubs

0-25 Conception to
settled adulthood

£2.6M investment over 5 years
• anticipating cashable savings of approximately £15M
• cost avoidance of an additional £12.7M

Transformation – 5 year plan investment and return - agreed

Project
Operating
Expenditure

Our Family Digital Offer
Family Hubs
Mockingbird
Holistic Safeguarding
0-25/Conception to settled
adulthood

Total
Our Family Digital Offer
Revenue &
Cashable Savings Family Hubs
Mockingbird
Holistic Safeguarding
0-25/Conception to settled
adulthood

Total

Non-cashable
savings

Total

Year 1
2021/22

Year 2
2022/23

Year 3
2023/24

Year 4
2024/25

Year 5
2025/26

655,275
342,415
425,180
1,059,590

126,820
37,505
129,950
340,840

340,825
302,430
244,100
690,550

89,630
2,480
51,130
18,180

65,000
0
0
10,020

33,000
0
0
0

84,150

14,000

70,150

0

0

0

2,566,610

649,115

1,648,055

161,420

75,020

33,000

2,927,500
2,500,000
2,500,000
4,500,000

677,500
250,000
250,000
750,000

500,000
500,000
500,000
1,000,000

750,000
750,000
750,000
1,250,000

1,000,000
1,000,000
1,000,000
1,500,000

2,550,000

300,000

500,000

750,000

1,000,000

2,227,500

3,000,000

4,250,000

Total

14,977,500
12,750,000

-

1,750,000

2,750,000

3,750,000

5,500,000
4,500,000

Tactical Savings from Review of Services for 22/23
Area

Proposal

Rationale

Savings/costs avoided

Implications

Review of DC Nurseries and
afterschool clubs

Close or transfer responsibility for
provision to a new provider

This is not core business and not a statutory
responsibility for councils to deliver, early years
market can meet need, reduce council pay roll
and associated overheads.

£148k overspend avoided
- reduce pay roll and associated
overheads

Identification of new provider
preferable, no sufficiency issue in
Blandford, but may be an issue in
Shaftesbury – closure would require
public consultation

Delivery of Children Who are
Disabled Strategy - review of
provision and services

Delivery of lower cost care and
better range of support

The current provision in the county is not meeting Estimated £1m
all our needs and not used to full capacity,
benchmarking indicates our costs are higher than
other local areas. We do not have enough
overnight short breaks or foster carers for
children who are disabled. We need different
types of in-home support.

Review of children's care plans,
employee redeployment, commissioning
new provision, recruiting more foster
carers, co-production with families.

Review of Traded Services

New model for traded services and
new relationship with schools

Lost income as a result of new operating model
focusing on early intervention; need for full cost
recovery

New model being developed to increase
income or alternative options to be
explored

Efficiency savings across
delivering improvements to
packages of support

Review all packages of support to
identify cost reduction
opportunities

Timely to review needs and costs paid to continue £400k
to ensure value for money

Review of children’s plans

Music Service

Consider future governance and
potential to transfer to new entity

Not core business, valued service that could
operate more effectively at arms length

Identification of a new provider,
employee engagement required

£600k

This will reduce council head count and
therefore would deliver a reduction in
pay roll and associated overheads

Additional funding for 22/23
Area

Description

Pay related and general changes

As per all Directorates, additional funding for pay awards, increments and other
pay adjustments. This also includes fees and charges and gas and electricity
changes.
External Placements, including The
Through adopting a Children in Care projection model, including further
Harbour
efficiencies, plus year 2 of The Harbour project, as detailed in the March 2020
Cabinet paper.
Unrecovered income through change The Thrive locality model changed the operating model in Children's to an early
in the operating model to deliver
intervention and capability building resource to manage down future demand.
early intervention
Therefore, old income targets were discontinued.
Demand pressures in the Special
Additional funding required to ensure the budget is sufficient, reflecting best
Guardianship Order (SGO) / Children practice with more children remaining in the care of their families and support for
Who are Disabled service
children with disabilities. Special Guardianship support for children their families
will be reviewed on agreed timeframes and means tested where appropriate.
Delivery of Children Who
are Disabled Strategy - Service
Manager
DSG Recharge rebasing

£
£2.18m

£2.12m

£1.28m

£0.97m

Funding for a new service manager position for the Children Who are Disabled
Service- supporting our 0-25 ambitions.

£0.075m

Children’s Services have an income line from the Dedicated Schools Grant (DSG) to
support a range of services and activities. This amount is required to correct a
historic imbalance.

£0.052m

Children in Care – The model summarised
Based on the September 2021 position
Creates a ‘funding envelope’
Assesses the Children in Care cohort for next year (removing those who turn 18)
Adds expected growth (105 or ~8 per month) New entrants
Adds an amount for expected external placement price increases
Models five external placements moving to into Independent Fostering Agency placements
Models assumes 33 children have permanence plans implemented during the year
This creates a ‘funding envelope’ totalling £28.2m to support 425 children

Summary for 22/23 one-year plan of a five-year strategy

Opening budget, including 2021/22 adjustments
Budget increases (e.g. External Placements)

£71,741,102
£8,747,312

Budget decreases (Service review and Transformation)

(£6,280,600)

Current base budget for 2022/23

£74,207,814

Stop here?

Dedicated Schools Grant (DSG)
A ring-fenced grant of which the
majority is used to fund:

• individual school budgets in local
authority-maintained schools and
academies in Dorset, early years
nursery entitlement
• provision for pupils with high needs,
including those with Education
Health & Care Plans (EHCPs) in
special schools, special provision
and mainstream schools in Dorset
and out of county. 
• Part of the DSG, the Central
Services Schools Block (CSSB)
provides funding for Dorset Council
to carry out central functions on
behalf of pupils in state-funded
maintained schools and academies
in England.

High Needs Block (HNB)
Dorset's High Needs Block budget 2021/22

Top up payments

37%

26%

Places

Placements and Direct Payments

Other

25%

11%

Dedicated Schools Block and High Needs Block
In-Year position
£m
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What has driven the High Needs Block cumulative deficit?

Number of

Number of Statements / EHCPs over time

4000
3500

2014: The
new Children
& Families Act
became law 1 September
2014

2016: Learning
Disability
Assessments (post
16) cease to have
legal effect - 31
December 2016

2018: All
statements
converted to
EHCPs by 31
March 2018.

2019: Dorset
Council formed.
~280 EHCPs
transfer to BCP
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2021
(Sept)

2022

2955
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Data Source: SEN 2 Return / DfE Safety Valve model / SEN Performance Dashboard
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2021/22 Current Capital Budget
Scheme
SEND Capital investment:
Dorset Centre of Excellence
Beaucroft College
Inclusion Hubs (in feasibility)
Expansion of other Dorset Special Schools (in feasibility)
DfE Special Free School projects (DfE funded)
DC Corporate Capital:
Cranborne Middle School replacement of modular accommodation
Dorchester Rd / Kirtleton Avenue
Children's Residential Sufficiency Programme
School Access Initiative

37,500,000

DfE Funded
800,000
4,137,000
270,000
200,000

Value for money: Developing
sufficiency of education
placements
• The Council has committed to a capital investment for a
5-year sufficiency strategy to create more than 500 new
places to target new or expanded provision.
• Cabinet has already signed off two significant projects
which will deliver over 300 of the planned 500 place
growth including:
• the purchase of St Mary’s School in Shaftesbury in
January 2021
• Expansion of Beaucroft Special School into the
former Wimborne First School site which will result
in up to 80 additional SEND places for Dorset
children and young people, with a particular focus
on those in post-16 education.
• Our inclusion strategy and development of Inclusion
Hubs will help more children remain in communities in
their mainstream settings – reducing costs and
improving outcomes and a number of schools have
expressed an interest

