A COMMON APPROACH TO INSPECTING SERVICES FOR CHILDREN AND YOUNG PEOPLE

RESPONSES TO CONSULTATION
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1.  The consultation

The consultation paper A Common Approach to Inspecting Services for Children and Young People was published in October 2005 and responses were sought by 16 December 2005.  This deadline was subsequently extended to 18 January 2006.

The consultation document welcomed any kind of response, but particularly asked for responses to a number of questions.  The document also sought practical suggestions relating to:

· the sharing of inspection findings between inspectorates, including the streamlining of the collection of information from service-providers.

· The harmonisation of inspection findings;

· The use of evidence from self-evaluation;

· The involvement of children, young people and families in the process of evaluation.

The following report takes account of responses under all of the above categories.

2.  Number and distribution of responses

A total of 42 responses was received by 18 January, distributed as follows:

	Category
	Number of respondents

	Child protection committees
	2

	Local authorities (including LA responses on behalf of local partnerships)
	21

	NHS
	2

	Police forces
	3

	Voluntary organisations
	8

	Other
	6


3.  General tenor of the responses

The general tenor of responses to the proposals was overwhelmingly positive.  This is clear from the analysis of responses to the specific consultation questions which follows in the next section.

Many respondents explicitly welcomed the overall approach to inspection of services for children and young people.  For example:

[We and our partners] welcome the integrated and collaborative approach to inspection that is being proposed.  The document and its proposals are considered to be very acceptable, on the basis that if we are committed to joined-up services, then there ought to be joined-up inspection. (A local authority)

The common approach to inspecting services for children and young people makes sense, as does a common matrix.  Collectively, health would welcome common performance indicators across all agencies.  We welcome the fact that there will be a coherent inspection regime and the chance to self-evaluate services across the agencies.  (An NHS Board)

[We] welcome steps to develop a more coherent landscape of inspection of services for children and young people.  Children and young people access a whole range of different services at different times in their lives and for different reasons – the development of a common approach to quality assurance and improvement recognises that it is very important for every such service to have a focus on its impact and outcomes for children and young people. (A voluntary organisation.)

I fully support the proposals contained within the sections and have no issues with any of them. (A police force)
Other respondents tempered their overall positive responses with comments about the resource implications of inspection, and/or with emphasis on the need for rationalisation of inspection activity.  For example:

[We] welcome the general direction being proposed towards the inspection of services.  We see this as an opportunity for the overall quality of inspection and its relevance and usefulness for those who deliver services, to be enhanced.  We firmly believe that the quality of inspection is more important than the quantity.  The document does assure us in relation to the harmonisation of inspection activity.  However, we suggest that there is room to further explore and expand on the question of rationalisation of activity and on proportionality. (A local authority)

[We] welcome steps towards agencies working more closely together, and recognise the benefits of an integrated system of assessment.  However, the potential for integrated inspections to become yet another regulatory burden on providers and the resource implications of the proposals for the voluntary sector should not be overlooked. (A voluntary organisation)

One respondent, was concerned that the otherwise desirable developments could, in the short term, contribute to what it described as “the current and potentially increasing volume of inspection”.  The respondent questioned the need to press ahead with separate implementation of child protection and INEA inspections.  Rather, there was an opportunity, even now, to take a more coherent approach.  This respondent commented that the draft INEA2 framework is essentially the generic framework which has been adopted for Child Protection and Social Work inspections.  It therefore concluded:

We are strongly of the view that the coherent system is almost in place and that, between now and 2008, that system should be refined not least with a view to ensuring commonality of approaches to quality improvement across the sectors.  (A local authority) 

Overall, comments such as these were mainly cautionary remarks rather than objections to the proposals.

Two respondents had more fundamental concerns about the proposals.  One of these, while recognising “that a common approach of joint integrated inspections is a good way forward”, saw the proposals as taking a “one size fits all” approach:

[We] are concerned that the proposed inspection system represents a rigid, ‘one size fits all’ approach that will, in practice, fail to fit all children’s services and inevitably be unable to meaningfully evaluate the diverse work across the different sectors. ( A voluntary organisation)

The other, while welcoming aspects of the proposals in principle, had the following to say in summary:

The approach is far too complex to easily understand and we are not clear that this will achieve what we are sure was initially intended i.e. a rationalised approach to inspection.  We feel a more radical approach should be applied, a time-bound phased move to a single inspection agency. (A local authority)

4.  Extent of agreement with the proposals

The consultation paper sought responses to 16 specific questions, grouped into 4 broad areas: The majority of respondents responded to some or all of the questions.  Around 17% elected not to address any of the specific questions.  

In the table below, which summarises the responses to each question, the extent of agreement is categorised as follows:

	Category
	Extent of agreement

	3
	Agreement, sometimes accompanied by comments or suggestions intended to make the relevant aspects of the proposals effective in practice.

	2
	Qualified agreement, i.e. agreement qualified by comments of a cautionary nature, for example a concern about the resource implications of a particular proposal or another aspect of its workability in practice.

	1
	Disagreement indicating disagreement with that proposal.

	Blank
	No response to that particular proposal.


In many cases, respondents made it quite clear the extent to which they agreed or disagreed with each proposal.  In other cases, the extent of agreement or disagreement had to be inferred from the text.  The assessments of the responses using the above scale are therefore to some extent subjective.  Nevertheless, the overall picture is clear from the following table, which summarises the responses.

	Table: Summary of the extent to which respondents agreed with proposal(s) associated with each question

	Questions
	No. of responses in each category

	
	3
	2
	1
	Blank

	1.1 The proposal that, within the coherent system of inspection, inspectorates concerned with services for children and young people will contribute information which will enable six key questions to be answered in relation to service provision. 

	27
	5
	0
	10

	1.2 The argument that, although many established patterns of inspection are working well, inspection of services for children and young people needs to be brought together and streamlined into a coherent system of inspection. 

	28
	2
	1
	11

	1.3 The proposal that the coherent system of inspection will cover all services for children and young people including:

· universal, targeted and specialist services;

· care, education, community safety, protection, youth, health, justice, police, and social work services;

· the public, private and voluntary sectors. 

	24
	8
	0
	10

	1.4 The commitment given to taking an intelligence-led proportionate approach to inspection of services for children and young people.  

	32
	0
	0
	10

	1.5 The proposed characteristics of the coherent system of inspection of services for children and young people. 

	26
	2
	0
	14

	1.6 The proposal that the Services for Children Unit within HMIE and individual inspectorates will co-operate in three broad areas to build the coherent system of inspection:

· the sharing of inspection findings;

· the harmonisation of inspection activities; and

· the use of evidence from self-evaluation.


	26
	2
	0
	14

	2.1 The proposal to introduce a programme of integrated inspections through which multi-disciplinary teams of inspectors will evaluate how effectively different sectors work together in an integrated way to realise the vision for services for children and young people. 


	23
	8
	0
	11

	2.2 The proposed application of the intelligence-led, proportionate approach to the integrated inspection of services for children and young people. 

	24
	3
	0
	15

	2.3 The proposed model for integrated inspections constructed around, scoping, core and proportionate phases. 


	28
	2
	0
	12

	2.4 The proposal that the processes used in integrated inspections should include the carrying out of case studies focusing on the experiences of particular children, young people and their families.


	23
	5
	0
	14

	3.1 The proposal that three categories of indicator should be used in the collection and evaluation of evidence:

sector specific indicators;

generic quality indicators linked to the six key questions; and

national targets and performance indicators. 


	20
	7
	2
	13

	3.2 The proposed framework of generic quality indicators. 


	19
	8
	2
	13

	3.3 The proposals relating to the use of the indicators in inspection. 

	17
	6
	0
	19

	4.1 The commitment to ensure that robust self-evaluation and independent inspection complement one another as means of evaluating and improving the quality of services for children and young people; and the proposal that inspection will moderate and verify self-evaluation as part of the quality improvement cycle. 

	28
	4
	0
	10

	4.2 The proposals that self-evaluation should address the same six key questions as inspection; and that the same three categories of indicators used for inspection should also be used in self-evaluation.


	24
	2
	0
	16

	4.3 The proposal that inspectors will take, as inputs to their evaluation of the quality of planning, management and delivery of services, evidence supplied by service-providers on their self-evaluation processes, the outcomes from these evaluations and the subsequent improvements made by the service-providers.

	21
	2
	0
	19


It is clear from the above table that the proposals commanded a high level of support.  It is also worth noting that many of the respondents who elected not to address all or most of the specific questions tended to give their broad support for the proposals.

The following section provides a qualitative view of the responses to the consultation questions.

5. Characteristics of the responses to the consultation questions

To complement the quantitative picture given in Section 4, this section provides a qualitative picture of the nature of the responses to the consultation.  This analysis is provided in five sub-sections:

A General aspects

B Aspects related to the proposed coherent system of inspection of services for children and young people.

C Aspects related to the proposed integrated inspection of services for children and young people

D Aspects related to the proposed quality and performance indicators

E Aspects related to the proposed relationship between inspection and self-evaluation.

The last 4 above correspond to the grouping of the questions in the consultation paper

5A General aspects

The following two issues were each raised by just over 20% of the respondents:

Need for a common language

Respondents raising this issue argued for a common language for discussing quality and inspection issues related to services for children and young people.  Various arguments were advanced for having this common language.  Some saw a common language as an important step in reconciling different cultures and ethos across service sectors; others as a means of achieving a shared understanding of key processes and standards.  Another argument for a common language was that it would contribute to achieving consistency across all inspection and self-evaluation processes.  The idea of a standardised reporting framework to ensure effective reporting and facilitate reading of reports was advanced.

Complexity and challenge

Respondents touching on this issue pointed, variously, to: the challenging timescale of introducing the new system by 2008: the complexity of inspecting all of the sectors referred to in relation to question 1.3; and the challenge of training staff across sectors to work within the new system.  One respondent suggested concentrating initially on Education, Health and Social Work as a way forward.

A third general issue was raised by a small number of respondents:

Awareness raising

These respondents emphasised the importance of the Scottish Executive and the Inspectorates taking steps to publicise the changes in approaches to inspection and of helping agencies to publicise the nature and intended impact of these changes.

5B Aspects related to the proposed coherent system of inspection of services for children and young people

As can be seen from the table in Section 4, responses to the proposals related to the introduction of a coherent system of inspection were very positive.  Where respondents were fully in agreement with the proposals, they tended to rehearse the arguments in favour of the proposals, for example:

Awareness raising and staff development and training around the inspection themes will be more effectively provided within a coherent system … ( A Child Protection Committee)

The idea of producing a streamlined pattern for the delivery of inspection processes is a compelling prospect which would be welcomed by all services.  . (A local authority)

The apparent lack of any harmonisation of inspection and audit activities is the biggest single issue with councils and partner agencies.  The feeling is of being overwhelmed with accountability mechanisms … Harmonisation of activities with sensible timescales would be a major coup for this proposed coherent approach. (A local authority)

[We] welcome the proposal that inspection will cover all services for children and particularly welcome the inclusion of voluntary services. (A voluntary organisation)

Where respondents voiced ‘qualified agreement’ with proposals in this area, they generally offered some caveats, or highlighted aspects which needed further consideration as the proposals are developed.  These often cut across the proposals related to both the proposed coherent system and the proposed programme of integrated inspection.  They are listed immediately below.  Issues particularly related to the programme of integrated inspections are specifically addressed in Section 5C.

Sharing of data from inspection

Around 20% of the respondents raised issues related to the proposal to set up a system for the collection, storage and sharing amongst inspectorates of information collected through inspection. These issues were:

· Processes for gathering, storing, and sharing data.  For example, would the information be held on a single central system or would it be held on different systems within the various inspectorates? 

· Access to the data by service-providers and sharing of the data at the scoping stage of inspection with the organisations to be inspected.

· The challenge of compiling valid data-sets given the different procedures and methodologies used by different inspectorates.

· Consistency and reliability of data in these circumstances, particularly when used for bench-marking and comparison.

Consistency of inspection processes across inspectorates

While welcoming the introduction of the coherent system of inspection and of multi-disciplinary integrated inspections, some 30% of respondents raised issues associated with the consistency with which members of different inspectorates would be able to work together.  These were:

· The need for clear articulation between existing inspection processes.

· The need for consistency of processes used across inspectorates, including the inspection of multi-agency working.

· Need for training of inspectors, associate inspectors etc. for the demands of this new approach to inspection.

· The extent to which different inspectorates have trust and confidence in the work of each-other.

Guidelines/protocols

Just over one third of respondents argued for guidelines and other support material to explain how the new system and its processes would work in practice.  These suggestions included:

· Guidelines to explain inspection processes, especially for service-providers with little prior experience of inspection.

· Information which tells children, young people and their families about inspection and about their potential contribution.

· The suggestion from one respondent that there should be a protocol between inspectorates and services, covering the conduct of inspections.

· Exemplars of good practice and bench-marking data to help organisations prepare for inspection.

· Guidance on what evidence inspectors will require from organisations being inspected.

· Support to some organisations, particularly small voluntary organisations with limited experience.

Flexibility of inspections

A few respondents argued for a flexible approach which took account of the specific context of the area in which an inspection was being carried out or the circumstances of a service-provider.

Resourcing of inspections and rationalisation of inspections

About two thirds of respondents raised issues about the resourcing of inspections and/or made calls for the rationalisation of inspection.  Issues raised were:

· Concern about the impact of inspections on delivery.  Expression of hope/concern that a coherent system of inspections would reduce the work-load of agencies by minimising separate requests for the same information from different inspectorates, often in different formats.

· Concern over the costs of providing information for inspection.

· The expectation that the intelligence-led proportionate approach would avoid the tendency to ‘over-assess’ or ‘over inspect’ and would indeed lead to a reduction in the amount of inspection by the removal of duplication.

· Rationalisation of inspection being just as important as harmonisation.

· Integrated inspections welcomed, provided they do not simply add another layer of inspection.

· Particular problems for small organisations in the voluntary sector which may have limited resources for preparing for inspections.

· Concern that inspection might become an additional regulatory hurdle to be overcome by voluntary organisations.

· Cost to inspectorates of setting up and maintaining a data-base of inspection information.

· Suggestion from one respondent that creation of a single inspection agency, incorporating the Care Commission, HMIE and SWIA as a means of ensuring rationalisation and coherence of inspection activity would be less challenging logistically than the system proposed in the paper.  Call, by another respondent for a time-bounded, phased move to a single inspection agency.

Involvement of the voluntary sector

Over 20% of respondents raised issues about the involvement of the voluntary sector.  These were:

· A call for greater involvement of the voluntary sector in the strategic planning of services.

· A call for representation of the voluntary sector in the processes of designing inspection processes.

· A suggestion that the responsibility of LAs with respect to contracting and auditing the voluntary sector should be recognised within the proposed inspection system.

· The issue of the jurisdiction of inspectorates over voluntary organisations which are not in receipt of public funds.

Child protection inspections

Questions were asked by several respondents about status of child-protection inspections within the coherent system.

5C Aspects related to the proposed integrated inspection of services for children and young people

As is clear from the table in Section 4, around 70% of respondents answered some or all of the specific questions on integrated inspections.  The vast majority of these were in full agreement with the proposals:

We agree fully with the proposals to introduce a programme of integrated inspections – our view is that there must be a clear focus by these integrated inspections on the multi-agency aspects of services for children and families. (A local authority)

Overall, integrated inspection and multi-disciplinary teams will support the development of integrated working … (A local authority)

These approaches [intelligence-based and proportionate] should encourage service-partners to work together from an early stage and throughout all aspects of development/planning to identify, collect and safeguard the evidence which will be required by integrated inspection teams. (A child protection committee)

The three phases of inspection –scoping, core and proportionate - … is a Best Value approach.

We welcome the case study methodology within the core phase because it enables the inspection to look at whether the processes and procedures are actually having the desired outcomes for children and young people. ( A voluntary organisation)

None of the respondents seemed to be voicing outright disagreement with the proposals relating to integrated inspections.

The issues raised by respondents giving qualified agreement to the proposals were the following:

Volume and harmonisation

Around 25% of respondents raised questions related to the volume and harmonisation of inspection and follow-up cycles.  For example:

· Any tendency to over-inspection should be resisted.

· Timing of service-specific and integrated inspections in a given area would need to be managed, including the timing of integrated, child protection and single agency inspections.

· Duplication should be avoided and single-agency inspections should be “de-cluttered” where there are overlaps with integrated inspections.

Scope of integrated inspections

Around 12% of respondents asked questions about the nature of area and neighbourhood inspections.  Clarification was sought on the following matters:

· Those areas remaining within the sphere of single-agency inspection and those which will be the focus of integrated inspections.

· The definition of “area-based” inspections and the correspondence between inspection areas and areas such as community planning areas and health-board areas.

· The nature of “neighbourhood” inspections.

Case studies

Just over a third of respondents, although generally welcoming the use of case studies, asked that certain safeguards should be introduced.  These were that:

· Care should be taken to obtain a selection of case-studies which, together with other evidence, would give a balanced approach to looking at how the needs of all children and young people were being met, not just those of a minority of problem cases.  Equally, care should be taken to engage service-users marginalised by ability, ethnicity or social exclusion.

· Issues of confidentiality and permission would require careful attention, with some respondents taking the view that consent to access personal records should always be sought.

· The experiences of children and young people who had chosen not to use services should also be examined because it could give insights into why they had so decided.

Two local authorities offered comments on how to access the views of children and young people. (See the final pages of their submissions).  One voluntary organisation offered to help, if asked by any of the inspection bodies, in engaging with hard to reach children and young people.

Loss of detail

A few respondents were concerned about a possible dilution of inspection activity:

· Concern that, because inspection processes would cover a much wider range of activities than at present, some detail might be lost and consequently findings and feedback might be less useful.

League tables

Some respondents from the voluntary sector expressed concern that evaluations might be used to compile league-tables which, in turn, would be used to inform contractual decisions.
5D Aspects related to the proposed quality and performance indicators

The large majority of those respondents who answered questions related to the quality and performance indicators supported the proposals.  These respondents supported the idea of using three sets of indicators, at least for the time being.  Within this area of general agreement, participants could have different perspectives.  For example:

The acknowledgement of the role and contribution of service-specific indicators is welcomed. (A local authority)

The present structures … suggest a model such as this.  However, if questions of harmonisation and rationalisation are addressed appropriately, we have the opportunity to consider a corresponding rationalisation and harmonisation in the plethora of indicators which currently exist. (A local authority)

Respondents were generally happy with the framework of proposed generic quality indicators.  Quite a number commented positively on the consonance between this framework and the EFQM model to which they were already committed.

Conversely, only a few respondents disagreed with aspects of the proposals.  One local authority thought the model was too cumbersome and said that it would be more efficient if sector-specific and generic indicators could be merged or mapped for similarities.  Another respondent commented that the generic indicators were not SMART.  Contrary to the view of most respondents, one voluntary organisation argued that sector specific indicators should replace generic indicators.

Below are issues raised by various respondents who gave their qualified support to the proposals:

Rationalisation of indicators (Around 30% of respondents)

· There is a need to rationalise indicators over time.

· Possibly, sector-specific QIs should be eliminated over time.

Local indicators and contractual information (Around 10% of respondents)

· There was lack of reference to local indicators in the consultation paper, and these need to be an important element within the groups of indicators used.

· Attention should be given to taking into account contractual targets agreed between voluntary organisations and the organisations to which they are contracted.

Reporting against Generic Qis (One respondent)

· Will service-providers be expected to report routinely on performance against QIs, for example in Integrated Children’s Services Plans?
5E Aspects related to the proposed relationship between inspection and self-evaluation

Almost all of the respondents who answered these questions were in full support of the proposals.  None was opposed to the proposals.    Among the positive comments about the proposals were the following:

Ultimately this complementary aspect to the process will make evaluation and inspection second nature to voluntary sector organisations that are otherwise fairly new to the idea of wholesale inspection. (A voluntary organisation)

Robust self-evaluation is the basic building-block of the wider quality assurance agenda.  Effective external verification is essential, particularly at such a time of change and evolution.  (A local authority)

It is vital that self-evaluation addresses the same six key questions as inspection … (A local authority)

Quite a high proportion of respondents did not answer questions 4.2 and 4.3.  Some respondents reserved their positions with respect to the generic indicator framework until the consultation to be held in Spring 2006.

Whether respondents were giving full or qualified agreement, they felt the need to comment on the use of self-evaluation within services for children.  Almost 70% of respondents raised issues related to self-evaluation.  The issues raised were the following:

Readiness for self-evaluation

· Across the sectors, prior experience of self-evaluation is varied, and this means that services are in varied states of readiness to participate in the proposed system in which inspection and self-evaluation are complementary.

· Associated with the first point, there was concern that findings from self-evaluation might lack the consistency and validity necessary to form inputs to inspection.

· Within a given area, the capacity of partners to furnish evidence for joint self-evaluation reports would vary.

· A standard, rigorous and robust approach to self-evaluation across services is needed to allow meaningful comparisons.

The proportionate approach

· Associated with the foregoing points about the varied capacities of organisations to undertake self-evaluation, some respondents questioned the extent to which the proportionate approach could be applied in contexts where there was little experience of, and information from, self-evaluation.
Training and support

· There was a need for extensive training and support, including exemplars of good practice and illustration of QIs.

· The time and resources to provide this training need to be made available.

Message from Scottish Executive/ Inspectors

· There is a need for a strong message from SE and Inspectors about the importance of self-evaluation across all service-sectors.

· SE and Inspectorates need to demonstrate that they value self-evaluation evidence.
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