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Context and background

Similar to other areas, in recent years Newcastle has been operating in the context of rising levels and complexity of need across
Special Educational Needs (SEND) and Alternative Provision (AP). These pressures are now translating financially, with the High
Needs Block forecast to see a deficit of c£4m for the year ended 31 March 2024. Projections for 2024/25 also currently anticipate
an in-year deficit position of over £6m, which would fully deplete the reserve.

Having anticipated these pressures, the Partnership has undertaken a range of actions including the development of a shared
ambition and co-production of a SEND Strategy (2023-28), the establishment of change delivery infrastructure and an analysis of
the position and direction of the High Needs Block.

In November 2023, Newcastle City Council (NCC) commissioned IMPOWER, an independent organisation specialising in local public
service change delivery, to help the Partnership build on this foundation and inform the wider High Needs Block Review in ord er to
identify options for achieving the Partnership ambition while securing sustainability.

Between December 2023 and February 2024, IMPOWER carried out a detailed, mixed methodological review of the SEND system
to identify strengths and areas of opportunity. This included multidisciplinary case reviews, surveys of parent carers and SEND
professionals, interviews with key stakeholders, observations, benchmarking of national and local SEND data and the development
of activity and spend trajectories.

The output of this work, including findings, opportunities and proposed next steps, are summarised in this report. The detailed
research and analyses is provided in a wider ‘resource pack’.
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About this document

This paper summarises the key findings and recommendations of the diagnostic review and change trials undertaken between December 2023 and April
2024, in accordance with the project brief dated 21 November 2023. This document has been developed iteratively in consultation with key stakeholders.
It draws on and references a series of more in-depth project outputs which each contain detailed analysis and recommended actions including:

= Dataanalysis and benchmarking

=  (Case review analysis

=  Professionals and parent carers surveys analysis

=  Review of public facing communications

=  Panel observations

=  Rapid review of inclusion practice

=  Trajectories report and modelling tool

= Strengthening panel practice trial evaluation report

=  Strengthening reintegration practice trial evaluation report

_m Desciption of changes

27 February 2024 IMPOWER N/A - for stakeholder review andinputincluding Schools Forum, Core Group, Steering Group and Partners
Ambition Workshop

11 11 March 2024 IMPOWER Reviewed and updated based on feedback from stakeholders

2.0 19 April 2024 IMPOWER Supplemented by findings and activity from project’s second phase. For SRO review. 3
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Executive summary

In common with many other areas over recent years, Newcastle has been operatinginthe context of risinglevelsand complexity of needs across SEND and High
Needs. Having anticipated the growing pressures, NCC leaders engaged IMPOWER to validatethe casefor change and supportthe Partnershipto starton the
change journey — the primaryaim of this first phase of work being to coalesce stakeholders around the challenge, ambitionand plan.

The diagnosticreviewidentified a wealth of evidence pointingto highambitionandinnovationacrosstheHigh Needs system i n Newcastle, alsoreflected in the
recently published SEND Strategy. However, the work has also validated some of the challenges thatare currently heightening pressures on the High Needs Block
budget as well as impacting outcomes for individualsand families.

Primarily, the diagnostic hasfound thatthe statutory process and specialist provision areincreasingly becomingthe default for meeting need in Newcastle, and
this is compounded by high rates of exclusions —particularly of children with additional needs —all of whichis addingto capacity pressures intheeducation estate
andincreasingrelianceonindependent and non-maintained placements, which are often at greater distanceand cost.

Some of the escalationinneed can be avoided by seeing and meeting needs earlier.Key to this is strengthening the confidenc e of educational settings and of
parent carers in navigatingthe SEND system to ensure that children and young people access the rightsupport atthe righttime andinthe right place.

The work has identified some high impact, actionable opportunities to see and meet need earlier acrossin Newcastle, including better connecting professio nals
andfamilies with early help, ensuringthat all supportalternatives areexplored and accessed, maximising opportunities for mainstreameducation,and
strengthening key transition points,including reintegration practice.

Modelling of activity and costtrajectories has highlighted a potential £25m p.a. funding gap over the next five years and su pported NCC leaders to develop a
consensus with partners on the imperativeand priorities for change — which evidence indicates can mitigatethe potential gap by c. £14.4m with successful
delivery.

Two rapidtrials —focusingon strengthening reintegration and panel practices —started to build confidencein new ways of working and establish a blueprint for
change delivery. The reintegration trial identified and progressed a range of pupil -level opportunities toimprove outcomes andmanage costin practice.

The Partnership haveagreed that a robust change programme is now needed to shiftkey practices, re-balancethe system towards seeing and meeting needs
earlier,andto reduce escalation. Atargeted programme has therefore been developed andis recommended to steer, support and assurechangeactivity over the
coming two years.Successfully delivering changein high complexity systems such as High Needs is difficultand will require appropriate capability and capacity.
The approach proposedis based onlearning of ‘what works’ from 30 other local areas.



Introduction

SEND partners in Newcastle are driving changes in response to rising need and the resulting pressures, and the diagnostic review
identified a range of evidence pointing to high ambition and innovation across the High Needs system. This included for example:

Numerous cases reviewed demonstrated strong multi-disciplinary approaches in early years with clear evidence of coordinated
and joined up working earlierin children’s lives, which led to good outcomes over the life course of individuals.

Strong inclusive practice in some educational settings demonstrating how schools have adapted their support offer to meet the
needs of children with more complex needs, also evidenced in the positive feedback from many parent carers about the support
offered within their child’s educational setting.

Concerted efforts to reduce permanent exclusions in the City, including through the Locality Inclusion Panels and the
implementation of the new SEMH Service to embed earlier and better support to pupils at risk of exclusion.

Clear evidence of co-production across the system, including of useful resources to support practice and inclusion such as the
Descriptors of Need and the Inclusion Quality Framework which are well recognised by professionals across the system.

High levels of confidence among professionals in the SEND system, its leadership and direction and the level of collaboration
across different agencies, as seen in the recently published SEND Strategy.

Building on these strong foundations leaders have taken pre-emptive action, including through this work, to evaluate the best
opportunities to realise the Partnership ambition and ensure sustainability. In the context of these strengths and ambition, the
following sections therefore focus on the challenges and opportunity areas.
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Overview of key findings

1. Statutory processes and specialist provision are becoming the default process for meeting need in Newcastle

The Newcastle system has historically operated with a relatively stable level of activity and continues to manage comparatively
lower levels of EHC Plans and SEN Support than both statistical neighbours and the national average. However, thisis changing
quickly and significantly, with Requests for new EHC Assessments increasing by nearly 40% between 2019 and 2023 and conversion
from Request to Plan now significantly higher than in other areas, in turn driving a steep —and unsustainable — rise in workload and
spend. SEN Support rates however are not rising, signalling that needs are potentially being identified at crisis point and that the
statutory process has become the default for problem-solving. Compounding these pressures, there is currently a ‘one way street’ to
specialist provision with minimal reintegration into mainstream or Plan ‘graduation’ when needs are met. With the education
estate at capacity, reliance is increasing on independent and non-maintained placements which are often at greater distance and cost.

2. Some of this escalation can be avoided by identifying and meeting needs earlier

The review highlighted a number of positive examples of early identification and intervention in Newcastle, and there is an
opportunity to further systematise this. In 72% of cases reviewed, professionals considered earlier and better co-ordinated
identification and support could have prevented needs from escalating and that the interventions that would have made the
difference are often already available locally but not accessed. In particular, how social, emotional and mental health needs are
understood and identified can be more consistent, to both ameliorate high and rising permanent exclusions and better meet SEN
needs. Nearly 50% of all permanent exclusions in 2021/22 were of children with SEND, and professionals agreed thatin all the
relevant cases reviewed an earlier and more holistic understanding of the child and family’s needs would have likely prevented those
exclusions. The review highlighted opportunities to improve planning and support around phase transition to improve outcomes. In
42% of cases, reviewers attributed the transition from primary to secondary school as a pivotal factorin the escalation of need.




Overview of key findings

3. And by building confidence across educational settings and parent carers in navigating the SEND system

Building the confidence of schools and families to effectively identify need and navigate the SEND system s key to ensuring that
children and young people canaccess the right support at the right time. The review identified a range of good practices in this
respect, and there are opportunities to ensure these become the norm. Many families still report that they struggle to navigate
the system, which is leading them to request increased support for their child. Case reviews identified parental preference as a
key factor driving requests for special school placements even when needs could and should be met in mainstream settings and,
although professionals are confident in their understanding of SEND processes and support, 41% report that mainstream settings
still struggle to meet needs and only 57% of parents consider that their child’s educational setting effectively meets their needs.
Further support to school staff could help to strengthen practice and in turn parental confidence that needs are seen and action
being taken. This similarly applies to the continuous review of needs, with the evidence identifying opportunities to improve the
life chances of some special school pupils by exploring the scope for a supported move to a mainstream setting.

4. Some conditions for success are already in place and, with a clear plan and view of what is working, the

focus can shift to delivering a coherent programme of change work

Leaders have set a clear vision for the system and introduced a number of new initiatives. This is seen in high confidence levels
across professionals and strong multidisciplinary activity — with 80% of professionals agreeing that that there is strong system

leadership in Newcastle and 85% being clear on the vision. However, itis not currently possible to evidence the value that these
initiatives are likely adding. Important next steps are to re-evaluate and prioritise the change work that will realise the ambition,
establish an effective change management and delivery approach, and ensure there is continuous learning as to what is working.




The financial case for change is also stark

Baseline budget scenario 4,300 Working with a ‘trajectory group’ comprising representatives from
4,078 — finance, performance and children’s services, historictrends were
3,751 analysedtounderstand how activity and costis likely toincrease
3,420 — without furtherinterventions. The chart to the left shows the
- 3,088 - P agreed baselinescenario—regarded as the most likely ‘do nothing’
- — ® £61.8m L £63-6m scenario for EHCPs in Newcastle.

@ £58.4m

£65.2
ces0 £56.8m £60.8m - The group estimates that by the end of 2028/29, on the current
Um

£48.6m trajectory, Newcastle will be supporting 4,400 plans, with HNB
spend of £85.9m p.a. —far outstrippingthe anticipated growthin
the High Needs Block (£65.7m p.a.). Placement spend alone would
increase to £65.2m p.a.

This highlights the imperativeto respond urgently and differently to
needin Newcastle —seeingand meeting needs earlierto prevent
escalation and creating ‘good savings’ that are focused oninclusion
and achieving betterlong-term outcomesfor children and young
peoplein Newcastle.

Y12024/25 Y2 2025/26 Y3 2026/27 Y4 2027/28 Y5 2028/29
Financial Year
I HNB Non-Placement Spend [ Forecasted EHCP Cost - Baseline

==0m==Baseline Demand at end of FY @—Forecast HNB funding
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Opportunity areas

This diagnosticwork hasidentified anumber of high impact, actionable opportunities to see and meet need earlier across the High Needs pathway; aligning

with the Newcastle ambition to make sure children and young people get the right support at the right time and getting this right together, buildingon the
work already underway.

1. Connecting professionals and parents with early help 3. Maximising opportunities fora mainstream education

Mitigate the reach for the statutory process by further strengthening SUF’PO” new stre.n.gths-bia\sed prac.tlcean(.i decision-makingatkey
access to early adviceto better supportearlyidentification of need and review and transition points to bf“ld confldencet.hat need canbe
leveragingthe supports already available through the Local Offer. seen and met in mainstreamsettings where possible.

v

Graduated Specialist Plan graduation
Responseand EHCNArequests Fr)ovision and
SEN Support P

Universal
rovision . .
P reintegration

2. Fully exploring all support alternatives 4. Maintaining ambition

Establish new ways of communicating with parent carers
andinvolved professionalsto fully explorealternatives to
meeting need than through the statutory process.

Design and model reintegration practiceand processes for
pupils who will benefitfrom a supported move into a setting
which maximises theirindependence andlifechances.

Knowing what is working

Putinplacelearning mechanisms sothatthe impactof the changes canbe evidenced and celebrated, and programmes managed based on what is working

11



A targeted programme of change

Following an exercise to align, rationalise and integrate with existing plans and activities, it is proposed that six change activities provide the central focus of the

change delivery plan; to start to rebalance the system to one in which needs are seen and met at the earliest opportunities and resources are directed to those

who need support, when they need it. High-level delivery plans have been advised for each and are summarised on the following pages.

Targeted rolloutofthe
Descriptors of Need
with key cohorts of
children and young
people at key points of
the SEND journey (key
impactopportunities)

Targeted rollout of
Inclusion Quality

Framework to
strengthen inclusive

practiceacross key
settings and practices

IMPOWER  Newcastle g
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Embed a relational
Local Offer to
redesign how
services and support
are accessed by
professionalsand
families

Redesign transition
processes and
practice with a focus
on phasetransfer and
reintegration

3

Embed strength-based
principles into key
practices and
decision-making

Introduce impact
monitoring and
learning disciplines to
evidence whatis
working




Recommended next steps

This work is the startof a journey. It aimed to set the foundation for successful changedelivery by evidencingthe position and opportunities, developing consensus
on change priorities, clarifyingthefinancial position and case, and starting the process of change delivery. Havingachieved these aims as shown in Stage 1 below, itis
now recommended thatthe Partnership progresses to Stage 2 of the process, to startdeliveringthe recommended programme of changeinpracticeand build
confidence in new ways of working.

Stage 1 | Ambition

Stage 2 | Confidence Stage 3 | Scale Stage 4 | Resilience

- . . .. . Create confidence and energy through . . i ili
Facilitate an inclusive ambition, evidence e wofzing attghe ' Learn what’s working and deliver : sf/sst'cae?ril\jvhh?cnh]z(r;:ﬁﬂgizry |
o osle ] 1
priorities and set a shared plan frontline i and embed at scale E_ learns, innovates anddelivers ,:
R e
* Developed theoretical evidence baseto * Validatethe approachto changeandthe | ¢ Evidence of changeatscale * Outcomes improvements !
underpin: recommendations set out inthis report |+ Rol demonstrated clear '
1
* Asingle,sharedview of the current * Review andagree the conditions for !+ Outcomes shifts measured * Rolvalidated |
1
position,and systemstrengths successful delivery of changeplan '+ Frontlineengagement * Forwardchange plan !
e The outcomes caseforchange * Embed learningroutines | System resilienceimproving agreed !
e The financial imperative * Demonstrate the impact of new working i * BAU signed off |
e Asinglecoherent change planto ways in practiceand build confidence ! * New system management i
realisethe ambition /benefits e Buildunderstandingofthe resilience f capabilities developed !
* Aview of costs andrisks priorities asa Partnership : * Partnership confidence '
1
* Delivered partnership consensus and * Review andupdate the Rol case ! strong |
1
leadership commitment » Set the casefor scaling X !
* Reached clarityand agreement on next + Clarifyand agreenext steps for movingon | !
1
steps and the priorities for delivering to Stage 3 | |
change i E
This phase (5 months) Next phase (4 months) Later phases (24 months)
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Approach

Between December 2023 and February 2024, IMPOWER carried out a series of diagnosticactivities to develop atheoretical evidence base to
underpinasingle, shared view of the current position and system strengths, the outcomes case for change, the financial imperative and aplan
to realise the ambition and benefits. The diagnosticactivitiesincluded:

] = s oy

15 interviews with 18 deep dive multi- 3 panel observations to
colleagues across the SEND disciplinary case reviews of understand and review key 156 professionals and 129
Partnership children and young people decision-making approaches parent carers surveyed

& | 34

Analysis and Review of change plans Focused review of
benchmarking of local Development of activity and public-facing
and national data and cost trajectories communications supported by Olive Academies

inclusion practice
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https://oliveacademies.org.uk/case-studies/forming-strategic-outreach-partnerships-3?mc_cid=cd5976d95d&mc_eid=0fb5ecf6cf

Project plan

e ) e = T S O S M=

15 29 5 12 1 18 I 25 1
A A A
Project governance Steering School

£ holiday VANRYAN AN

Core Group

School

holiday A

Halfterm 13
>

Activity, spend i Data collection & analysis
osition and case for Establish Ambition trajecto Ambition
cphange A A e - Baseline trajectory development develuprrient e trajectory
validated
i i Baseling|trajecto
Benchmarking Analysis & refine 5| 7=l ry I
hypotheses validated
Case reviews Case review prep activity A A A Analysis & I
Case review sessiong output I
= Partnership
P Develop &
.©  Professionals & . F;f Circulate surveys Analysis & conference
*  p/csurveys =LA output I
-EEI surveys 'y Final reports
=T B RV e ofpl Initial I and change
g Sl EL [ Gather & review plans L=l AL =1 delivery plan
report
‘B
=  Review ext.
2 |
Panel I
Inclusion review ; System HEEE Y Final report
Research and analysis datlons P!
i — - 1
S‘tre.n'gthenlng Initial Planning I Development and delivery of intervention Next steps planning |
M decision-making recommendations _ Impact
o Sign off interventions I =
# review

P o : L L
Plannin Development and delivery of intervention i
reintegration recommendations & I p Ty Next steps planning |
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Introduction

The following section outlines the key findings from the diagnosticreview. Thesefindings draw from evidence across all elem ents of the project.
Each theme triangulates evidence from across the diagnosticstreams.

More detailed evidence of each diagnosticactivity can be foundin appendices setoutinthe table below and on page 48 of thisreport.

Analysis of localand national data outlining key insights and trends about the SEND populationin Newcastle.

1 Data analysis and benchmarkin . . - .
¥ g Where relevant, Newcastle datais compared to national averageand statistical neighbours.
2 Case reviews analysis Findings fromthe casereview sessions.
3 Survey analysis Analysisand key insights fromthe findings of the surveys for parents and carers and for professionals.
a Review of the public facing Applied Behavioural Sciencereview of a selection of Newcastle’s public facingcommunications. Outlines
communications recommendations for communicationimprovements and proposed next steps.

5 Panel observations Observations of key decision-making panel processes.

. . . . . Rapid review of inclusion practice. Includes set of additional opportunity areas to deliver positiveimpactand
6 Rapid review of inclusion practice .

recommendations about next steps.

. . Overview of the trajectories development process and key assumptions underpinning the baselineand

7 Trajectories report ] P P i P P &

ambition trajectories.
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Key findings summary

SEND partners in Newcastle are driving changes in response to rising need and the resulting pressures, with evidence of high
ambition and innovation across the system. Leaders have a clear view that the challenge is growing and have taken pre-emptive
action, including through this work, to evaluate the best opportunities torealise the Partnership ambition and ensure sustainability.

This section sets out a thematic overview of the key findings and opportunities. More detailed evidence of the key activitieswithin
the project can be found in the separate detailed reports. The four key themes are:

1. Statutory processes and specialist provision are becoming the default process for meeting needin
Newcastle

2. Some of this escalation can be avoided by identifying and meeting needs earlier

3. And by building confidence across educational settings and parent carers in navigating the SEND system

4. A number of conditions for success are already in place and, with a clear plan and view of what is working,
the focus can shift to delivering a coherent programme of change work
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1. Statutory processes and specialist provision are becoming

the default process for meeting need in Newcastle

Historically, Newcastle has managed astable level of activity and continues to count
comparatively fewer numbers of EHC Plans and SEN Support per capitathan both statistical
neighboursandthe national average.

However, thisis changing quickly and significantly. Requests for new EHC Needs Assessment
increased by 40% between 2019 and 2023 and over 90% of all initial requests convert to
assessment.

This has contributed to compound annual growth in the number of EHC Plans of 13% p.a. since
2018 (9.9% England, 11.5% similarareas) and, should this trend continue, the projected number
of children and young people with EHCPs in 2026 will be almost 3,500 —an increase of over 40%
from 2023.

The system’s growing reliance on statutory supportis also reflected in the views of surveyed
parentcarers —68% believe that children and young people are required to have a diagnosis
before they can access the support they need and 80% agree that an EHC Plan is the only way
for children with SEND to access support.

Although professionals’ views differ substantially from this (less than 10% agree thata diagnosis
and plan are required to access support) only 58% agree that if an EHC Plan is declined, other
support is put in place around the child.

In addition, the statutory processin Newcastle appears to be a ‘one way street’, with the Plan
‘graduation’ rate (when Plans can be ceased as needs are met) one quarter of thatin similar
areas and the re-integration rate (from specialist to mainstream settings) one tenth.

With the education estate operating at full capacity, there isanincreasing dependence on
independentand non-maintained school (INMS) placements which are often at greater distance
and cost.

Trend in number of children and young people
with a statement or EHC plan in Newcastle-upon-Tyne

% of surveyed parent carersand professionals who
agree with each statement

Children and young people are

required to have a diagnosis before
10% they can access the support they
need'
An EHCP is the only way for children
with SEND to get the support they
7% )
need

B Parent carers ™ Professionals

0% 10% 20% 30% 40% 50% 60% 70% 80%

“It seems that currently, without an EHCP, there is

little help” — SENCo, mainstream secondary




2. Some of this escalation can be avoided by identifying

and meeting needs earlier (a)

SEN SupportratesforEarly Years have historically remained higherin Newcastle
compared tothe national average, which could indicate that needs are being
identified earlier. The diagnosticidentified multiple instances where this was the
case — for example, some cases reviewed highlighted the strength of the Early
Years offerin Newcastle which, when deployed on atimely basis, can lay the
foundations forstrong partnership working around the child and family overthe
course of their SEND journey.

The case reviews also highlighted that most cases have clear outcomes recorded,
and that the strengths of the child or young person were evidentin the case
information. There were also some strong examples of creative practice and strong
partnership working, which delivered good outcomes for the child and family.

The diagnosticalsoidentified opportunities to furtherstrengthen early
identification and intervention to benefit all children and young people. In 72% of
casesreviewed, professionals agreed that there were opportunities to intervene
sooner or differently to reduce or prevent the child oryoung person’s needs from
escalating. In 100% of those cases, professionals felt that the intervention that
could have made a differencealready exists locally, but that these were not
deployed atthe righttime either due of lack of capacity or lack of joined up
working.

IMPOWER  Newcastle g
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Opportunities to respond differently to need —review of 18

Could the escalation of the CYP's needs
have been prevented, reduced or
delayed?

Were there opportunities to intervene in
the CYP's journey earlier or differently to
improve outcomes?

Were there opportunities for partnership
working which could have improved the
outcome for the CYP?

H Yes

cases

0% 20% 40% 60% 80%

100%

9%

Potentially M No




2. Some of this escalation can be avoided by

identifying and meeting needs earlier (b)

In addition, only 40% of parent carers who responded to the survey reported that
theirchild’s needs were identified earlyand 58% of professionals and 68% of parent
carers considered that children and young people don’treceive the right support at
the right time.

The case reviews highlighted some examples where needs were notidentifiedona
timely basis, and professionals noted that the needs of the child oryoung personin
discussion were not always clear, which presented a key barrierto the identification and
implementation of appropriate and timely support.

This was echoed by observations of key decision-making processes and subsequent
discussions with panelmembers, who noted that there are attimesinconsistenciesin
the clarity and detail of evidence submitted to panel with regards to children and young
people’slevel of need which in turnimpacts the ability to embed effective support
based on evidence. Andinfact, nearly 30% of surveyed professionals don’t think that
thereisaclear link between the support package requested as part of statutory
processesand the desired outcomes forthe child oryoung person.

This pointsto a clear opportunity to embed existing tools like the Descriptors of Need
(DoN) more systematically across the systemto support professionals to see
understand and see needs earlier, and to ensure consistency and acommon language
whenidentifyingand describing needs.

IMPOWER  Newcastle g
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“There needs to be more strategic support at
prevention and early identification levels”
Educational Psychologist

Parent carers who think their child’s
60% needs were notidentified early
enough

Professionals who think that children
58% ) & youngpeopledon’treceive theright
support at theright time

“If the DoN were used consistently, it would help us
to have a common language to talk about needs”
Headteacher, special school




2. Some of this escalation can be avoided by

identifying and meeting needs earlier (c)

In all cases reviewed, professionals agreed that theinterventions that could have made
a difference already exist locally, but thatthese were not deployed at the right time
either due of lack of coordination or missed opportunities to deliver effective joined up
working. This included, for example, earlier and more consistent alighment with between
Social Care, the educational setting and the Council’s SEND Services to ensure a holistic
approach to needs assessment, earlier engagement with the family through the Early Help
service and embedding robust early planning processes to support phase transitions.

The case reviews identified that there is an opportunity to strengthen how Social,
Emotionaland Mental Health (SEMH) needs are identified, understood and met.
Reviewers highlighted that needs could have been prevented from escalating in 100% of
cases involving children with SEMH primary need compared to 72% on average. From
these cases, there were several examples in which professionals felt that the child’s
behaviour was the result of unmet need. A holistic approach to understanding the needs
of the child and of the family through strengthened joint working with social care and
trauma-informed practice within educational settings were identified as key
opportunities.

The opportunity to strengthen joint working was also highlighted by the survey results,
which reported that only 61% of professionals and 33% of parent carers agreed that
support fromdifferent agencies is joined up around a child or young person and their
family.

The case reviews highlighted the need to strengthen a more holistic approach to needs
assessments that considers and meets the needs of the entire family alongside improved
multi-agency working, to foster sharing of knowledge and expertise across system
partners. This is particularly important when a child has current or previous social care
involvement.

Case example (’1"\
Tristan® is 10 years old and is currently not in school. When he was
younger, he was described as having a good sense of humour and
being a child who was keen to please and who responds well to
praise. He was also very independent and liked to use the air fryer to
make his own food. In Year 4, Tristan was identified as having SEMH
primary need, ADHD as well as cognition and learning delays. In the
same year, he was also referred to Social Care under Section 17 (Child
in Need).

Shortly after identification, Tristan’s needs escalated as he was
struggling to regulate his emotions and injured fellow pupils. As a
result, mum decided to move him to a different primary school
where he struggled to adapt, leading to a permanent exclusion. He
currently has a draft EHC Plan and is awaiting a new Alternative
Provision placement to support reintegration into education.

Professionals agreed that earlier Social, Emotional and Mental Health
support at the first level of the graduated approach would have likely
prevented Tristan’s needs from escalating. In addition to this, earlier
strength-based conversations with mum, through a coordinated
multi-agency approach, could have helped to build the family’s
confidence in how Tristan’s needs were understood and met by
different agencies and across settings. 2

* not the child’s realname



3. And by building confidence across educational settings

and parent carers in navigating the SEND system (a)

The diagnostichighlighted anumber of instances of innovative and inclusive practice across
educational settings in Newcastle. More than half of parent carers reported through the survey
that theirsettingis inclusive of children with SEND, and some praised the school or particular
staff for the support provided to their child. The delivery of inclusive and innovative practice
was also evidentinsome of the cases reviewed, with examples of schools adapting their practice
and making thoughtful adjustments to meetthe needs of children with more complex needs.

Thisisreinforced by the confidence reported by professionals about their knowledge of SEND
processes and the supportavailable in Newcastle, with 91% of professionals considering they
have a good understanding of the graduated approach and how it works.

Thereisalsoan opportunity to ensure consistency across settings. 41% of surveyed
professionals felt that mainstream schools struggle to meetthe needs of children and
young people with SEND and of the 12 children attending a mainstream setting, professionals
felt that the support provided was inclusive in only 7 (58%).

The case reviews highlighted scope to strengthen the confidence of educational settingsin
identifying needs earlierand more consistently. The Descriptors of Need have significant scope
to support this if they can be brought into practice and consistently embedded as evidenced
by the two Fast Forward trials.

Transition phases - particularly phasetransfers from primary to secondary —were also identified
as a key pressure point. 53% of parents feel that their child or young person has not been
supported during moves between schools, whichis echoed by direct feedback from children
and young people about how challenging this periodis. Case reviews attributed the transition
from primary to secondary school as a pivotal factor leading to an escalationin the level of
needin5 (42%) of the relevant cases.

m Case Example

One school adapted to meet the complex needs of a child
with MLD and significant speech & language difficulties. He
is also significantly behind ARE. School invested in
Occupational Therapy 3 times a week from an early age,
and Speech & Language Therapy. They were coordinating
support for his needs by having regular multi-disciplinary
SEN meetings and positively, the child is showing progress.

“Teachers in mainstream should be given more
opportunities to spend time in specialist provisions,
to observe and collaborate with staff who have more
experience working with a range of SEND”

SENCo, mainstream secondary

“Mly child's additional needs were well supported at
primary and a diagnosis was not needed, although
they were seen by SENDOS. At secondary they are
struggling with the rigid and inflexible sanctions”
Parent carer



3. And by building confidence in educational settings

and parent carers in navigating the SEND system (b)

Parent carers whoresponded to the survey were complimentary
about specificservices and initiatives, and most are positive about
theirchild’s settingand school staff.

However, many lack confidencein the SEND system and its ability

to supporttheirchild, whichis directly contributing to requests for
additional support. The majority of surveyed parent carers report

that a diagnosis and/or EHCP were required to get their child the
support they need.

Case reviews highlighted thatinall 6 cases where special schools
placement was considered or allocated, professionals felt

that parental preference was the main driverfor this decision.
In two thirds of these cases, professionals judged that a special
school placementwas notinthe child’s bestinterests and that
theirneeds could and should have been metinamainstream
setting.

There isan opportunity to build the confidence of parents and
carers in how to navigate the SEND system to make use of the
range of supportavailablebeforerequesting statutory support.
Only 25% of surveyed parent carers report that getting the right
support has been clearand straightforward and only half say that
they know who to contact about SEND support fortheirchild. Only
15% of surveyed parent carers use the Local Offerregularly, which
most parent carers reportis difficultto navigate.

Parent carers views

| understood the reasons for decisions made -

| felt my voice was heard -

| know who to contact about SEND support -
for my child

| feel supported when navigating the SEND - _

system in Newcastle

The support available for parent carers is ] D |

good in Newcastle
0% 20% 40% 60% 80% 100%

B Strongly agree Agree M Disagree M Strongly disagree

“He is far too able for a specialist
school, but we consulted them due
to parents’ preference”

- SEND Caseworker

“The school and parents do what is best
in their power but without a diagnosis it
can be challenging” - Parent Carer

“I would like to see the implementation of joint meetings between parents,
teachers and involved professionals (and the young person, depending on age and
capacity), where support could be discussed thoroughly and realistic, purposeful
outcomes could be co-constructed” - Educational Psychologist




4. Some conditions for success are already in place and, with a
clear plan and view of what is working, the focus can shift to

delivering a coherent programme of change work

“As a council we have quite a lot to offer and

from a personal point of view all the services
work closely together”

The partnership has developed aSEND strategy setting out a clear shared vision. Thisis reflected Specialist Learning Support Assistant

inthe high confidence levels across professionals - 80% agree that thatthere is strong system

leadershipin Newcastle, 85% are clearon the vision and 82% feel that their organisation’s plans

align well with others.

Leadersin Newcastle have co-produced aclearvision forthe system and an ambitious programme of
work, and many of the foundations for successfully delivering change appearto already be in place:

Getting It Right Together
Special Educational Needs and/or Disabilities (SEND)
Strategy for Newcastle upon Tyne Local Area

There is a wealth of support and services across the city, and recent work undertaken by the
Partnership demonstrates that the system knows itself and the challengesitfaces. The work to
improve consistent identification of need, strengthen inclusion practice, the introduction of the
new SEMH service and the transition planning process review being some clearand recent

2023-2028

examples.
. . : oibes
The diagnostichas also demonstrated that there is a strong awareness of the case for change and <Us
the desire todrive improvements for families has been evident across partners. et A SO

Based on these foundations, the strategicfocus can now turn to change delivery —re-evaluating the
changes that will make the biggest differenceand setting up for success. A stronger capability tolearn “I think there is some very good provision out
whatis working will be critical in ensuring a continued focus on the right change work. there with potential for excellent impact (such
as new SEMH team)”

The nextsectionturnstothe change priorities that these findings suggest will have the greatestimpact
Headteacher mainstream primary

for children, young people and families, and in ensuring sustainability.

IMPOWER  Newcastle g

City Council




IMPOWER

4. Opportunity areas

WURR
Ny ary
_‘\ -~
Y
o O

3 <

¢ RH 72 #%e 22 m%m

O 1 > ) * ‘
6,0 " 1B o oC

ooo
ooo
cooo
ooo

oo

Dooo

27



The diagnostic review identified five opportunity areas to

deliver positive and sustainable change in Newcastle

This process has identified five actionable opportunities toimprove the experiences and life chances of children and families and re-balance
the system towards preventative action and sustainability.

Opportunity Trajectory impact

1. Better connecting Mitigate the reach for the statutory process by strengthening access to the early advice Reduce the need for

professionals and functionto bettersupport early identification of need and leveraging the services already EHCNA Requests

parents with early help available throughthe local offer.

2. Fully exploringall Establish new ways of communicating with parent carers and involved professionals to fully Reduce the need for

support alternatives explore alternatives to meeting need than through the statutory process. plans

3. Maximising Support new practice and decision-making at key review and transition points to build Mitigate the need

opportunities for confidence that need can be seen and metin mainstream settings where possible. for specialist

mainstream education placements

4. Maintaining Design and model reintegration practice and processes for pupils who will benefitfrom a Improve ‘flow’

ambition supported move into a setting which maximises theirindependence and life chances.

5. Primed Performance Putin place learning mechanisms so thatthe impact of changes can be evidenced and Evidence of progress
celebrated, and programmes managed based on what is working and what works

IMPOWER Newgg.csﬂel % EVI‘J’%J'E_(__,
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The scenarios, including a worst case, highlight the

imperative

Fourscenarios have been modelled as part of the trajectory workstream. The 13% CAGR shows the cost and activity implications of need and provision
continuingtorise atthe rate seensince 2020 — a ‘worst case’ scenario. A ‘baseline’ scenario maps out the most likely change in activity and spendif no
furthertransformation takes place. The main scenarioisthe ‘ambition scenario’ which reflects the system’s proposed level o f ambition when compared to
the baseline. Finally, a ‘balanced budget’ scenario has been created which demonstrates the level of change (shiftin activity) required toreturntoa
balanced budgetduringthe 5-year period of the trajectory model.

Number of plans over modelling horizon HNB Spend over modelling horizon
£85.9
5500 5062 £100.0 £80.7 £90.8
£90.0 £75.9 £83.9
5000 £67.1 £71.4 £77.8 eg1 £66.9
£80.0 | £65.8 £724 £66.9 Y £71.5
4500 £70.0 £67.Eb£65.5 £66.9 :
4400 :
4000 £60.0
3691 200
3500 £40.0
3492
3000 = 3357 £30.0
3180 £20.0
2990 :
2000 £-
== 13% CAGR Baseline Ambition === Balanced . 13% CAGR Baseline Ambition HEEEE Balanced === HNB Forecast
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These scenarios show the level of change required to

achieve a sustainable budget

Summary Baseline Ambition Balanced
Total HNB spend Year5  £85.9m £71.5m £66.9m
Plans Y5 4,400 3,691 3,544
CAGR (13% trend) 9.8% 6.0% 5.1%
Request rates Small rise Static Reducing
Request conversion 86% 75% Reduces to 70%
Assessment conversion 91% 80% Reduces to 70%
Te(;juctio;s T Reductions as in
f ezel\:‘ en Ambition, with
Reintegration and and ron- additional
placement mix ME Maintained reductions in
Special Schools EOTAS and

increasing to 30
p.a. by Year5

bespoke packages

Ambition Scenario

Education, Health and Care Needs Assessment (EHCNA) requests remain
static over 5 years — driven by a renewed information and advice offer
alongside improvements in access to therapies, ensuring that need is seen
and met earlier. Changes to panel practice lead to a reduction in the
proportion of EHCNA requests progressing to full assessments and plans;
whilst ensuring that where an EHCP is not the most appropriate response,
need is seen and responded to appropriately, outside the statutory
process. Reintegration and efforts to reduce escalation into specialist
provision create capacity in special schools to return pupils from
Independent and Non-maintained settings. Non-Placement spend is
maintained in line with the Baseline scenario.

Balanced Budget scenario

A theoretical scenario demonstrating what would be required to return the
service to a balanced budget by Year5. In this scenario, requests reduce
over time to 2021 levels, whilst only 70% of those requests convert to
assessments and, in turn, 70% of those to Plans — levels that have not been
achieved in Newcastle since EHCPs were first created in 2014. Meanwhile,
efforts to restrict non-placement budget lines in the HNB mean that it
remains level in Year 3 — 4 and reduces in Year5 by 3.0%.
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The opportunities were validated with system partners at

the Partnership Ambition Workshop on 6" March

A Partnership Workshop took place on 6 March with around 50 SEND leaders / practitioners from the Local Authority, education
and health. The aim of the session was to reaffirm commitment to the ambition set out in the SEND Strategy and consider how
delivery of this ambition can be enhanced in light of the findings from the High Needs review.

During the session, attendees:
Reviewed the ambition and priorities and the current context
Reflected on the findings of the diagnostic activity and the opportunity
areas identified
Considered how to best realise these opportunities as a partnership
Reflected on the conditions for success required to continue delivering the
ambition

"I came into the session today thinking it was
all going to be 'doom and gloom' but I'm now
leaving feeling much more positive about the

opportunities we can work on together"

Session outcomes:
Consensus around the case for change and understanding of the options to
deliver this change
Agreement on the findings of the diagnostic and the opportunities / priorities
identified
Commitment to work together on the change design and delivery

Workshop participant

IMPOWER Newcastle i EDGE _
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The Partnership agreed that the change delivery plan,
infrastructure and capacity are key areas for further focus

to deliver on these opportunities

Conditions for success
Please rate where you believe we stand on these factors, on a scale from
1-10 (10 = no room for improvement)

During the workshop, the opportunity was taken to poll
for views on how ready the partnership is to deliver a
body of change work

Strong, visible leadership working to acommon goal

Aninclusive ambition and shared view of what success looks like across the partnership

While subjective, this provides an additional perspective £
that some conditions for success are stronger and some Asingle, coherent change plan, owned collectively by leaders

still require strategic attention

. . . . . A partnership-wide governance model and mutual accountability
In line with observations from this project, the 54

prevailing view was that leadership and the vision are
more mature while the change delivery plan,
infrastructure and capacity are key areas for further
focus

An action-focused change management approach which enables grip on progress

Sufficient capacity and capability to deliver frontline change
: 5

An approach to ensure the co-production of changes with stakeholders

A strong understanding of what is working

IMPOWER lewcastlegh ENGEK
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Two Fast Forward trials were initiated to test and

build confidence in new ways of working

Further details about the activity, findings and recommendations can be found in Appendices 9 and 10.

Aim of the trial

= Supporting quality, consistency and strength-based decision-making at the EHC Panels through the use of Applied
Behavioural Science

Strengthening = Strengtheningtransparency and communication with parent/carers and with educational settings about the basis of

panel practice decision-making

= Supporting parent/carers and educational settings to access support outside of the statutory process where appropriate

= Supportingareductioninthe number of decisions thatresultin tribunals, through better alternative support forschoolsand
families and improved parent / carer confidence

Aim of the trial

= Work with SEND professionals and asmall number of specialist settings to identify a group of children and young people
that may benefit from asupported move into a mainstream setting, demonstrating the opportunity identified through the
diagnosticin practice

= Trial the use of the Descriptors of Need tool to support consistentidentification of need and support, evidence the value of
the DoN and consider how they can be embedded into practice to achieve maximum impact

= Work with schoolsand SEND professionals to devise aforward plan and a new approach and practice model for
systematically identifying and actioning re-integration opportunities

Strengthening

reintegration
practice
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We are recommending a programme of long-

term change that aligns to the SEND Strategy...

As part of this phase of work,
the prioritiesinthe SEND
Strategy have beenreviewed
and aligned to the opportunity
areasidentified by the
diagnosticinordertodevelopa
single, coherent change plan.

This has identified 6 change
activitiesthatitis proposed
should be the focus of the
change delivery.

Some of these align to existing
plansand work, some are new
and some entail accelerating
currentplansand are set outin
the table.

Furtherdetail about each
recommendationissetoutin
the following pages.

Diagnostic opp. area

Better connect
professionals and p/c
with early help

Fully exploring all support
alternatives

Maximise opportunities
for mainstream edu.

Maintaining ambition

Primed performance

2.2.
2.5.
2.7.

1.1

2.9.

1.8.

1.11.
1.12.

Priority change activity
(12 months)

1. Descriptors of Need
rollout

2, Relational Local
Offer

3. Strengthen decision
making practice

4. Inclusion Quality
Framework rollout

5. Strengthen
transition practice

6. Embed primed
performance

Continue focused rollout of the DoN to support an earlier and more consistent
understanding of needs, readiness to meet them, and to build parental confidence
that needs are seen, and action is targeted.

Undertake a review and refresh of the Local Offer website and approach, with a view
to redesign how Local Offer services and support are accessed by professionals and
families

Embedding strength-based principles into decision-making processes, supporting
professionals to ensure the voice, strengths and long-term aspirations of young
people are at the centre of assessments and decisions. Strengthening
communications with families and edu. settings about the rationale for decisions
made and facilitating access to alternative support.

Continue rollout of the IQF to strengthen inclusive practice across the City, with a
focus on settings with high numbers of suspensions and exclusions.

Collaborative re-design of transition processes and practice, based on strength-based
working. Initial focus on phase transfer (primary to secondary) and reintegration
(specialist to mainstream).

Putting in place learning mechanisms so the impact of the changes can be evidenced,
and the programme managed based on what's working.

Getting it
right
together

Voice

Getting it
right
together

Inclusion

Getting
ready for
next steps

TBC

Trajectory impact

Reduce need for
ECHNAs

Reduce conversion
of requests to plans

Mitigate specialist
placements

Improve flow

Evidence what works
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...and to the High Needs Block review

Additionally, this phase of work also supported the development of the High Needs Block Review plan,aligned again to changedelivery programme planningto
ensure a coherent approachtoboth shortand medium to long-term change delivery as shown below.

2 Longlist
E Gather draft plans into initial Shortlist t
% o longlist list “‘“Q“:?ﬂji'ﬂescr Ist priority
g S g Refine and plan _ Finalise
- c i i
@ § § Evarlu'ayte and agree priority ' High level plan
2 activities. Detailed plans submitted. o
w o L ) ) finalised. Governance
g 8 o Monitoring and tracking plan. Align decision
g £ to HNB Review plan. )
m o=
w5 Test and launch programme at follow up
E% g:oggor;nni:qeelwery of projects that are clearly defined and agreed. Plans integrated into wider change Partners Workshop. Start delivery and
o .

establish monitoring approach.

Shortlist
Initial identification. Stress Initial stratification longlist across
testing with s/holders. criteria. Test with s/holders.
Develop longlist. Develop shortlist.

Evaluate and plan Evaluate + plan

Evaluate s/list with s/holders. Set recs. Share recs. Testing and
Detailed planning, including ownership refinement. SF decision.

STAGE 1
Shortlist

=
=]
‘n
‘o
@
a

HNB REVIEW

Initiate formal consultations. Start delivery and
establish monitoring approach. Commence
development of DSG Management Plan,
incorporating HNB Review and change programme

Delivery




1. Targeted rollout of the Descriptors of Need with key cohorts

of children and young people at key points of the SEND journey

The findings highlighted:
An opportunity to strengthen earlier identification of needs in Newcastle.
Ambiguity regardinglevels of need, includingin requests for statutory support, which canimpact
access and delivery of appropriateand timely support, resultingin avoidable escalation.
An opportunity to supporteducational settings to embed consistencyin how they see, talkabout
and meet need, particularly atkey transition points.

“We didn’t really use the DoN consistently before, but |
think we should start. The review process made us think
that we actually have a few other children that should
probably be elsewhere”

Deputy Head, Special School

With this in mind, Newcastle lastyear launched the Descriptors of Need (DoN) profilingtoolkitto supportearlier and more consistentidentification of needs and
appropriatesupport. Efforts areunderway to embed the DoN more consistentlyinto practices and processes and thoseschools thathaveembedded the use of the DoN
consistentlyintheir practicereportthat this has helped them understand and see needs earlier butthis is not yet the norm across theCity.

In this context, two educational settings trialled the DoN tool as partof this phaseof work to test how itcan support consistentidentification of needs and supportand
strengthen and systematisereintegration practiceand processes.

The trial demonstrated that the DoN are a helpful way to codify the needs of pupils,and that they providea common language to understand and talkaboutneeds and
support. Both settings stressed that wider use of the tool could supportbetter outcomes for children and young people.

Itis recommended that, as partof the wider change delivery programme, Newcastle continues to target the rollout of the DoN with a focus on priority cohorts, including:
Children and young people inspecial schools who may be better supported in mainstream

New requests for EHC assessments —with aninitial focus on high referring settings “It would be so useful if we received the
Children and young people at risk of exclusion —with aninitial focus on those educational settings with DoN profile for pupils as part of the
high numbers of PEX consultation process. It would make sure
To support conversations around transitionsto ensure needs and appropriatesupportareidentified and that we’re viewing and understanding
understood, includingas partof placement consultation requests and phasetransfers. needs in a consistent way between

Additionally, the trial identified further opportunities to develop the DoN in the future by facilitating collection, schools” .
manipulation and aggregation of individual level data to supportevidence-based needs analysis atschool, locality and City Deputy Head, Special School
level. The digitalisation of the tool should be explored to supportthis.




2. A reviewed and refreshed Local Offer to redesign how

services and support are accessed by professionals and families

The findings fromthe work illustratethat:

Many familiesand some professionalsareturningto specialistservices even when
there are non-statutory services and supportthat could better meet needs

There is currently limited awareness and use of the Newcastle Local Offer (LO) and
there is scopeto develop both the usability and content of the LO website. Infact,
parent and carers rely on their child’s educational settingto access SEND information
and support much more than any other channel.

There is an opportunity to bringthe breadth of support across Newcastleintosupport
conversations to better equip professionalsand parent carers to understand and take
actionearly.

Acknowledging these pressures and opportunities, Newcastle arewell underway with
plans to refresh the Local Offer website and approach to supportprofessionals and
families makethe most of the supportservices available. Additionally, plansarebeing
developed to establish a strategic multi-agency approach to deliver early supportand
interventions, including through weekly sessionsviathe Tree Hour EY Centre. The panel
practicetrial also highlighted that ‘way forward’ conversations with schoolsand families
would help to strengthen understandingabout the rationalefor decisions madeatpanel
and, crucially, they would ensure that alternative supportis evidenced and accessed
where this can better meet needs than through the statutory process.

Itis recommended therefore that these opportunities arealignedinto one plan with the

aimof coordinatinga coherent ‘relational’ Local Offer servicethatcan be easilyaccessed
by families and professionals through a number of avenues — including the website — but
with a focus on relational opportunities thatbuild confidenceand trustwith families. The
key elements of the relational Local Offer areset out inthe boxes on the right-handside.

Key elements of the relational Local Offer

‘Way forward’ conversations following panel decisions to
ensure that schools and families understand therationalefor
decisions madeand to supportdevelopment of andaccess toa
clear way forward.

A hub and spoke approach drawing on expertiseacross the
system, connecting to multi-agency networks, to provide
parent/carers and professionals with information, early advice
andlocal support options. This should be complemented by
regular huddles for the professionalsinvolved to provide peer
support, challengeand learning.

A refreshed Local Offer website thatis easyto navigateand
drives the desired behaviours;regularly seeks and implements
feedback of users; and is frequently used and referred to by
children, young people, families and professionals.
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4. Strength-based principles embedded across

decision-making processes

The review diagnostic reviewidentified,among many strengths, an opportunity to improve strength -based approaches to decision makingto promote better outcomes
for children, young people and their families. The findings highlighted that:

Almost all requests received (over 90%) are approved for assessmentcompared to an average of 66% for statistical neighbours.
Only 41% of professionalsand 35% of parent carers feltthat children and young people receive the rightsupport at the right time.

Only 28% of surveyed parents and carers reported that they understood what was happening next and why duringthe assessmentprocess and that their voicewas
heard and only 34% understood the reason for decisions madeat Panel.

Onlyaround 60% of panel members feel confident to make decisionsduring panel.

With this context in mind, a short trial was completed to test new ways of working with a focus on embedding strengths -based languageand consistentstructures to
discussions;strengthening clarity on next steps and how these were communicated to schools and families;and ensuringthatp anels enable consistent multi-agency
contributions as partofthe discussions. While this work was only the startof the change journey, the feedback and outcomes gave confidencein how these new ways
of working can help to crystallisestrengthened decision-making processes and improved outcomes for children and families. Further detail aboutthe trial and the

findings aresetout inthe relevant appendix.

Based on the trial,itis nowrecommended that a next phaseof work proceeds with a focus on:

Embedding the discussion framework and prompts into all EHC panel discussions to support efficiency, consistency and strength-based approach to decisions.
Strengthening panel processes for recording actions, ownership and rationale for reasons made by embedding the trialled process acrossall discussions.
Reviewing panel evidence, paperwork and the application process, aligningto the strength-based prompts to ensure consistencyinthe quality of the evidence
submitted to panel.This shouldalsoencouragethe submission of Descriptors of Need as partof statutory applicationstoensure consistencyin how needs are
identified and discussed.

Strengthening support and communications to schools and parent carers around the Universally Available
Provision, Local Offer and local supportservices availableto children and young people with SEN in Newcastle to
decrease relianceonthe statutory pathway where thisis notrequired. This should also beembedded through
delivery of ‘way forward’ conversations.

Impact monitoring processes to trackand assurethe changes.

“Quality dialogue about why decisions are
made and having the right people sat round

the table will make a huge difference” -
AssistantHeadteacher, Mainstream Primary
School




5. Focused rollout of the Inclusion Quality Framework

to strengthen inclusive practice across the City

“More needs to be done to support
schools to develop relational approaches
to with young people — especially within

The review has highlighted that:
Rates of permanent exclusions in Newcastlearesignificantly abovenationalaverageandarecontinuingto rise.
Nearly half of pupils excluded in Newcastle have additional needs.
There is inconsistentinclusive practiceacross educational settings, which areseeinga small number of schools
exclude alargenumber of pupils.

the secondary sector where rigid
behaviour policies negatively impact our
young people”
Educational Psychologist

Acknowledging these pressures, Newcastle leaders have developed the Inclusion Quality Frameworkto support
schools to review and reflect on their inclusive practiceand seta standard that schools should work towards to
ensure childrenand young people are as supported as possibleto thrive within their setting. O

Professionalsagreed that the graduated
responsehad not been used before
resortingto a permanent exclusioninat
leastone casereviewed.

As partof the change programme, continued rollout of the Inclusion Quality Framework is recommended, focused
on key cohorts of schools including:

Those embedding the Descriptors of Need into their practice (see recommendation 1)to ensure that there isanaligned understandingwithin educational
settings about need levels and their ability and confidenceto meet those needs.

Those schools thathave the highestreferral to the Locality Inclusion Panel,and/or thoseschools with high levels of exclus ion to strengthen their inclusive
practice.

Sharpeningthe impacttracking mechanisms will bekey to evaluatingthe effectiveness of the tool, and to build confidencein the next steps. This should consider:
Feedback from schools who have used the self-assessmenttool about the process and how this has supported improvements in provision
Tracking of the type of additional supportidentified by schools who complete the IQF to develop a strategic understanding of key areas where further
supportis required.
Monitoring how the process helps to supportbetter inclusion outcomes, includingthe number of suspensions and PEX.
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6. Strengthened transition practice to ensure children and young

people are supported in the right setting to meet their needs

The findings highlighted that: ] e ket vl oinse
. . . . . IRCEIARN setting setting far Initial conversation about transition. ?|  studentand family ‘;::'P"’““‘Wm"“’"‘ both .
Phasetransfers area key pointinchildrenandyoung people’s journeys that canlead to avoidable sl 8 e dscusion O e oo anrin are supported o B
. . . . to reintegrate. programme
escalation of need in Newcastle, and many parent carers feel that their child wasn’twell supported | REEEES e Wy key Sl irom | | doveoped b spciakes shoctee
L. X . et mppar e e e GEIBETIT e i
through the transition particularly from primary to secondary. gy A e e =

Professionals consider thatthere are a number of pupils in Newcastle whose needs do not require = s oy v e [ Term2 |
. . . . . - . Planning for next transltion begins consider 3 e an Familiarisation visits continue focusing on
andare limited by the high-level specialistsupportthey arereceivingand whose lifechances and PlnteCe R e e e dnicpmest ad eiig

Mainstream setting leods support during these vists
with ingut from specialist setting where required.

independence could be improved through a supported move to a mainstreamsetting. However
almostno pupils arecurrently reintegrated.

Transition maeu]uﬁl Transition not successful 1

Placement decisions areoften driven by parental preference, and parent carers’ lack of confidence || S el e reviews Pupitbegnsat | | Arrangements | | oo ceviews heid for between
. . - . [eauemens Change mprovsion  [+] settings, family and s, [+ o "EWSETING o] “";‘:r:;'“ L] sertings, family and LA.
canattimes lead them to request additional statutory and specialistsupport, especially atkey ity | | omatnt/amenies | | coirseietiontui ploseris e sl asteion el g chs e
reviewed

transfer points.

These challenges arewell recognised by the system, with a key actioninthe SEND Strategy to review the phasetransfer process in order to better supportfamilies
and professionalsduringtransitions. Aligned to these efforts, a shorttrial was completed duringthis phase of work to revi ew reintegration practiceand devise a
forward plananda new approach and practice model for systematicallyidentifyingand actioningre-integration in the future. The trial identified 20 children across 2
specialistsettings that could benefit from a supported move to a mainstreamschool.Inaddition, a proposed reintegration model was devised which trial participants
believe can help strengthen and consolidate practiceacrossthesystem whilstbuilding confidencein professionalsand families to undertake supported moves.

As partof the change programme, a continued focus on transition practiceis recommended whichincludes:
Embedding the DoN more consistently acrosstransition practice, including reintegration and phasetransfer meetings, to ensur e needs are seen and understood in
a consistentway between settings and to facilitateplanningof appropriatesupportin liaison with families.
A continuation of the work started duringthe trial followingtherecommendations set out in Appendix 10. This includes testing the reintegration model in practice
with a small group of schools and childrenidentified during the trial and iterating the model based on evidence of what works.
Progressing plansto strengthen transition practice,and developinga phasetransfer model and guide that standardises the process and builds confidencein
professionalsand families. This process should be underpinned by the Descriptors of Need and, wherever possible, the Inclusion Quality Framework to ensure
clarityand understandingaboutindividual need and the setting’s ability and confidencein meeting those needs. 41



7. Robust learning mechanisms so the impact of

changes can be evidenced based on what’s working

Throughoutthe research and change design work with stakeholders across the local
partnership, it was observed that Newcastle currently lacks a consistent understanding of
how differentinitiatives are contributing to priority outcomes for children and young
people, bothatanindividual case level and overall.

When introducing new ways of working like the ones recommended in thisreport, itis
additionally important to know whatis working. InIMPOWER’s change work with other
local areas, successful delivery has been underpinned by alearning routine which shows
how the individual changes, as wellas service performance, connect and contribute tothe
overall ambition as well as the use of resources.

We call this approach ‘Primed Performance’ and recommend thisisembeddedin
Newcastle to ensure thatthere is ‘one version of the truth’ on system activity and costs,
and thatthisisshared widely with staff across organisations. This will also evidence how
each change and service is contributing to the ambition for children and young peopleand
to financial sustainability. An effective governance and meeting structure should also be in
place to monitorthose contributions and inform agile decision making.

Purposeand goals

Action Data and tools

Communication
anddiscussion

Interpretation

The SEND Strategy, aligned to the recommendations of this report, provide astrong starting pointin thatit establishes aclearand shared
vision and set of outcomes to work towards. Partners should now focus on developing the datasets and routines that allow progress
towards goals to be measured—including alignment of existing reporting routines—and integrate the trajectory modelling work

undertaken through this project.
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6. Next steps
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The case for change is pressing

Newcastle has proactively commissioned this review because it has high aspirations
for children and young people and wants to ensure that resources serve those
£100.0 £85.9 aspirations to the fullest extent.

£80.7 £90.8

HNB Spend over modelling horizon

This review has therefore focused on identifying ways to work differently to improve

£90.0

£75.9 £83.3 outcomes for children, young people and their families and to create greatervalue. It
£80.0 £67.1 £71.4 £77.8 £66.9  has highlighted a number of existing strengths within the system that should be built
c65.8 £72.4 £66.9 £6§6:'1 £71.5 upon, as well as missed opportunities to see and meet need earlier which are leading

to anincreasing reach for statutory and specialist support.

£70.0 1267.5'}_:65.5 £66.9

The DSG is projected to enter a cumulative deficit position next year and the cost of

£60.0 inaction or delay is close to 0.5m per month. Additionally, by the end of 2028/29, on
£50.0 the current trajectory, Newcastle will be supporting 4,400 plans, with HNB spend of
: £85.9m p.a. — far outstripping the anticipated growth in the High Needs Block to

£40.0 £65.7m. Placement spend alone would increase to £65.2m.
This highlights the imperative to respond urgently and differently to need in

£30.0 Newcastle — seeing and meeting needs earlier to prevent escalation and creating
‘good savings’ that are focused on inclusion and achieving better long-term outcomes

£20.0 for children and young people in Newcastle.

£10.0 NCC leaders have developed a consensus with partners on the imperative and
priorities for change — which the evidence indicates can mitigate the potential gap by

£- £14.4m with successful delivery.

Y12024/25 Y22025/26 Y32026/27 Y42027/28 Y52028/29 . . . . . . .
4 / / / / Delivery is now key and given the complexity of the system this will require a

= 13% CAGR Baseline Ambition sustained focus, strong and consistent co-production with stakeholder and a

systematic approach to monitoring what is working.
I Balanced === HNB Forecast Y PP g g 44



Proposed high-level change delivery plan
storyboard

Rollout DoN

Relational LO

Summer term

Focusedtrial

Testwayfwd meetings

Plan website redesign

Strengthen
decision-making
practice

TestEY Advice Hubs

SBAtrial EHCpanel

Reviewpanelroles and ToR

Summer Autumn Term Winter Term Summer Term
Evaluate & Embed learning into plan for next steps of rollout
plan
Embed DoN into processes (EHC re quests, placement consultations)
Evaluate & Relational LO continues
JETY Website redesign

Amend processes and

paperwork Embed changes & review other panels

Rollout IQF

Transition
practice

Primed
Performance

Review paperwork and comms

Focusedtrial

Communicate agreed Monitorimpact

changes
Evaluate Embed learning into plan for next steps of rollout
&plan Monitorimpact
Testreintegration model in practice
Test phase transfer model in practice
dent ea esanddataforP ed Perto 2 e, base e data, repo g and eate da poara

Monthly performance meetings and termlytrajectory board meetings



Decisions and actions for consideration

Based on the findings and recommendations of the project, a number of decisions and actions are now required to
ensure system ownership and progress:

Shared agreement of the recommendations, action plan and priority activities identified.
Review and confirmation of programme governance arrangements.

Establishment of Trajectory Board — to monitor what is working and connect the outcomes improvement activity
with effective management of the High Needs Block (and in due course the DSG Deficit Management Plan).

Organisation, management and delivery of the changes — review and consider change and project management
capacity, capability and infrastructure.

Tracking and monitoring impact —review and align tracking measures into one monitoring dashboard, develop
primed performance approach including trajectory management processes and capability.

Communication and engagement —to introduce and mobilise the work and ensure successful co-delivery with
system partners and parent carers.

IMPOWER Newcastle i EDGE _
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7. Appendices
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Appendices

1

10

Data analysis and benchmarking

Case reviews analysis
Survey analysis

Review of public-facing
communications

Panel observations

Rapid review of inclusion
practice

Trajectories report

Trajectory models

Panel practice trial evaluation
report

Reintegration practice trial
evaluationreport

Analysis of local and national data outlining key insights and trends about the SEND population in
Newcastle. Where relevant, Newcastle data is compared to national average and statistical neighbours.

Findings from the case review sessions.
Analysis and key insights from the findings of the surveys for parents and carers and for professionals.

Applied Behavioural Science review of a selection of Newcastle’s public facing communications. Outlines
recommendations for communication improvements and proposed next steps.

Observations of key decision-making panel processes.

Rapid review of inclusion practice. Includes set of additional opportunity areas to deliver positive impact
and recommendations about next steps.

Overview of the trajectories development process and key assumptions underpinning the baseline and
ambition trajectories.

Excel trajectory model (baseline and ambition)

Overview of key activities, findings and impact of the panel practice trial. Includes recommendations for
next steps.

Overview of key activities, findings and impact of the reintegration practice trial. Includes
recommendations for next steps. 48



Contact

Alastair Thompson —

Teresa Grandi —

Pauline Melvin-Anderson OBE —
Zoe Trott —

Alex Coffin —

Geoff Hinkins —

IMPOWER Consulting Ltd
8-10 Warner Street,
London, EC1R 5HA

www.impower.co.uk
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The Customeris responsible for determiningwhether the scope of the work we have been asked to carryoutis sufficient forthe purposes ofthis re port.

Itshouldbenotedanditis expresslystated that noindependent verification of any of the documents orinformation supplied to us has been made. We make no
representation or warranty and give no undertakingas to the accuracy, reasonableness or completenessof the information containedinthis report oranydocumentor
information supplied to us.

In this report we have assumed, having raised queries as we saw appropriate: thatall of the information supplied to us was, when givenand remains, true, complete and
accurate and not misleading; that the documents we have examined are true, complete and accurate copies ofthe originalsand that the signatures onthose documents are
genuine; thatappropriate personnelatthe Customer will have read the documents in case any such document reveals matters of significance which could only be identified
bypeople with knowledge ofthe Customer’s s pecific circumstances; and that noterm of anyagreement comprisedin the documents received by us has beenamended orally
bythe parties orbyconductorbycourse ofdealing without our being aware ofsuchamendment. Inaddition, there maybe agreements whichare whollyoral ofwhichwe are
unaware.

This report reflects the state of the Customer as at the date provided at the front of it. However, furtherinformation may b e received, disclosures may be made orinformation
identified which may change the position of thisreport after the date of it. We do not accept any responsibility or obligation to update this report, correct anyinaccuraciesor
provide anyfurtherinformation which maybecome known to it after the date of this report.

This reportis addressedto the Customerandis fortheirsole information and use in connection with the matter. We accept noresponsibilityforanyreliance placed on this
reportforanypurpose otherthanthe matterorbyanyperson otherthanthe Customer. We shall notinanycircumstances be liable to the Customerforanyloss of profitor
anyotherconsequential orindirect loss (howsoever arising).

The contents of this report are strictly private and confidentialand this reportis being made available to the Customersolelyon that basis. This report must not be made
available; or copied, quoted orreferredto (inwhole orin part) without the prior written consent of us, provided that the Customer may disclose thisreport to those of its
respective employees, directors and advisers who are directlyinvolvedin the matter. Neither thisreport, norandright underit, as assignable.
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