Issue
We wanted to strengthen our social care practice and have two
examples of approaches that we have implemented through the
development of our Pod structure.
1. Some young people in care and on the edge of leaving care were
demonstrating disruptive behaviour. When restructuring our long
term social care teams we wanted to look at ways in which we could
address this and our recent OFSTED inspection recognised as a
strength the work undertaken with young people by youth workers
in the Pods.
2. We wanted to reduce our reliance on agency workers and invest
for the long term. We have entered into a partnership with Frontline
and we will have two Frontline Units starting in September 2015.

Outcomes
1. The Youth Workers undertake direct work with young people and
OFSTED identified as a strength the way in which the Youth Workers
engaged with the young people and how this had become very valued by
the young people. It has made a demonstrable difference in terms of
impact reducing placement disruption and encouraging engagement and
participation in education and learning.
2. No permanent social workers have left the council since the introduction
of the Pod structure in September 2014 and at least three agency workers
have moved into permanent posts. Staff like the Pod structure and the
management oversight and support that they get. The structure gives the
social workers the opportunity to increase the amount of direct work
undertaken with children and young people. OFSTED also commented on
the child centred practice they saw.

Key Players
Good working together between Senior Leadership Team, Quality
and Performance Staff and HR.
Social Workers and the development of Consultant Practitioners
Youth Workers and Parenting Workers
Partnership working across agencies.
Frontline, to set up social work training
Coaches and mentors.

Evidence and Knowledge
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Approach
1. We restructured our long term social care teams - Child in Need Children in Care and
Leaving Care - into 7 Pods, which include a mixture of social workers and workers from
other disciplines, based on the Hackney Model. Each Pod has: 1 Consultant Practitioner
(Social Worker), 1 Senior Practitioner, 1 social worker, 1 NQSW, 1 Assistant Social Worker
and in four pods, a parenting worker and in the other three pods, a youth worker.
2. Two Frontline Units, each led by a Consultant Practitioner and made up of four
participants in each, will operate from September 2015. They will have an intensive year of
training and mentoring leading to a social work qualification at the end of the year. These
participants, once qualified, will become our next cohort of AYSEs. The two Consultant
Practitioners are being prepared for these roles through an intensive training and
mentoring programme.
3. Across the service, front line managers are undergoing a significant development
programme to strengthen supervision and improve consistency of front line management.

“If doing this again I would...”
It is still relatively early days and we learn every day what works and
what doesn't. However, all the indications are that the model is
working and workforce stability is a key measure of success. Our
OFSTED inspection confirmed that we are on an improving trajectory
and we will be doing a full evaluation of the implementation of the Pod
structure, one year on, in September this year.
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The Pod structure is underpinned by the research undertaken on
the Reclaiming Social Work initiative where Hackney Council
created social work units where social workers function within a
small multi-skilled team. The independent evaluation of this model,
undertaken by Cross, S. Hubbard, A. (Human Reliability
Associates) and Munro, E. (London School of Economics),
indicated positive changes in organisational culture, processes and
outcomes. It also showed evidence of how the structural changes
and the way that front line staff think and engage with the child,
young person and the family, within this model, mitigates risk.
Internal quality audits of practice identify ways in which we can
continuously improve the quality of practice.

Learning points
The significance of this model for children and young people is that
they have a team around them. The ethos of the Pod is that although
the child is allocated to a social worker, they are in effect allocated to
the whole Pod. If the allocated social worker did leave, the child
would remain within the Pod and be allocated to the new social
worker. However, because there is knowledge of that child across
the Pod, there is continuity for the child. The intention is for every
Pod to have around 50-60 cases each.
Investment in management is significant in this model and developing
our frontline manager is key to its success. This development needs
to be ongoing and refreshed to meet the needs of managers and
ensure consistent practice across the service.

Next steps
Building on the outcomes of the recent OFSTED inspection, we
have invested in a development programme for frontline
managers. Each manager has a development plan tailored to
their particular needs and the implementation of the plan and
development of managers will be closely monitored.
We are also exploring opportunities for joint/group supervision
and management development with our strategic partners to
further strengthen our integrated working.

