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1.0 Purpose of this Report 
 
1.1. This brief covering report draws Members’ attention to the findings of a recently-

concluded review of organisational arrangements within children’s services, and 
makes recommendations with respect thereto. 

 
2.0 Background 
 
2.1. A report elsewhere on this agenda sets out some of the significant improvement 

challenges that are currently being faced (and vigorously tackled) in the children’s 
services area.   

 
2.2. Members will be aware, however, that the organisational arrangements in 

accordance with which children’s services have been provided in Leeds since 2006 
have recently been reviewed. 

 
2.3. A copy of the review (which was a strategic review undertaken by officers in the 

Chief Executive’s Unit) is attached to this report.  The focus of the review is, for the 
most part, upon the Council’s own internal arrangements; however, the review also 
offers comment on the Council’s relations with other key agencies and some 
important external perspectives are captured.  

 
2.4. The key question posed by the review is whether, given 
 

i) the magnitude of the improvement challenges which the Council is currently 
facing,  
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ii) the changes in policy and practice (both nationally and locally) that are in 

prospect,  
 

iii) the fact that the Council is preparing to recruit a new permanent Director of 
Children’s Services, and 

 
iv) the reality that the resources available to the Council over the course of the 

next few years to meet the many, growing and varied needs of children across 
the city are likely to be very constrained, 

 
the organisational arrangements that were put in place in 2006 remain, in all 
important respects, adequate and appropriate. 
 

2.5. Put broadly, the Board could opt to make only minimal changes to current 
arrangements at this time, and resolve that any redesign of them should be aligned 
very closely with what we already have; alternatively, the Board could take the view 
that what is now called for is a more radical overhaul of the arrangements.  

 
2.6. For the assistance of Members, brief observations on these two broad options are 

set out below. 
 
3.0 The case for minimal change 
 
3.1. As Members will be aware, the Children’s Services Annual Performance 

Assessment for Leeds, published in December 2009, found that “the majority of the 
local authority’s inspected and regulated services and provision in children’s 
services are good or better.”  Accordingly, the case for making only modest changes 
to the organisational framework that was put in place in 2006 could be viewed as 
essentially resting upon a ‘mend only what is broken’ approach.   

 
3.2. On this thesis, what has arguably been broken have been aspects of the leadership 

and management of children’s social care (and, more particularly amongst those 
aspects, performance management), and what has been missing has been a 
sufficiency of resource to enable the service to respond appropriately to a very 
significant increase in the workload of its staff.  What is therefore required, on this 
view, are revised senior management arrangements in this area of children’s 
services, and the identification by the Council of a substantial additional resource to 
enhance systems, support staff re-training and make new appointments on the front 
line. 

 
3.3. It is also undoubtedly the case that many of the factors that lay behind the decisions 

that were taken in 2006 continue to pertain. There is still a substantial schools 
agenda and Education Leeds continues to perform well (as it has since 2001) under 
a contract with the Council that leaves the Chief Executive of the company with clear 
accountabilities which sit with, and in no way detract from, an unambiguous 
responsibility on the part of the Council’s Director of Children’s Services for all 
children’s services, including education-related services. 

 
3.4. On the resource front, too, the point may be made that, whilst Education Leeds has 

been appropriately funded under its contract with the Council, the business support 
functions that the company has developed over the years are specific rather than 
generic and are, in large part, school and company facing.  

 



4.0 The case for more radical change 
 
4.1. There are 180,000 children in Leeds aged under 19 and the Council has a 

responsibility to secure that all of these children and young people are kept happy, 
healthy, safe, successful and free from the effects of poverty. Moreover, the Council 
and its partner agencies (many of whom have a duty to co-operate in a city-wide 
endeavour to secure the achievement of the above outcomes) are working ever 
more closely together across organisational boundaries and under frameworks 
providing for the common assessment of need and the better integrated 
commissioning of both services and support.   

 
4.2. Against this background, it is the recommendation of the Council’s corporate 

leadership team (CLT) that the Council ought to take a fresh look, across the piece, 
at its own organisational arrangements for the provision of children’s services in the 
city.   

 
4.3. More specifically, CLT believes that, given the considerations referred to in 

paragraph 2.0 above, organisational arrangements within children’s services should 
now be redrawn with the object of harnessing the strengths of Education Leeds and 
bringing the company’s resources together with those from early years, children and 
young people’s social care and the integrated youth service, under the leadership of 
a new Director of Children’s Services.  CLT is supportive, therefore, of the adoption 
of the approach detailed in Option 5 of the attached review.  Under this option, the 
new Director would be appointed to lead an integrated team comprising (in due 
course) a Deputy Director, or equivalent, overseeing and championing the Council’s 
education and learning functions, together with a Deputy Director, or equivalent, 
taking the professional lead for targeted and specialist services for the city’s most 
vulnerable children and young people.   

 
4.4. In agreeing these three principal leadership roles, it will be important to establish 

them at an appropriate level within the council’s structure and this may necessitate 
final consideration being given to the status and title of each of the posts.  The 
holders of the three posts will, however, take the lead in delivering a fully-integrated 
children’s services approach; developing effective working arrangements with the 
council’s partners; improving outcomes for children and young people across the 
city, and delivering efficiencies so that essential resources can be targeted at front-
line services.   

 
4.5. It is recognised that if the above approach is adopted, it will entail a significant 

dismantling and re-engineering of the Council’s current organisational framework in 
the children’s services area; it is plain too that, if members of the Board choose to 
endorse this approach, there will need to be detailed discussions with a range of 
service users, staff, partners, stakeholders and other interested parties over the 
course of the next few months.  However, Members may wish to note that if the 
Council does resolve to support this more radical approach (with a view to revised 
arrangements being ushered in from April 2011), the Chief Executive and Board of 
Education Leeds have made clear their readiness to work closely with colleagues 
within the Council and from other agencies to manage the proposed change 
successfully. 

 
5.0 Conclusions 
 
5.1. The attached strategic review appraises a number of options, and not just the two 

possible ways forward that are discussed in this report.  If however, having 
considered the review in the light of this report, it is decided that Option 5 of the 
review should be adopted as the preferred way forward, then further reports will 



obviously need to be brought back to the Board on the outcome of the consultations 
and discussions with affected parties that are envisaged, on any transitional 
arrangements that may require to be put in place in the run up to 1st April 2011, and 
upon the final form of the revised organisational arrangements for children’s services 
that are proposed to take effect on that date. 

 
6.0 Recommendations 
 
6.1. It is recommended: 
 

i) that, building on the strengths of current arrangements and seeking to spread 
them across all areas of children’s services, a new integrated Children’s 
Services Directorate model be worked up along the lines detailed in Option 5 of 
the attached review, 

 
ii) that officers be authorised to take all such steps as may reasonably be required 

(including the service of appropriate notices) to allow the Council’s contract with 
Education Leeds to be terminated on 31st March 2011, and 

 
iii) that further reports detailing the revised arrangements (including any proposed 

transitional arrangements), and consultations thereon, be brought to the Board 
at regular intervals over the course of the coming year. 

 


