
Appendix 3 (1) – Additional Information

Children & Families Directorate Budget Monitoring Report
At 31st December  2017

Overview:
The Children & Families Directorate is forecast to deliver an over budget outturn 
position at year end of £10.794m based on December 2017 data. 
 

Original 
Budget

Net Expenditure Revised 
Budget

Budget to 
Date

Actual to 
Date

Forecast 
Outturn

Forecast 
Variance

Forecast 
Variance

Q2 
Variance

Change 
from Q2

£000 £000 £000 £000 £000 £000 %
198 Director & Support 168 126 130 98 (70) -41.6% 16 (85)

Early Help and Learning:
0 School & Nursery Budgets (634) (80) (162,310) (634) (0) 0.0% (0) (0)

6,036 Inclusive Learning 6,416 4,770 5,953 7,648 1,232 19.2% 1,048 183
2,242 Learning Improvement 2,794 2,229 1,517 2,486 (308) -11.0% (160) (148)

10,017 Early Help 10,568 7,824 5,744 9,595 (973) -9.2% (957) (16)

925 Other Early Help & Learning 800 581 717 762 (38) -4.8% (32) (6)

Children & Families:
24,010 Children Looked After 24,187 17,530 26,671 32,818 8,631 35.7% 7,571 1,060
8,008 Child Protection 8,235 6,176 7,087 9,562 1,326 16.1% 1,148 178
4,823 Child & Family Support 5,678 4,223 4,178 5,847 168 3.0% 230 (62)
1,417 Other Children & Families 1,458 1,096 1,336 1,962 504 34.6% 689 (185)

9,032 Other Directorate Budgets 9,053 6,957 8,883 9,375 322 3.6% 158 163
66,709 68,724 51,431 (100,095) 79,518 10,794 15.7% 9,711 1,083

The projected £10.794m overspend is comprised of the key variances identified 
below, with quarter 2 comparisons included.

Q3 Q2 Variance
£m £m £m

Commissioning of places for Children Looked After 8.701 7.150 1.551 
Additional cost of Externally Provided Workforce 1.410 1.375 0.035 
Invest to reduce cost - Social Work Academy Staff 0.578 0.815 -0.237 
Focus Family/Health and Wellbeing reduced 
commitments            -1.000 -1.000 0.000 

Direct Payments and Homecare 0.752 0.615 0.137 
Carers and Short Breaks 0.235 0.235 -0.000 
Inherent Directorate Pressure 0.457 0.457 0.000 
Employee Cost related variances -0.035 -0.068 0.033 
Other areas variances -0.305 0.131 -0.436 

10.794 9.711 1.083 



Some of these key variances are spread across a number of budget lines as 
identified on the table below. 
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pressure

£000 £000 £000 £000 £000 £000 £000 £000 £000 £000 £000
Director & Support (70) (70) (70)

Early Help and Learning:
School & Nursery Budgets 1,232 (0) (0)
Inclusive Learning (308) 62 752 235 151 32 1,232
Learning Improvement (973) (186) (122) (308)
Early Help (38) 2 (700) (275) (973)
Other Early Help & Learning 0 0 (38) (38)

Children & Families:
Children Looked After 8,631 8,701 211 (281) 8,631
Child Protection 1,327 1,067 259 1,327
Child & Family Support 169 26 143 169
Other Children & Families 503 43 578 (117) 503

0
Other Directorate Budgets 322 0 (300) 457 164 322

10,794 8,701 1,410 578 (1,000) 752 235 457 (35) (305) 10,794

Budget 68,724 18,654 294 0 1,266 1,055 1,899 2,589 28,920 14,047 68,724

Commissioning of places for Children Looked After

The forecast expenditure in this area has increased by £1.060m from the 2017-18 
Q2 outturn position as shown below and £4.301m from the initial 2017-18 reported 
pressure. The forecast overspend now being £9.701m.

External New packages approved, end dates extended or moved £2.394m

External packages that have ceased or have earlier end dates        (£0.937m)
External Package cost net movement from Q2 Forecast £1.457m

Internal package cost net movement from Q2 Forecast                     £0.094m

Total net movement on all packages from Q2 Forecast               £1.551m

Other CLA related cost movements from Q2 forecast                       (£0.491m)

Total net movement of all CLA costs from Q2 forecast               £1.060m

Note: Other CLA cost movements of £0.491m above relate to reduce forecast costs 
relating to the residential maintenance budget, staff, Section 17 preventive and 
supportive costs, home to school, contact visits which all decreased over the quarter.



The numbers of Children Looked After have changed over the quarter as shown in 
the table below.

April 1st Q1 Q2 Oct Nov Q3
Table of child numbers per month 2017 Actual

Placement type Number Movement 
from Q2 £'million  Average 

Direct unit cost

Foster placement - own provision 193 195 196 191 191 192 -4 £2.659 £277
Foster placement - own provision - family & friends carer 81 73 72 76 83 89 17 £1.232 £277
Residential placement - own provision 10 11 11 12 11 10 -1 £1.122 £1,999
Foster placement - other provision 176 190 187 192 196 196 9 £8.020 £817
Residential placement - other provision* 73 80 84 88 91 89 5 £14.120 £3,205
Secure accommodation 2 3 1 0 1 1 0 £0.210 £3,091
Adoptive placement 35 26 18 19 19 17 -1 £0.000 £0
Placed with parents 47 33 37 35 38 37 0 £0.000 £0
Other - NHS/Health Trust/Independent living 14 18 18 17 15 16 -2 £0.992 £859
Total number of CLA 631 629 624 630 645 647 23
Additional investment in CLA agreed by Council £5.000m £5.000m £5.000m £5.000m £5.000m £5.000m £5.000m £5.000m
Budget pressure identified in monitoring CLA Packages only £5.400m £7.292m £8.150m £8.765m £9.587m £9.701m £1.551m £28.355m £846

Q3Forecast Q3                   
Weekly

Actual 
Number
s of CLA 

at 

The reasons for the movement in numbers against specific placement types are as 
follows.

 National shortage of foster placements in some cases leading to uptake of 
residential packages

 Entrants have been older teenagers with complex high needs behaviours 
making them difficult to match with foster carers.

There is an action plan in place to deliver mitigating cost reductions through the 
2017/18 financial year with this process being reviewed at monthly financial review 
meeting chaired by the Corporate Director.

In addition contributions from Health partners are expected to be in the region of 
£1.000m resulting in the net pressure for 2017/18 being forecast at £8.701m.  

Externally Provided Workforce

EPW’s have stabilised across a range of service areas.  There has been an increase 
of £0.035m in the marginal costs from the September 30th 2017 outturn position of 
£1.375m and the December 31st 2017 position of £1.410m. Forecasts are based on 
known end dates of EPW staff as informed by Service Managers. At 31st December 
2017 there were 69 EPW (59.55 FTE) compared to 72 EPW (62.83 F.T.E) at 30th 
September 2017.

EPW are being mapped against academy social worker placements to track costs 
through this process and ensure that as soon as an Academy worker qualifies and 
fills a vacant post the EPW post ceases where this is practicably possible to do so.



Invest to reduce cost - Social Work Academy Staff

The academy pressure has reduced £0.237m from £0.815m at Q2 to £0.578m at Q3 
as staff have been relocated to posts in the districts. The forecast assumes that as 
academy students graduate they fill vacant permanent posts which are funded 
through the Directorate’s core staffing budget rather than occupying supernumerary 
places and also reducing the ongoing reliance on more costly EPW’s.

Focus Family/Health and Wellbeing reduced commitments            

Funding was allocated to Cumbria County Council from the NHS during 2011-12 and 
2012-13 to support Health & Wellbeing activities and in addition to this a further £2.0 
million of NHS funding was transferred into Children’s Services in 2013-14 to support 
community Health and Wellbeing activities.

These funds were not ring-fenced and £0.895m was carried forward at 31st March 
2017.  Following a review of commitments against this funding in 2017-18 and 2018-
19, it is proposed to utilise £0.500m of this funding in 2017-18 to support budget 
pressures in the Children and Families Directorate.

In addition, £0.490m was carried forward from the Focus Family project at 31st March 
2017.  It is projected that based on achieving payment by results for all families 
attached to the programme by 2019-20, then approximately £0.994m would be 
available at the end of the programme in 2019-20.  As such, £0.500m of this 
projected surplus on the programme has been included in the 2017-18 financial year 
to support budget pressures in the directorate.     

Grants

Adoption Grants totalling £0.860m per annum that were received in previous 
financial years were time-limited and have now ceased, however the expenditure 
associated with these Grants has not. As the adoption service that was funded from 
these grants is a statutory function alternative funding has been provided through the 
corporate inflation reserve.   A longer term mitigation for this reduction in funding is 
to increase the number of adopters.  In 2018-19 no funding is available to support 
this function resulting in a pressure on the Childrens and Families Services budget.   

Direct Payments & Home Care

The provision of direct payments and home care to children with learning difficulties 
and disabilities is projected to cost £1.807m in 2017-18 (an overspend of £0.752m), 
and an increase on the Quarter 2 forecast of £0.137m due to an increase in the 
number of payments being made.  Expenditure on these payments in 2016-17 was 
£1.797m and it was expected that the forecast in 2017-18 would be reduced due to 
the incorporation of a £0.250m projected saving through the mitigating actions set 
out in the directorate’s action plan.  Whilst it is still expected that the mitigating 
actions will deliver a saving of £0.250m, new payments are offsetting this saving.  



Carers & Short Breaks

The Council retains responsibility for funding utilities, rates and the mini-bus costs for 
the three respite homes within the short break hubs. In addition, the Council 
purchases a support service to enable families with children with learning difficulties 
and disabilities to apply for and manage direct payments.  An overspend of £0.235m 
is forecast largely due the cost of this support service, plus one off historical costs 
relating to the previous arrangements for short break hubs, and one off funding for 
the current arrangements.   

Inherent Budget Pressure

There is an inherent budget pressure which was also reported during the 2016/17 
financial year within the Directorate of £0.457m relating to a delay in fully delivering 
the Children Services restructure. The delay in delivering these staffing savings is 
necessary to ensure that there is sufficient staffing resource to deliver the 
improvement of the Children & Families Services Directorate. Funding of £0.600m 
was provided as part of the budget approved at Council in February 2017 with the 
figure of £0.457m representing the forecast pressure during 2017/18.  

Staff related variances

There is a forecast underspend of £0.035m relating to employee cost budget lines. 
The underspend has reduced by £0.033m from Quarter 2 mainly due to increased 
expenditure within area inclusions over the quarter.

Other areas

Other cumulative variances across the Directorate total -£0.305m compared to a 
pressure for Q2 of £0.131m. The -£0.436m change is due to reduced staff forecast 
costs within Children Looked After Teams, reduced Residential homes forecast 
maintenance costs, reduced expenditure for Learning Improvement intensive 
intervention in schools and reduced management costs.

 
School Monitoring and Improvement Grant 

The Council is now in receipt of a School Monitoring and Improvement Grant (SMIF) 
totalling £0.525m, with a further sum expected in the 2018-19 financial year for the 
period April - August 2018.  The grant is not ring-fenced but is intended for use in 
monitoring performance of maintained schools, brokering school improvement 
provision, and intervening as appropriate. The grant has been added to the Learning 
Improvement budget line in quarter 2 and the service is developing a plan for using 
these monies, which will include the use of CASL to broker increased levels of 
System Leader support, an aspirational model of school improvement centring 
around ‘Good to Great’, and increasing human resource around area manager 
support for leadership improvement in schools.



Dedicated Schools Grant

As at 1st April 2017 the Dedicated Schools Grant (DSG) had an accumulated deficit 
of £5.666m excluding balances held within individual schools. It is currently projected 
that the DSG central reserve will be in deficit by £6.130m at 31st March 2018 as set 
out below.   The main reason for the projected deficit is budget pressures within the 
High Needs Block.  

DSG Balance at 01/04/17 -£5.666m
Agreed In – year transfers to and from reserves £3.414m
Projected overspend on High Needs Services in 
2017-18 -£3.893m

Other net underspends in the DSG 2017-18 £0.015m
Projected DSG Balance at 31/03/18 -£6.130m

The projected DSG deficit balance of £6.130m at 31/03/2018 equates to 1.78% of 
the total DSG allocation for Cumbria (including academies) for 2017/18.

In December 2016, Cabinet agreed a 3 year repayment plan for the High Needs 
Block as recommended by the Schools Forum.  This is projected to bring the DSG 
back into balance by the end of the 2019-20 financial year. 

The projected overspend on the High Needs Block for 17/18 is higher than originally 
expected.  This relates mainly to the continuing review of providing in-county 
provision (including Alternative Provision) and delays in achieving the related 
savings from those changes and continued demand for EHCP’s. 

Despite the projected shortfall against the plan for 2017-18 the High Needs DSG 
reserve is still expected to be in surplus by 31st March 2020. A surplus on the DSG 
reserve of £3.696m is projected for that date.  This is following confirmation of High 
Needs Block funding for 2018-19 and 2019-20 and is based on the savings and 
efficiencies identified in the High Needs Recovery Plan for 2018-19 and 2019-20 
being achieved. 

School Balances

Individual maintained schools carry forward their balance (either surplus or deficit) 
each financial year.  As at 31st March 2017, the balances on all 269 maintained 
schools totalled a net surplus of £3.285m.  This represented a reduction of £3.118m 
(49%) from the position at 31st March 2016.  

Based on schools’ submitted budget plans for 2017-18, the net surplus balances on 
maintained schools is projected to be £0.687m at 31st March 2018 (a reduction of 
79%).  

The table below shows a breakdown of these figures separately by surpluses and 
deficits:



2016-17 2017-18

Number of 
Schools

Total Value 
(£)

Number of 
Schools

Total Value 
(£)

Change in 
value (£)

Schools with 
Surpluses

214 £7.882m 215 £5.852m -£2.030m

Schools with 
Deficits

55 -£4.597m 54 -£5.165m -£0.568m

Total 269 £3.285m 269 £0.687m £2.598m

The projection for maintained school balances for 2018-19 is a net deficit of -
£0.419m with 47 schools in deficit and 222 schools with a surplus.

The figures above do not include the impact of the introduction of a national funding 
formula for schools from April 2018 on which the Schools Forum is consulting with 
Cumbrian schools and academies during Autumn 2017. 

The Schools Forum agreed on 10th July 2017 to establish a task and finish group to 
review the overall policies both for schools with surpluses and deficits.  


