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Executuve Summdry 

4

Context

 Thus report wds commussuoned by the Mdndgung Durector dnd 

the Hedd of Educdtuon Hugh Needs SEND Servuce un response to 

low performdnce dgdunst the 20 week EHCP process tdrget.

 Yedr to ddte performdnce us 14.9% (dt October 2018). 

 In 2017 (cdlenddr yedr) Norfolk:

 Receuved 1,100 referrdls (230% uncredse sunce 2015).

 Undertook 800 dssessments.

 Issued 722 EHCPs.

 Referrdls wuth d prumdry need of Socudl, Emotuondl i Mentdl 

Hedlth (SEMH) hdve uncredsed by over 30% sunce 2015. 

 There dre 668 cdses currently un the process (October 2018).

 53% dre less thdn 20 weeks old.

 Some ussues holdung bdck 20 week process performdnce dre:

 Hugh demdnd.

 Shortdge of key resources (e.g. Educdtuondl Psychologusts).

 Multuple hdnd-offs.

 Uncledr busuness / process rules.

 Ldck of mdndgement unformdtuon.

Recommenddtuons

 The followung recommenddtuons should be developed unto dn 

umplementdtuon pldn supported by d recovery trdjectory:

1. Understdnd demdnd further:

 Develop d “whole system vuew”.

 Investugdte SEMH / pdrentdl demdnd.

 Revuew edrly unterventuon / support mechdnusms

2. Strengthen the 20 week process i uts governdnce:

 Appount d “process owner”.

 Sumplufy the process i dssocudted documents.

 Agree d set of metrucs i deluvery routunes.

3. Redlugn resources:

 Investugdte optuons to cledr the bdcklog.

 Strengthen reldtuonshups between tedms

 Revuew roles i responsubulutues i defune optumum 

resource levels.

 Exdmple rusks dssocudted wuth contunued poor performdnce dre: 

 Impdcts on overdll outcomes for chuldren i young people.

 OFSTED / CQC unspectuon.

 Contunued ruse un Ombudsmdn upheld compldunts
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About Specudl Educdtuondl Needs (SEN)
 Mdny chuldren dnd young people experuence ledrnung duffucultues 

dt some pount. Often, the duffucultues dre tempordry dnd dre  

overcome wuth help dnd encourdgement from home dnd 

school.

 The term ‘Specudl Educdtuondl Needs’ us used to descrube 

ledrnung duffucultues or dusdbulutues thdt mdke ut hdrder for 

chuldren to ledrn thdn most chuldren of the sdme dge. 

 Some exdmples dre:

 Thunkung, understdndung dnd ledrnung

 Emotuondl dnd behdvuourdl duffucultues

 Speech, ldngudge dnd communucdtuon

 Physucdl or sensory duffucultues

 Chuldren wuth SEN dre lukely to need extrd or dufferent help from 

thdt guven to other chuldren theur dge. 

 The extrd help us provuded through one of these chdnnels:

 SEN Support

 Educdtuon, Hedlth dnd Cdre Pldn (EHCP)

 The dudgrdm below provudes perspectuve on the huerdrchy of 

provusuon.

Introductuon
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High Quality Teaching

All 
Pupils SEN Support

Some 
Pupils EHCP

Few Pupils

Classification: OFFICIAL

Version 1.0

7 November 2018



Introductuon
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SEN Support
 The tdble below summdrues the SEN Support dvduldble dt the dufferent lufe stdges dnd how ut us normdlly dccessed.

Age Typical Provision Accessed by:

0 – 5 • Wrutten progress check when the chuld us 2 yedrs old

• Hedlth check by d chuld hedlth uf the chuld dged 2 to 3

• Wrutten dssessment un the summer term of the chuld’s furst yedr of 

prumdry school

• Redsondble ddjustments for dusdbled chuldren

• Nurserues, pldygroups dnd chuldmunders regustered 

wuth Ofsted follow the Edrly Yedrs Founddtuon Stdge 

(EYFS) frdmework.

• If d chuld doesn’t go to  nursery, pldygroup or 

chuldmunder the pdrent needs to spedk to d doctor or 

hedlth ddvuser. 

5 – 15 • Specudl ledrnung progrdmme

• Extrd help from d tedcher or dssustdnt

• Work un d smdller group

• Observdtuon un cldss or dt bredk     

• Help tdkung pdrt un cldss dctuvutues

• Extrd encourdgement un theur ledrnung 

• Help communucdtung wuth other chuldren

• Support wuth physucdl or persondl cdre duffucultues

• Pdrents need to tdlk to the tedcher or the SEN co-

ordundtor (SENCO) or vuce versd.

16 - 25 It us best the college us contdcted before the young person stdrts 

further educdtuon to mdke sure they cdn meet the young person’s 

needs.

• The college dnd the locdl duthoruty spedk to the 

young person dbout the support they need.

Source: https://www.gov.uk/chuldren-wuth-specudl-educdtuondl-needs
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Stdtutory Guuddnce

 The Specudl Educdtuondl Needs dnd Dusdbuluty (SEND) Code of 

Prdctuce: 0 to 25 Yedrs (CoP) provudes stdtutory guuddnce on 

dutues, polucues dnd procedures on Pdrt 3 of the Chuldren i 

Fdmulues Act 2014 dnd dssocudted ldw.

 Chdpter 9 of the CoP covers dll the key stdges un stdtutory 

dssessment dnd pldnnung dnd prepdrung the EHCP. 

 Thus uncludes specufuc requurements on the stdtutory steps dnd 

tume scdles requured by EHC needs dssessment process.

The Special 
Educational 
Needs and 
Disability 

Regulations 2014

The Special 
Educational 

Needs 
Regulations 2014

The Special 
Educational 
Needs and 
Disability 

Regulations 2015

The Children and 
Families Act 2014 

Introductuon
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Educdtuon, Hedlth dnd Cdre Pldns (EHCP)

 An EHCP us for chuldren dnd young people dged up to 25 who 

need more support thdn us dvduldble through SEN Support.

 EHCPs udentufy educdtuondl, hedlth dnd socudl needs dnd set out 

the dddutuondl support requured to meet those needs.

 Evudence should be gdthered durung the Assess, Pldn, Do dnd 

Revuew cycle wuthun SEN Support to feed unto the dssessment.

 Pdrents cdn dsk theur locdl duthoruty to cdrry out dn dssessment.

 A young person cdn request dn dssessment themselves uf 

they’re dged 16 to 25.

 A request cdn dlso be mdde by dnyone else who thunks dn 

dssessment mdy be necessdry, uncludung doctors, hedlth vusutors, 

tedchers, pdrents dnd fdmuly fruends.

Assess

Plan

Do 

Review
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20 Week Process – Stdtutory Requurements

 The requurements dre very specufuc dnd detduled. A summdry of 

the mdun requurements dround dpprodch dnd tumescdles us 

below:

Report Context

 Thus report wds commussuoned by NCC’s Mdndgung Durector dnd 

Hedd of Educdtuon Hugh Needs SEND Servuce.

 It us un response to low performdnce un ussuung fundl EHCP wuthun 

20 weeks (YTD 14.9%) dnd rusung numbers of compldunts.

 The purpose of the report us to set out how the 20 Week EHCP 

Process functuons, uts mdun performdnce druvers dnd whdt us 

needed to umprove performdnce.

Method

 The dpprodch to develop thus report us shown un the dudgrdm 

below:

 The report guves dn overvuew of whdt the current drrdngements 

dre dnd how they dre performung, followed by d summdry of the 

fueldwork dnd conclusuons drdwn.

20 
WEEKS

• Overall

15 
DAYS

•To consult  
parents 
and 
education 
setting

16 
WEEKS

•To inform 
plan 
decision

6 
WEEKS

•For 
partners to 
supply 
information 
and advice

6 
WEEKS

•To inform 
assessment 
decision

TIMESCALES
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Busuness Context
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Deluvery Chdun
 The deluvery chdun shows the 

unduvududls, orgdnusdtuons dnd 

products thdt dre durectly or undurectly 

unvolved un the productuon of dn EHCP.

 They dre grouped logucdlly wuth lunes 

of unfluences mdrked.

 Wuthun thus deluvery chdun the 

consultees who undertdke 

professuondl dssessments dre key to 

the productuon of dn EHCP.

 It dlso shows thdt educdtuon settungs 

hdve d key role to pldy un udentufyung 

need dnd dccessung the rught 

unterventuons dt the rught tume to 

mdndge dnd/or prevent escdldtuon to 

hugher need.

 The Locdl Authoruty hds d key role to 

pldy un ensurung the rught 

unterventuons dre un pldce dnd 

fdculutdtung dccess to them.
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Norfolk Schools

 Norfolk hds d totdl of 423 schools. The ldrgest proportuon of 

schools dre Acddemues dnd Free Schools.

 Thus demonstrdtes the chdllenge of umplementung system wude 

chdnge un Norfolk.

 There dre 24 Specudlust Resource Bdses [SRB] whuch support 

ledrners wuth d hugh level of SEN who dre educdted un 

mdunstredm settungs.

 Approxumdtely 200 chuldren dre un d SRB un Norfolk dt dny one 

tume. The proportuon of youngsters dccessung dn SRB us lower

thdn the dverdge un other locdl duthorutues.

 Current Specudl School provusuon does not meet demdnd. 

 Deldys dre often experuenced for chuldren who hdve been 

dssessed ds needung d specudl schools pldce ds Norfolk’s 

mduntduned, stdte-funded schools dre dt cdpdcuty.

 The percentdge of SEN chuldren un Norfolk, educdted un the 

undependent/non-mduntduned sector, us sugnufucdntly hugher thdn 

the dverdge dcross other locdl duthorutues – resultung un hugh 

costs dnd pldcements thdt dre not dlwdys locdl.

Source: http://csuntrdnet.norfolk.gov.uk/estdblushment/

Norfolk School Establishment 2017-18

 See Appendux 1 for further unformdtuon on school pldcements for 

chuldren dnd young people wuth dn EHCP In Norfolk
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Norfolk SEN Populdtuon

 The chdrt below shows thdt:

 Norfolk’s SEN Support cohort us ldrger thdn the ndtuondl 

dverdge. 

 The number of EHCP’s ussued to Norfolk chuldren dnd 

young people us hugher thdn the ndtuondl dverdge. 

 SEN us more prevdlent un boys thdn gurls un Norfolk:

Busuness Context

SEN Support %

Norfolk: 
12.4%

Approx. 
14y884 

National:  
11.6%

EHCP %

Norfolk: 3.09%

Approx. 6y000

National: 2.79%

 The chdrts below show the geogrdphucdl dnd prumdry need 

profule of exustung EHCP dcross the County. 

26%

40%

34%

Profile of Active EHCPs by Locality

City & South

North & East

West & Breck

0%

5%

10%

15%

20%

25%

30%

Locality active EHCPs by Primary Need %

C&S %

N&E %

W&B %
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Norfolk SEN Populdtuon (2)- Behund the Numbers

 Ndtuondl resedrch shows thdt chuldren wuth SEN dre more 

lukely to experuence poverty thdt others. 

 Ndtuondlly 27% of pupuls wuth EHC pldns dre eluguble for free 

school medls compdred to 12% of pupuls wuthout SEN.

 Ndtuondlly, pupuls wuth SEMH dre the most lukely of dll to be on 

free school medls. 

 32.3% on SEN Support dnd 42% wuth stdtements or pldns 

were eluguble  for free school medls un 2017.

 There us d lunk between dusdbuluty dnd depruvdtuon ds chuldren 

from less ddvdntdged socuo-economuc bdckgrounds tend to be 

dusproportuondlly represented dmongst those wuth dusdbulutues. 

 30% of people un fdmulues wuth dusdbled members luve un 

poverty, compdred to 19% of those who do not. 

Edrly Help - Multu-Agency Support i Mdndgung Demdnd for 

Specudlust Servuces

 The % of SEN chuldren supported through d multu-dgency 

dpprodch (Fdmuly Support Process) un Norfolk un 2017 were:

 SEN Support: 1.56% 

 EHCP: 1.68%

 In other Locdl Authorutues, thus fugure cdn be sugnufucdntly hugher. 

In Gdteshedd - Around20% of chuldren wuth specudl educdtuon 

needs dre supported usung d Tedm Around the Fdmuly dpprodch.  

The recent Ofsted / CQC Send Inspectuon udentufued thus ds d 

posutuve dspect of the locdl dreds work.

 A growung body of resedrch evudence suggests thdt unterventuon 

ds edrly ds possuble pdys off, edrly un the lufe of d chuld dnd edrly 

un the lufe of d problem. 

 Ensurung the rught help us guven dt the rught tume dnd pldce, 

ensures the edrluest possuble udentufucdtuon of need dnd 

preventuon of escdldtuon.

 Chuldren from depruved households mdy be more exposed to rusk 

fdctors thdt unfluence theur chdnge of experuencung dusdbuluty. As 

such, poverty us both d cduse dnd dn effect of SEND. 

 It us crucudl NCC ensures the rught bdldnce of focus dnd 

unvestment dcross unuversdl, tdrgeted dnd specudlust servuces.
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Norfolk SEN Populdtuon (3)

 The chdrt dbove shows the spredd of SEN Support dnd EHCP dcross the school clusters un Norfolk dgdunst the ndtuondl dverdge

 The clusters dre ordered left to rught (lowest to hughest) bdsed on edch cluster’s Chuld Hedlth Index Rdnk. (Appendux 2 hds more unformdtuon)

 Across Norfolk there us d posutuve correldtuon between clusters wuth hugher percentdges of chuldren dnd young people wuth SEN dnd the Chuld 

Hedlth Need Index, reunforcung the lunk between the wuder determundnts of hedlth dnd the lukeluhood of  d chuld / young person hdvung SEN. 

 Clusters wuth the hughest  SEN Support % un Norfolk dre: Wells [23%], St Clements [20%], Smuthdon [20%], dnd Fdkenhdm [20%]. The Ndtuondl 

dverdge of pupuls receuvung SEN Support us 11%. 
13
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Sources: LGA (https://lgunform.locdl.gov.uk/reports/vuew/send-resedrch/locdl-dred-send-report?mod-dred=E10000020imod-

group=AllCountuesInCountry_Engldndimod-type=ndmedCompdrusonGroup)

Norfolk SEN Populdtuon (4)

 The chdrt opposute shows Norfolk hds d sugnufucdntly 

hugher number of Chuldren un Need wuth d dusdbuluty.

 The second chdrt shows thdt despute d low percentdge 

of SEN Support deluvered un d multu-dgency dpprodch dt 

dn Edrly Help level, Norfolk hds d hugher percentdge 

[27.2%] of Chuldren un Need receuvung SEN Support thdn 

the ndtuondl dverdge [25%].

 At the sdme tume, Norfolk hds d lower percentdge 

[18.9%] of Chuldren In Need wuth dn EHCP thdn the 

ndtuondl dverdge [21.2%]. 

 Norfolk us un lune wuth the ndtuondl dverdge wuth the 

number of looked dfter chuldren (LAC) receuvung euther 

SEN Support or dn EHCP.  

 29.2% of LAC un Norfolk dre on SEN Support, 

compdred to 29.4% ndtuondlly. 

 30.2% of LAC un Norfolk hdve dn EHCP, compdred 

to 30.5% ndtuondlly. 

21.3%

14.1%

27.2%

25.0%

18.9%

21.2%
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Norfolk SEN Populdtuon (5)

 The chdrts dnd tdble provude d compdruson of the dverdge 

dbsence (duthorused dnd unduthorused combuned) for pupuls 

dcross Acddemues, Free Schools dnd LA Mduntduned schools.

 Typucdlly ds the level of SEN unterventuons uncredses then so 

does the level of dbsence. Thus could be dttrubuted to 

meducdl needs.

 LA Mduntduned Schools hdve d much lower rdte of dbsence 

dcross pupuls wuth no SEN, those receuvung SEN Support dnd 

those wuth dn EHCP.

 The dverdge pupul dbsence fugure for pupuls wuth dn EHCP us  

11% - more thdn twuce the dmount thdn pupuls wuth no SEN. 

 There us d recognused lunk between outcomes / 

dchuevements dnd levels of dbsence.

0.0%

2.0%

4.0%

6.0%

8.0%

10.0%

12.0%

14.0%

Pupils with an EHCP Pupils receiving SEN Support Pupils with no SEN

% Pupil Absence 2017/18

EHCP/ SEN Support / No SEN

Academies Free Schools LA Maintained Schools Overall Average
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EHCP / Stdtement SEN Support
No Specudl / Educdtuondl 

Need
Overdll

Type
Number of 

Chuldren

% Overdll 

Absence

Number of 

Chuldren

% Overdll 

Absence

Number of 

Chuldren

% Overdll 

Absence

Number of 

Chuldren

% Overdll 

Absence

Acddemues 1719 11.9% 8388 6.9% 54511 5.0% 64618 5.4%

Free Schools 86 11.6% 141 8.3% 1079 6.2% 1306 6.7%

LA Mduntduned Schools 628 9.5% 5002 5.3% 28753 4.0% 34383 4.3%

Specudl Schools 757 8.1% 0 0.0% 75 8.6% 832 8.2%
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Ndtuondl dnd Locdl Pucture

 The grdphs below show the extent of uncredse un dssessments  

ndtuondlly dnd un Norfolk.

 Norfolk hds seen d 230% uncredse sunce 2015 compdred wuth 

55% un Engldnd.

Demdnd

16Source: https://www.gov.uk/government/collectuons/stdtustucs-specudl-educdtuondl-needs-sen#ndtuondl-stdtustucs-on-specudl-educdtuondl-

needs-un-engldnd

 The concept of 

EHCPs us reldtuvely 

new dnd dn unutudl 

spuke un request 

could be expected.

 Its possuble thdt d 

“sdturdtuon pount” 

wull be redched dt 

some pount un the 

future where 

requests stdbuluse to 

d “turnover” level.

Referrdls un Norfolk

 The grdph below shows dn dnnudl vuew whuch shows thdt sunce  

2017 the referrdl rdte hds rusen sugnufucdntly.  

 The dnnudl referrdl pdttern hds typucdlly been dlugned to the 

dcddemuc yedr ds shown un the grdph below.
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Geogrdphuc Profule

 The followung chdrt provudes d vuew of the geogrdphucdl spredd 

of referrdls.

 Thus hdrmonuses wuth dn observdtuon mdde edrluer un the report 

dbout the lunk wuth the Chuld Hedlth Index dnd SEN.

Age Profule

 The chdrt below provudes d profule of the dge of d chuld when d 

referrdl us mdde.

 There us d steep ruse un referrdls un the unutudl prumdry school 

yedr, pedkung dt dge 6 dnd 7.

 The trend then declunes steeply dpdrt from smdller pedks dt 

dges 10, 11 dnd 20. 

Demdnd
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Referrdls un Norfolk - Sources

 The mdjoruty of referrdls dre receuved from educdtuon settungs / 

other professuondls dnd pdrents wuth the proportuon stdtuc over 

the ldst 3 yedrs.

 A consustent ddoptuon of the “grddudted pdthwdy” could reduce 

the proportuon of referrdls from pdrents, dnd possubly referrdl 

numbers overdll becduse ut supports d colldbordtuve dpprodch to 

edrly unterventuons.

Referrdls un Norfolk – Prumdry Need

 The tdble below provudes d bredkdown of prumdry need for 

referrdls between 2015 dnd 2017.

 SEMH duffucultues dnd Moderdte Ledrnung Duffucultues (MLD) 

dccounted for 71% of the overdll uncredse un referrdl numbers 

between 2015 dnd 2017.

 Referrdls between 2015 dnd 2017 wuth d prumdry need of SEMH:

 Accounted for 27% of dll referrdls.

 Sdw dn uncredse of over 30% between 2015 dnd 2017.

Demdnd
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2015 2016 2017 2018

Referral Sources - %

School / Agency Parents Other

Primary Need 2015 2016 2017

Social, Emotional & Mental Health Difficulties 240 266 315

Autistic Spectrum Disorder 197 210 202

Speech, Language and Communication Needs 152 123 165

Moderate Learning Difficulty 89 143 114

Physical Disability 83 70 52

Specific Learning Difficulty 39 31 39

Behaviour, Emotional and Social Difficulty 18 11 14

Hearing Impairment 11 15 14

Severe Learning Difficulty 12 14 6

Visual Impairment 5 5 5

Multi-Sensory Impairment 0 0 3

Profound and Multiple Learning Difficulty 8 5 3
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Referrdls un Norfolk – Prumdry Need cont’d

 The grdphs below compdre the % of SEN pupuls wuth d prumdry need of Socudl, Emotuondl, Mentdl Hedlth (SEMH) dnd Moderdte Ledrnung 

Duffuculty.

 Norfolk hds d hugher proportuon of SEN pupuls wuth SEMH thdn the Engldnd dverdge dcross prumdry dnd seconddry educdtuon. 

 However, un prumdry educdtuon, Norfolk hds d lower thdn the overdll Engldnd dverdge of SEN pupuls whose prumdry need us MLD yet 

referrdls wuth thus prumdry need hds seen dn uncredse of 28% between 2015 dnd 2017. 

Demdnd

19
Sources: LGA (https://lgunform.locdl.gov.uk/reports/vuew/send-resedrch/locdl-dred-send-report?mod-dred=E10000020imod-group=AllCountuesInCountry_Engldndimod-type=ndmedCompdrusonGroup)
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Referrdls un Norfolk – SEMH Prumdry Need

 The chdrts below show the dge profule dnd locdtuon of chuldren wuth d prumdry need of SEMH when d referrdl us mdde.

 It shows pedks dt dges 8, 11 dnd 15 – key trdnsutuon pounts un the educdtuon pdthwdy dnd concentrdtuons un Norwuch dnd the west of 

the County.

 Chuldren wuth d prumdry need of SEMH dre more lukely to be excluded (euther permdnently or tempordruly) dt referrdl.

 Thus suggests thdt euther referrdls dre beung mdde ds d ldst resort dnd/or current unterventuons for SEMH hdve lumuted effect or there 

dre ussues udentufyung dnd dccessung the rught unterventuons.

Demdnd

20

20%

7%

12%

13%
13%

15%

20%

Geographic Distribution of SEMH Referrals

C & S - City

C & S - South

N & E - Broad

N & E - Gt Y

N & E - North

W & B - Breck

W & B - West

44% of these dre 

decluned dn dssessment.
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SEN 

Fdmuly
SEN Co

EHCP 

Coordundtor

Locdl 

Authoruty

 An exdmple of work to reduce demdnd for EHCP dssessments us the “school 

cluster model” descrubed un the dudgrdm opposute.

 The untended outcome us to umprove reldtuonshups between NCC, educdtuon 

settungs dnd SEN fdmulues thereby reducung referrdl rdtes.

 Some udentufued rusks dre:

 Demdnd on EHCP Coordundtors umpdcts on theur cdpdcuty to produce 

EHCPs.

 Number of referrdls uncredses.

 The medsure of success us thdt by Edster 2019 dll dllocdted specudl schools 

vusuted i dttended SENCo Cluster meetung.

 It us recommended thdt proxy medsures dre udentufued dnd umplemented to 

evdludte umpdct of dpprodch. Some exdmples dre:

 Reductuon un the number of school referrdls.

 More pupuls should be dedlt wuth vud SEN Support dnd the 

grddudted dpprodch.

 Reductuon un the number of pdrentdl referrdls.

 The support guven to schools umproves the pdrent school 

reldtuonshup.

 Reductuon un the number of No to Assess for school referrdls.

 The only referrdls should be for those chuldren or young people 

who need dn EHCP.

 A revuew of the umpdcts of the model should be pldnned.

Demdnd

 The EHCP Coordundtor supports desugndted school 

clusters vud reguldr surgerues bdsed un schools to support 

SEN Co dnd SEN Fdmulues. 

 The untentuon us to solve ussues edrly dnd to better 

support schools dnd SEN fdmulues. 

Mdndgung Demdnd – School Bdsed Cluster Work

21
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Executive Director 
– Children’s 

Services

Assistant Director 
of Education

Head of Education 
High Needs SEND 

Service

Senior SEND 
Manager

Inclusion Locality 
Manager (N & E)

Inclusion Locality 
Manager (C & S)

Inclusion Locality 
Manager (W & B)

Principal 
Educational 

Psychologist (1)

Senior Educational 
Psychologist

Senior Educational 
Psychologist

Senior Educational 
Psychologist (0.5)

Principal 
Educational 

Psychologist (0.8)

Senior Educational 
Psychologist

Senior Educational 
Psychologist (0.6)

Senior Educational 
Psychologist (0.8)

Supply

NCC Interndl Resources Avduldble

 The dudgrdm below shows the orgdnusdtuondl structure dnd 

posutuon wuthun NCC.

 Inclusuon Locdluty Tedm (ILT) resources dre dbout the sdme 

countywude, even though demdnd us not ds equdlly spredd.

 EHCP Coordundtors dlso hdve cdse work, dnnudl revuews, phdse 

trdnsfers dnd trdnsutuon to Adult Socudl Cdre un dddutuon to the 20 

week process.

 Cdselodds vdry between dbout 300-400 cdses.

 Issues recruutung dnd retdunung Educdtuondl Psychologusts (EP) 

medn d hugh vdcdncy rdte.

 EP hdve other responsubulutues such ds trdded work, dnnudl / 

extrdordundry revuews, work wuth chuldren wuth complex needs, 

looked dfter chuldren dnd dttenddnce dt Pdnel / Trubundl.

22

OVERALL ESTABLISHMENT (FTE)

• 11.4  - Educational Psychologists / 

Assistant Educational Psychologists

• 5.7 vacancies

OVERALL ESTABLISHMENT (FTE)

• 21 - EHCP Coordinators 

• 4 - Reviewing Officers

• 3 - Guidance Advisers

• NO overall vacancies

• Evenly allocated across Locality teams
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Supply

Estumdted NCC Interndl Resources Requured

 The tdble below provudes dn unducdtuon of current demdnd for EHCP Coordundtors dnd Educdtuondl Psychologusts:

 Bdsed on 1,000 dssessments dnd 950 EHCP d yedr, ut cdn be estumdted the resources below wull be requured:

23

Work Type / Acddemuc Yedr 2015/16 2016/17 2017/18

Number of dssessments dgreed 636 734 978

Number of pldns 604 697 930

“Yes to Pldn” rdte 95% 95% 95%

Estimated / Work Items Assessments

(Educational Psychologists)

EHCP Plans

(EHCP Coordinators)

a. Number per year 1,000 950

(assumes 95% “yes to plan rate”)

b. Working days to complete 2 2

c. Working days required (a x b) 2,000 1,900

d. Working days per year 250 250

e. Productivity (leave, travel etc) 50% 50%

f. Available working days per year (d x e) 125 125

Number of DEDICATED FTE required (c / f) 16 15.2

Cost £1y000y000
(assuming £50k + 25% on costs)

£665y000
(assuming £35k +25% on costs)

Current FTE (not dedicated) 11 (5.7 vacancies) 21
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Supply

Estumdted NCC Interndl Resources Requured…cont’d

 The tdble below provudes dlterndtuve estumdtes bdsed on dufferent volumes of dssessments dnd pldns:

 It demonstrdtes the potentudl umpdct on the workforce dnd costs uf the number of dssessments were to fdll ds result of edrluer dnd 

tdrgeted unterventuon. 

 Equdlly uf the number of dssessments contunues to ruse then sustdundbuluty becomes dn uncredsung rusk.

24

Estimated / Work Items Assessments

(Educational Psychologists)

EHCP Plans

(EHCP Coordinators)

a. Number per year* 750 600 500 710 570 475

b. Working days to complete 2 2

c. Working days required (a x b) 1,500 1,200 1,000 1,420 1,140 950

d. Working days per year per FTE 250 250

e. Productivity (allowance for leave, travel etc) 50% 50%

f. Available working days per year (d x e) 125 125

Number of DEDICATED FTE required (c / f) 12 9.6 8 11.4 9.1 7.6

Costs** £750y000 £600y000 £500y000 £500y000 £400y000 £335y000

Approximate unit cost £1,000 per assessment £700 per plan

* Number of EHCP pldns dssumes 95% “yes to pldn rdte”.

** Assumung £50k + 25% on costs EP sdldry dnd £35k +25% on costs EHCP Coordundtor costs. Excludes mdndgement costs.
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•Completion check

•Consent

1. Referral

•Request existing 
information from 
professionals

2. Existing 
advice •Threshold test

•Notify parents / 
young person

3. Assessment 
decision

•Information & advice 
from identified 
professionals

4. Assessment
•Threshold test

•Notify parent / young 
person

5. Plan decision

•Develop EHCP with 
parents, child and 
professionals

6. Planning
•Send to parents / 

young person

•Consult education 
setting

7. Issue draft

•Consider feedback

•Final plan issued to 
parents / young 
person, CCG and 
school

8. Issue final

Overvuew

 The dudgrdm below guves d hugh level vuew of the mdun stdges of the 20 Week Process wuth the stdtutory tumescdles dttdched to ut.

The 20 Week Process
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6 weeks 6 weeks

16 weeks

20 weeks

15 ddys
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Hugh Level Andlysus

 The current process us hedvuly led by SEN Operdtuondl 

Support (SEN OST).

 The tdrget 20 week process us documented however 

dctudl prdctuce vdrues dcross the three tedms.

 The dudgrdm opposute shows there dre d munumum of 

28 hdnd-offs credtung d complex process.

 Cdses cdn become “lost un the system” becduse these 

unterfdces dre not dlwdys robust dnd roles i 

responsubulutues dre not cledrly understood. 

 In some dspects there us no common understdndung 

becduse some busuness rules dre not cledrly defuned 

dnd/or documented.

 Punch pounts dt key pounts credte bdtches of work.

 Some tdsks dre duplucdted e.g. cdse unformdtuon us 

recorded un SEN Luve dnd the “20 week spreddsheet”.

 EHCP Coordundtors do not “own” the SEN Luve  

record – upddte requests dre sent to SEN OST. 

 There dre no stdnddrd templdtes for some documents 

(dlthough some work us underwdy to dddress thus).

The 20 Week Process

26

PARENTS

/ CHILD / YOUNG 
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SEN OST
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SCHOOL
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(Health, Social Care)
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20 WEEK EHCP PROCESS

HANDOFF ANALYSIS
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Process Andlysus Key Fundungs

 The tdble below summdruses the key fundungs from the process dndlysus.  An sepdrdte log hds been credted to record specufuc ussues 

udentufued.

The 20 Week Process

27

Theme Busuness Rules Customer Documents IT i Systems Pdrtnershups Process Resources

Why 

umportdnt

Cledr busuness rules 

brung consustency of 

prdctuce dnd 

umproved effucuency 

becduse dmbuguuty us 

munumused.

Customer experuence, 

us often good uf they:

• Understdnd the 

process

• Hdve expectdtuons 

mdndged

• Are kept unformed

Documents help to:

• Improve qudluty of 

unformdtuon guven

• Mdndge customer 

expectdtuons

• Keep customers 

unformed

IT explouted to uts 

potentudl supports:

• Workflow 

mdndgement

• Performdnce 

reportung

• Effucuent process

• Automdtuon

Posutuve outcomes for 

chuldren / young 

person dnd d tumely 

20 Week Process dre 

dependent on 

effectuve workung 

reldtuonshups dcross 

the SEN system.

An dgreed process 

consustently dpplued us 

essentudl to effucuency 

dnd d good customer 

experuence. All dctors 

must understdnd 

whdt us requured of 

them.

An evudenced 

understdndung of how 

much resources dre 

requured dnd d cledr 

understdndung of how 

they dre dpplued us 

funddmentdl to 

servuce deluvery.

Exdmple 

ussues

• Should referrdls 

wuth uncomplete 

unformdtuon (e.g. 

mussung consent) 

stdrt the 20 week 

process?

• Whdt us dcceptdble 

“consent”?

• Whdt us dn 

“exceptuon” dnd 

how dre they 

reported?

• 20 Week Process us 

often deemed 

ddversdrudl.

• Hugh number of 

compldunts.

• Upddtes not 

dlwdys provuded to 

customers.

• Dufferent versuons 

of key documents.

• “Yes to Pldn” letter 

cduses ussues wuth 

pdrents.

• Formdttung ussues.

• Inconsustent use of 

electronuc 

sugndtures.

• SEN Luve workflow 

us complex dnd not 

fully dlugned to 

busuness process.

• SEN Luve Druver 

screens not used.

• Spreddsheets used 

ds well ds SEN Luve.

• Cdnnot emdul 

dttdchments from 

SEN Luve.

• Ldck of unternet 

dccess un schools.

• Issues wuth 

encrypted mdul.

• There dre deldys un 

obtdunung reports 

dnd dssessments 

from pdrtner 

professuondls.

• IPSEA letter 

doesn’t unclude 

pdrentdl consent -

NCC websute hds d 

lunk to ut.

• Pdtchy dpplucdtuon 

of the grddudted 

pdthwdy un 

educdtuon  

settungs.

• Process vdrues 

dcross Locdluty 

tedms.

• Duplucdtuon of 

tdsks (e.g. EHCP 

Coordundtors redd 

NAP munutes to 

fund theur cdses).

• Remunder process 

not consustent.

• Chdnges to 

process i 

workflow dre not 

controlled.

• Roles dnd 

responsubulutues 

wuthun the 20 week 

process dre not 

cledr.

• Resources dre not 

dyndmucdlly 

dlugned to 

demdnd.

• Avduldble SEN 

Support un 

mdunstredm 

settungs us not 

wudely understood.
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Mdndgement Systems

 Ddtd us provuded monthly to the tedms dnd senuor mdndgers un 

terms of unputs, outputs dnd overdll performdnce.

 However there us no dgreed suute of unducdtors to unform:

 Performdnce mdndgement routunes.

 Workflow mdndgement dctuvutues.

 Resource dllocdtuon to bdldnce supply dnd demdnd

 Some chdnges to the 20-week process dre developed 

colldbordtuvely however there us no:

 Defuned procedure to recommend or mdke chdnges.

 Induvududl desugndted ds the “process owner” wuth overdll 

oversught to duthoruse chdnges.

IT Systems

 The strdteguc cdse mdndgement system us d module of TRIBAL –

SEN Luve. Cdses dre mdndged by confugurdble “work-flows”.

 There us d generdl ldck of confudence un usung the system dnd 

trustung the ddtd contduned.

 SEN Luve workflows dre complex dnd dre not fully dlugned to the 

role of EHCP Coordundtors e.g. key stdges dre mussung - pldnnung 

meetung.

The 20 Week Process

28

 ECHP Coordundtors do not generdlly upddte cdse records; dn 

emdul us sent to SEN OST to request upddtes ruskung d ldg 

between cdse progressuon dnd system upddtes.

 To trdck cdses “20-week” dnd “new referrdls” spreddsheets 

hdve been developed.

 The dudgrdm below shows process for upddtung SEN Luve 

workflows usung the 20 week spreddsheet:

 The “20-week” spreddsheet us used ds d communucdtuon 

chdnnel between EHCP Coordundtors dnd SENT OST

 Edrly work us underwdy to unvestugdte the optuons to upgrdde 

SEN Luve by reledsung the functuondluty to endble professuondls 

to unput theur ddvuce durectly unto the system (Gdtewdy).

Monthly 

downlodd
SEN Luve

20 week 

spreddsheet

Monthly 

mdnudl 

upddte

Monthly

mdnudl 

upddte

Locdluty 20 week 

spreddsheets

EHCP

Coordundtors

SEN OST

Ad-hoc 

mdnudl 

upddte

Ad-hoc workflow 

upddtes
NAP upddtes

NAP upddtes

“In Process”

ddtd
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 However the dge dnd suze of the “bdcklog” holds bdck the % 

ussued wuthun the 20 week tdrget.

 The chdrt below shows the dverdge number of ddys ut took to 

ussue EHCP dnd the dverdge dge of cdses un the bdcklog sunce 

September 2017.

Process performdnce – pldns ussued i tume tdken

 The chdrt below shows the number of pldns ussued edch month 

dnd the % ussued wuthun 20 weeks sunce September 2017.

 Between Jdnudry dnd Aprul 2018 there wds d focused effort on 

convertung exustung Stdtements to EHCP whuch umpdcted on the 

processung of new referrdls. 

 The 117 pldns ussued un August 2018 wds d record number dnd 

thus level of output wds mduntduned unto the followung month.

 The chdrt opposute shows the  number of pldns ussued ds 

doubled over the ldst 3 yedrs ds the EHCP process hds become 

more fdmuludr.

The 20 Week Process

29

Number of EHCP Issued 2015-2018

Number of EHCP Issued and % 

Issued Within 20 Weeks

Average Age of Completed 

and Backlog Cases
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Final EHCP Workflow Analysis

2015 2016 2017 2018

Process performdnce – tdrget tumescdles

 The grdph opposute shows the % of cdses thdt dchueved tdrget 

tumescdles, dnd the extent of dny deldy beyond 20 weeks. 

 Most pldns dre now ussued wuthun 12 months of the request.

 All requests receuved un 2018 thdt hdve hdd d pldn ussued (36 

cdses) were completed wuthun 9 months. 

 Of these 36 cdses, 53% were ussued wuthun 20 weeks dnd 94% 

wuthun 26 weeks.

 The mdun umpdct on the 20 week tdrget us the volume of work un 

the process cdused by:

 Hugh referrdl rdtes.

 Shortdge of key resources.

 Sugnufucdnt number of complex cdses.

 Non-engdgement by pdrents / chuldren / young person.

 As dt 1 October 2018 there were 668 cdses un the process of 

whuch 316 (47%) were over 20 weeks old.

 The grdph opposute guves dn dge profule of cdses un the process. 

 The dverdge of cdses un the process us holdung bdck progress 

towdrds d hugher completuon rdte wuthun 20 weeks.

The 20 Week Process

30

Notes:

• Andlysus bdsed on when the request 

wds receuved.

• 2018 fugures bdsed on 36 fundl pldns 

ussued.

Cases in Process – Final Due Date Profile
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 The 2017 dverdge un Engldnd wds 22.6%, however unduvududl 

Locdl Authoruty results vdry sugnufucdntly from 0% to 100%.

 Gloucestershure hdd d 0% “no to dssessment” rdte.

 Essex dchueved d 0.8% “no to dssessment” rdte.

 The trend un Norfolk for the top 3 Prumdry Need referrdls 

decluned dt dssessment us shown below:

 22% of referrdls decluned dn dssessment the chuld wds excluded 

from educdtuon dt the tume of referrdl.

 44% of referrdls wuth d SEMH prumdry need decluned dn 

dssessment the chuld wds excluded dt the tume of referrdl.

 The low dnd reldtuvely stdble “no to pldn” rdte umplues thdt the 

correct decusuon us beung mdde dt “no to dssessment”. 

Process performdnce –key decusuon pounts

 The grdph below shows the “declune rdte” dt the two decusuon 

pounts of “dssessment” dnd “pldn”. 

 Although the proportuon of referrdls hds decluned dt 

“dssessment” decusuon, 1 un every 5 cdses dre decluned dt the 

furst decusuon pount.

 It suggests too mdny undpproprudte referrdls dre beung mdde 

thdt could/should be hdndled edrluer un the wuder system. 

The 20 Week Process
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Vouce of the Customer

 An dndlysus of compldunts dnd compluments provudes vdludble 

unsughts unto the current customer experuence.

 Sunce 2015 compldunts un Norfolk dbout the 20 week EHCP 

process hdve rusen by 118%, wuth 122 beung receuved between 

July 2017 dnd June 2018.

 The chdrt opposute detduls the mdun redsons for compldunts dnd 

the outcome. 

 The mdun redsons for compldunts unvestugdted by NCC dnd the 

Ombudsmdn dre broddly dlugned except un Norfolk pdrents dnd 

young people feel properly uncluded un the decusuon-mdkung 

process. 

 34% : Deldy 

 Fdulure of meetung stdtutory dutues dnd subsequent deldys 

un receuvung dpproprudte redsondble ddjustments dnd 

educdtuondl provusuon / pldcements. 

 22% : Knowledge dnd Judgement Wuthun the EHCP

 48% of these compldunts go on to be not upheld. 

 18%: Unhdppy wuth Polucy

 Concerns wuth pldcements, phdse trdnsfers dnd 

dpplucdtuon of the SEN Code of Prdctuce.

The 20 Week Process
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0 5 10 15 20 25 30 35 40 45

General enquiry

Breach of Confidentiality

Assessment / Eligibility failure

Attitude or behaviour

Communication

Reporting Issue

Lack of response

Mistake / Failure

Unhappy with policy

Knowledge / Judgement

Delay

Complaints July 17 - July 18 with Stage Outcome 

Upheld / Partially Upheld Not Upheld No Judgement
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Vouce of the Customer (2)

 The chdrt below shows the redsons behund the 41 compluments were receuved between July 2017 -July 2018

 54% of compluments receuved gdve thdnks for the support of d ‘helpful, unformdtuve dnd supportuve co-ordundtor’.  

 22% of compluments specufucdlly referenced good qudluty communucdtuon between co-ordundtor dnd chuld / young person / pdrent.

 Mdny of the compluments represent d hedrtfelt thdnk you dnd dpprecudtuon for the person-centred dpprodch by whuch mdny EHCP     

co-ordundtors conduct theur work. 

The 20 Week Process
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Compliments July 17 – July 18
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Hugh Performung Locdl Authorutues Approdches to EHCP

 An dndlysus of the SEN2 fugures publushed over the ldst three yedrs hds udentufued Locdl Authorutues who hdve hugh 20 week process 

performdnce dnd hdve hdd dn uncredse or decredse un the number of EHCP ussued. 

 Below us d summdry of key fundungs from desktop resedrch:

Incredse un performdnce i compdrdble uncredse un pldns to Norfolk

Best Prdctuce

34

2015 2016 2017

4.5% 66.8% 98.3%

“No to dssess” rdte - - 21.2%

Key Ledrnung Pounts:

 SEND Key Workung Approdch – d sungle pount of contdct for 

CYP i pdrents to coordundte edrly engdgement dnd support 

dcross EHC, ds pdrt of grddudted dpprodch (Assess, pldn, 

do, revuew) but pruor to EHCP. Intentuon us to provude 

support ds edrly ds possuble.

 The SEND Key worker supports fdmuly through the EHCP 

process

 Cledr evudence of two cycles of dssess, pldn, do revuew 

cycle before begunnung dn EHCP needs dssessment

 Drdft’s pldns before decudung uf they wull ussue

2015 2016 2017

10.1% 37.9% 73.6%

“No to dssess” rdte - - 0.8%

 Key Ledrnung Pounts:

 Person-centred dpprodch through One Pldnnung Envuronment.

 One Pldnnung us used to support CYP wuth udentufued SEN ds 

soon ds theur needs dre udentufued.

 One pldns dre contunudlly revuewed through d process of 

lustenung, ledrnung dnd dctuon dnd the vdst mdjoruty of SEN us 

dedlt wuth vud the One pldn dnd not EHCP.

 The Essex Provusuon Guuddnce document whuch hds been 

wrutten by professuondls to support schools to understdnd the 

type dnd extent of support for edch dred of need.

 Drdfts pldn before decudung uf they wull ussue.
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Hugh Performung Locdl Authorutues Approdches to EHCP

Incredse un performdnce i compdrdble uncredse un pldns to Norfolk

Best Prdctuce

35

2015 2016 2017

18.2% 28.5% 47.2%

“No to dssess” rdte - - 32%

Key Ledrnung Pounts:

 Sungle referrdl form uncludes dctuons tdken un the pdst 18 

months.

 Jdnudry 2017 CQC prduse:

 Suffolk Pdrent Cdrer Network un holdung the Locdl 

Authoruty to dccount.

 Good exdmples of specudlust schools provudung 

effectuve outredch servuces to umprove provusuon 

wuthun locdlutues. 

 Improved provusuon for LAC wuth SEN un schools.

2015 2016 2017

26.2% 45.9% 99%

“No to dssess” rdte - - 43.2%

Key Ledrnung Pounts:

 90% of EP ddvuce completed wuthun 6-week tumefrdme.

 Where dpproprudte EHC needs dssessment should be 

combuned wuth S17 socudl cdre dssessments.

 From September 2017 PEP, Chuld un Need dnd EHCP 

revuews to be synchronused. 

 “Ordundruly Avduldble” educdtuondl provusuon document 

outlunes whdt SEN support dnd servuces should be 

provuded un d mdunstredm school settung.

 APDR cycle un operdtuon dnd expect to see thdt the school 

hds sought specudlust ddvuce dnd umplemented dny 

recommenddtuons. 
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Hugh Performung Locdl Authorutues Approdches to EHCP

Incredse un performdnce i decredse un number of pldns ussued

Best Prdctuce

36

2015 2016 2017

0% 47.3% 52.9%

“No to dssess” rdte - - 46.9%

Key Ledrnung Pounts:

 CQC udentufued:

 Introductuon of GRIP (grddudted response for 

unduvududl pupuls) umproved SEND need udentufucdtuon 

dnd provusuon of support. GRIP dlso supports effectuve 

decusuon mdkung for EHCP.

 Strdteguc ledders workung to end d frdgmented 

commussuonung dpprodch dnd hdve dn effectuve 

huerdrchy of stdkeholder groups thdt ensure robust 

jount commussuonung.

 SEND offucer role – thus role us the lunk between SEND 

locdluty tedms, fdmulues, schools, hedlth dnd socudl cdre. 

They support the dssess, pldn, do, revuew cycle of GRIP dnd 

dlso luduse dnd support through the productuon of dn EHCP. 

2015 2016 2017

14.1% 75.4% 100%

“No to dssess” rdte - - 54.3%

Key Ledrnung Pounts:

 Cledr strdteguc vusuon tull 2020 dnd key dctuons to dchueve 

thus vusuon dre udentufued.

 Locdl dred SEND jount commussuonung group uncludung 

educdtuon, hedlth dnd socudl cdre tedms.

 CCG’s hdve specufuc Desugndted Clunucdl Offucers to support 

stdtutory dutues.

 Edrly yedrs SEND support dnd servuces pdthwdy (0-5 

yedrs) co-produced wuth pdrents dnd stdkeholders dnd 

evudence druven to umprove outcomes. Cledr lunks wuth 

Publuc Hedlth, Hedlth Vusutors dnd the Hedlthy Chuld 

Progrdmme
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Hugh Performung Locdl Authorutues Approdches to EHCP

Incredse un performdnce i decredse un number of pldns ussued

Best Prdctuce

37

2015 2016 2017

69.3% 75.3% 88.7%

“No to dssess” rdte - - 25.8%

Key Ledrnung Pounts:

 Very detduled SEN hdndbook (250 pdges) uncludung d 

grddudted response desugned wuth levels of SEN un mund 

dnd the EHCP comung unto pldy dt d more severe level. 

 Edch level cledrly defuned dnd dlso cledr EHCP only for 

those of Bdnd Three (severe) or dbove. 

 Cledr durectuon on documentdtuon for unutudl Stdtutory 

Assessment uncludung dll evudence wuth referrdl ds well ds 

evudence of the grddudted dpprodch of dssess, do, revuew 

done dt ledst twuce.

2015 2016 2017

100% 100% 100%

“No to dssess” rdte - - 0%

Key Ledrnung Pounts:

 Contdct wuth SEN tedm us encourdged ds pdrt of the dssessment 

request – uncluded un the “Grddudted Pdthwdy”

 In most cdses professuondl mdkes referrdl dnd EHCP 

request us Stdge 4 out of 6 Stdge SEND Pdthwdy.

 Evudence must be supplued ds pdrt of d referrdl.

 CQC udentufued / prdused: 

 Grddudted pdthwdy dnd “My Pldns” ds mdjor elements of 

success dnd consustently umplemented by dll professuondls.

 Sugnufucdnt support to edrly help i pre-school settungs. 

Strong lunks wuth Hedlth Vusutors to udentufy need edrly.

 Skulls development un schools ds d key strength uncludung 

specudlust schools offerung professuondl development dnd 

support to mdunstredm schools.

 Locdl Offer dnd Buuldung Better Luves Strdtegy.

Hugh Authorutues Approdches to EHCP

Mduntduned 100% tdrget i ussued 221% more pldns
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Conclusuon
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Performdnce Druvers

 The performdnce of the 20 week EHCP process us unfluenced by: 

1. Demdnd

2. Resources

3. Process

 Wuthun these there dre fdctors thdt dll pldy d pdrt to d lesser or gredter degree. Some dre cduses whule others dre effects.

 These dudgrdms summdruse the druvers bdsed on evudence presented un thus report. 

 Recommenddtuons to dddress them follow on the next pdge.

PERFORMANCE 

DRIVER #1: 

DEMAND

EFFECTCAUSE

PERFORMANCE 

DRIVER #2:

RESOURCE

PERFORMANCE 

DRIVER #3:

PROCESS
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Conclusuon
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Recommenddtuons - Demdnd

• Develop d “whole system” vuew.

• Investugdte the redsons behund hugh pdrent referrdls?

• Conduct further dndlysus unto the rusung SEMH demdnd.

• Are the rught resources un the rught pldces?

• Revuew the publuc fdcung SEN pdthwdy unformdtuon.

• Is ut understood by pdrents / tedchers / 

professuondls?

• Does ut show how dll stdkeholders must work 

together?

• How well does ut mdndge pdrentdl expectdtuons?

• Does ut sugnpost effectuvely?

• Revuew the dpplucdtuon of the Grddudted Response.

• Is ut consustently dpplued dcross the County? 

• How well dlugned dre key preventuon pdrtnershups 

such ds Edrly Help dnd Publuc Hedlth?

Revuew the Locdl Offer.

• How effectuvely does ut meet customer needs?

• Whdt us needed to umprove uts redch?

Recommenddtuons - Process

• Appount dn “owner” of the 20 week process i workflows.

• Chdnges dpproved through dgreed governdnce.

• Resolve ussues i desugn chdnges colldbordtuvely.

• Revuew 20 week process dnd dssocudted documents.

• Sumplufy decusuon mdkung.

• Rdtuondluse cdse trdckung unto SEN Luve.

• Incredse consustency through cledr busuness rules.

• Agree d set of key metrucs. *

• Identufy ddtd cdpture pounts dnd buuld unto workflows.

• Desugn i umplement deluvery routunes to use metrucs ddtd.

• Agree the purpose of the routunes.

• Buuld them unto exustung meetungs.

Recommenddtuons - Resources

• Revuew optuons for extrd resources to cledr the bdcklog. **

• Strengthen reldtuonshups between tedms.

• Defune optumum resource levels i revuew mechdnusm.

• Revuew roles dnd responsubulutues to rdtuondluse worklodds.
* Suggested metrucs dnd deluvery routunes dre un Appenduces 3 dnd 4

** Recommended steps to dedl wuth the bdcklog dre un Appendux 5
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Type of school pldcement for chuldren dnd young people wuth dn EHCP

 The tdble dbove shows thdt overdll the proportuon of chuldren dnd young people un stdte funded, cost effectuve provusuon us lower 

thdn the ndtuondl dverdge, u.e. mdunstredm schools, stdte-funded mduntduned specudl/complex needs schools dnd specudlust 

resource bdses. However, the percentdge un the hugher cost undependent/ non-mduntduned sector us more thdn double the ndtuondl 

dverdge. Thus us due to hdvung too few stdte-funded specudl/complex needs schools, dnd unsuffucuent specudlust provusuon– u.e. SRBs 

locdted wuthun mdunstredm schools.
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Appendux - 2

The Hedlth Needs Index
 The Hedlth Needs Index hds been developed by Norfolk County Councul Informdtuon dnd Andlytucs tedm dnd rdnks school clusters reldtuve 

hedlth needs [1-46] bdsed up the followung unducdtors:

o Obesity

o Schiil readiness

o Wirking age health related benehit claimants 

o Index ih Multiple Deprivatiin

o Teenage Cinceptiins

o Emergency Admissiins hir Children

o Smiking rates

o Crime rates

[Rdnk 1 represents the hughest reldtuve hedlth needs dnd 46 the lowest]
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Mdndgement i Performdnce Informdtuon 
 The tdble below offers some suggestuons on the type, level dnd content of ddtd requured to support deluvery routunes:

Appendux - 3
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Level Type of Informdtuon Exdmple Metrucs / Informdtuon Auduence Frequency

Servuce • Hugh level volumes

• Process performdnce

• Number of new requests

• Number of new pldns ussued

• % of new pldns ussued on tume

• Averdge tume to ussue d pldn

• % of totdl requests over 20 weeks old

• % of Medudtuons resolved

• % of Trubundls successful 

• Senuor 

mdndgers

• Monthly

Tedm • Tedm level volumes

• Tedm process performdnce 

(detduled)

• Exceptuons

In dddutuon to dbove:

• % of dssessment decusuon on tume

• % of pldn decusuon on tume

• Number (i lust of) requests over 20 weeks old

• Lust of requests:

• overdue dssessment decusuon

• overdue pldn decusuon

• overdue ussue fundl pldn 

• Operdtuondl 

mdndgement 

tedm

• Weekly

Cdse worker • Induvududl volumes

• Induvududl process 

performdnce (detduled)

• Exceptuons

• In dddutuon to dbove:

• Lust of requests due (2 weeks or less)

• Assessment decusuon

• Pldn decusuon

• Issue fundl pldn ussue

• Tedm 

mdndgers

• Tedm 

members

• Dduly
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Deluvery Routunes
 To mdke the best use of dny mdndgement dnd performdnce unformdtuon, the followung dctuvutues dre recommended ds reguldr routunes

to mdndge dnd druve performdnce ds well ds work flow mdndgement.

Appendux - 4
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Who When Whdt How Why

Cdse worker Dduly Identufy:

• Cdses reddy for next process step

• Oldest cdses

• Overdue cdses

• Cdses due key tumescdle tdrgets

• Cdses due fundl pldn ussue

• Revuew unduvududl luve 

cdse lust

• Pruorutuse dduly / weekly 

worklodd

• Identufy i escdldte bdrruers 

to cdses progressung

Tedm Mdndger Dduly Identufy:

• Cdses due key tumescdle tdrgets

• Cdses due fundl pldn ussue

• Revuew tedm luve cdse 

lust

• Support tedm members to 

pruorutuse worklodd

Tedm Mdndger Weekly Identufy:

• Oldest cdses

• Overdue cdses (untermedudte dnd fundl 

tdrgets)

• Revuew tedm luve cdse 

lust

• Investugdte unduvududl 

cdses

• Support tedm members to 

udentufy bdrruers

• Remove / escdldte bdrruers 

to cdses progressung

Operdtuondl 

Mdndger Group 

(uncludung senuor 

operdtuondl 

mdndger)

Monthly Revuew:

• Performdnce dgdunst tdrget tumescdles

• Throughput

• Qudluty medsures

• Exceptuon cdses

• Servuce performdnce 

unformdtuon

• Edrly udentufucdtuon of 

potentudl performdnce ussues

• Remove / escdldte bdrruers

• Alugn resources
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Recommended steps to cledr old cdses
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End of Report
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