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TORBAY SEND LOCAL AREA IMPROVEMENT PARTNERSHIP BOARD (SLAIP) 
PUBLISHED MINUTES – APRIL 2026
Date: 1st April 2026
Time: 10.00-12.30pm
Location: Virtual

1. Introduction and Apologies – Chair
The Chair opened the meeting, welcomed members and thanked partners for continued engagement during a period of significant system pressure.
· The new SEND Programme Manager was welcomed 
· Apologies were given 

2. Minutes and Actions 
The Board approved the minutes of the previous meeting as an accurate record.
The Chair reminded members that:
· Minutes continue to be made public, with names redacted
· Content remains unchanged to ensure transparency and accountability
Action tracker update
The Chair provided an overview of the action tracker.
The Board noted:
· Many actions remain Amber, reflecting active delivery.
· Several actions remain open due to national policy dependency and inter-connected actions rather than lack of progress.
Update on the Communication Action Required
The Board received an update on progress against the agreed communications actions following concerns raised at previous meetings regarding consistency, timeliness and tone of SEND related communications.
Progress to date
The Board noted the following improvements since the last meeting:
· Increased proactive communications activity, including more regular use of social media channels.
· Early indications of improved engagement and tone, with fewer immediate negative responses online.
· Establishment of communications sub‑groups (editorial and strategic) to strengthen coordination and prioritisation.
· Early positive feedback from partners and parent representatives that messaging is becoming more visible and accessible.
Ongoing issues and risks
The Board acknowledged that:
· Communications remain inconsistent across parts of the system, particularly between education, health and local authority services.
· There is continued reliance on individual teams rather than a fully embedded system‑wide approach.
· Partner engagement is variable, with some organisations not yet contributing content or responding to requests in a timely way.
· Communications capacity is under pressure, particularly in the context of SEND reform activity and rising demand.
· The Board emphasised that improved communication is a critical enabling factor for rebuilding trust with families and supporting SEND reform delivery.
Agreed next steps
The Board agreed that communications work must now move from improvement activity to embedded practice, with clear ownership and accountability.
It was agreed that:
· The communications action should sit formally within the Communications Group, with clear reporting lines to the Board.
· The SEND Pledge should be treated as a core communications priority, embedded into routine messaging rather than a separate campaign.
· Partners are expected to actively contribute content and engage with communications activity as part of their collective responsibility.
· Diagnostics and engagement data should be used to assess impact and inform future communications planning.

Communication Actions 
· Strengthen and formalise Communications Group oversight and reporting to SLAIP
· Ensure partners actively contribute content and respond to communications requests
· Use communications diagnostics and engagement data to assess impact and inform next steps

Update on the “You Said, We Did” Developments 
The Board considered progress and next steps in relation to the “You Said, We Did” feedback loop, recognising this as a critical mechanism for demonstrating that children, young people and families’ voices are meaningfully influencing practice and system change.
Current position
The Board noted that:
· Feedback from children, young people and families is being gathered through multiple routes, including: 
· SEND Pledge engagement activity.
· Parent carer forums.
· Health, education and participation teams.
· While engagement activity is strong, feedback is not yet a consistently closed loop.  Whilst there are good examples of feedback that has happened it is not summarised in one place as a partnership. 
Board discussion
The Board agreed that:
· A clear and visible summarised “You Said, We Did” approach is essential to: 
· Building confidence with families.
· Supporting SEND reform delivery.
· Demonstrating accountability and transparency.
· Feedback loops should be: 
· Proportionate and realistic.
· Embedded into existing communications and governance processes.
· Focused on priority themes rather than individual cases.
· “You Said, We Did” should not sit as a standalone product but should be integrated into communications, quality assurance and participation activity.

“You Said, We Did” Actions
· Develop a simple, partnership wide “You Said, We Did” framework linked to SEND Pledge priorities
· Integrate “You Said, We Did” updates into routine SEND communications (including digital channels)
· Align “You Said, We Did” reporting with SEND Reform Plan engagement and evidence of impact

3. Risk Register 
The Board reviewed the Risk Register in detail.
Key Risks Discussed
SEND Reform / White Paper – Critical Risk
It was confirmed that the risk remains Critical, due to:
· Continued absence of detailed statutory guidance.
· Extremely compressed delivery timescales.
· Reduced effective working days due to Easter and bank holidays.

Workforce Capacity
Updates were provided as follows:
· It was confirmed that SEND Programme capacity is now strengthened.
· Head of SEND confirmed to start 1 May (Local Authority).
· NHS Devon ICB executive leadership now confirmed.
· Phase two restructure ongoing, with potential workforce reductions of up to 50%.
The Board formally acknowledged NHS workforce pressures and thanked health colleagues for continued engagement.

Section 75 Arrangement (Adult Social Care)
It was confirmed:
· Formal notice has been given to end the Section 75 arrangement.
· Adult social care delivery will return to the Council from 1 April next year.
· Programme governance arrangements are in place.
Key risks identified:
· Workforce stability.
· Commissioning complexity.
· Transitions from Children’s to Adult Services.

4. Progress Tracker 
PA3 - Statutory SEND Performance
100% compliance achieved for: 
· Phase Transfer EHC Plans by 15 February.
· 31 March statutory deadline.
This was formally recognised by the Board as a significant milestone.
Rising Demand and System Pressure
· Over 80% increase in Educational Psychology advice requests.
· Significant increase in parental statutory assessment requests.
· Similar demand pressures being reported across the South-West.
Risks noted
· Increased appeals and tribunals.
· Capacity pressures on SENDIAS, health pathways and schools.

5. Children and Young People’s (CYP) Voice – SEND Pledge
SEND Pledge engagement feedback
Summary of discussion
The Board received detailed feedback from engagement activity with children, young people and families, including the SEND Pledge engagement event and wider participation work.
Key messages from children, young people and families The Board noted consistent themes emerging across engagement:
· Children and young people want to feel seen, heard and understood, not processed through systems.
· Kindness, fairness and predictability in interactions make a significant difference to lived experience.
· Experiences across education, health and care remain inconsistent, often depending on individual professionals rather than a shared system approach.
· Families value honest communication but want clearer explanations of what happens next and why decisions are made.
· Young people highlighted the importance of psychological safety, preparation for meetings, and adults communicating in child friendly ways.
The Board recognised that these messages closely align with SEND reform priorities, inclusion expectations and trauma-informed practice, and should therefore be treated as core system intelligence, not supplementary feedback.

Reflection on current arrangements
The Board reflected that:
· There are multiple routes for gathering CYP and family voice (participation team, parent carer forum, SENDIAS, health and education engagement), but these are not always coordinated.
· Feedback is not consistently translated into visible system change or reported back in a way that families recognise.
· This weakens trust and reinforces perceptions that consultation does not lead to impact.
· Children and young people’s voices are heard more strongly at engagement events than in routine service interactions, where experiences are more variable.
Members emphasised that CYP voice must move from being event based to embedded in everyday practice and governance.
The Board agreed a clear direction of travel for strengthening CYP voice:
1. Alignment with SEND Pledge
· CYP voice activity should be explicitly linked to SEND Pledge principles.
· The SEND Pledge should be used as a practical framework for translating feedback into behavioural and system change.
2. Clear accountability
· Responsibility for participation, feedback loops and communications must be explicit.
· CYP voice should be clearly linked to communications, QA and SEND reform activity.
Actions
· Communication and feedback actions recorded in previous section 
· Maintain Board level oversight of CYP voice and ensure learning informs strategic decisions


6. Data and Quality Assurance Subgroup Report 
The Chair presented the Data and QA Subgroup update.
Data overview
· Full data suite reinstated.
· Improvements seen in several health pathways.
· Neurodiversity and autism pathways remain under significant pressure.
Quality Assurance priorities
The Subgroup has agreed to:
· Focus the next six months on statutory QA actions only.
· Improve clarity, accountability and demonstrable impact.
EHCP timeliness and communication
The Board discussed findings from the end-to-end review including:
· Approximately 15 days of potential efficiency across the system.
· The balance between relational practice and statutory timeliness.
EHCP Timeliness and Communications – Detailed Discussion and Way Forward
Context and current position
The Board considered EHCP timeliness as a critical operational and reputational issue, particularly in the context of rising demand, SEND reform expectations and increasing anxiety among families.  The board was provided an update on recent performance and system review:
· An end-to-end review of the statutory assessment process has been completed.
· This identified approximately 15 days of potential efficiency across the assessment timeline.
· Improvements in performance are already visible; however, the trajectory remains fragile and highly sensitive to demand and workforce capacity.
· The system is currently experiencing a significant surge in new requests, particularly parental requests, which will impact timeliness in the coming months.
· The Board acknowledged the achievement of 100% compliance for phase transfer plans, while recognising that this has required sustained effort and is not yet indicative of system resilience.
Discussion 
The Board discussed the relationship between timeliness and communication, as the end-to-end review highlighted potential time savings currently used for contacting parents/carers following a ‘no to assess’ decision.   This practice is not part of the statutory requirements with many other LAs relying on schools to inform families.  However, the value of communication with families, following the decision, cannot be underestimated.  Families value early, honest and relational communication, particularly where decisions are complex or outcomes are not as hoped.
Historically, Torbay has invested significant officer time in: 
· Telephone conversations following “no to assess” decisions.
· Follow up discussions to explain next steps.
While this approach aligns with the SEND Pledge and relational practice, it is resource intensive and increasingly difficult to sustain at current demand levels.
The Board held a detailed discussion about the balance between relational practice and statutory delivery.
The Board agreed the following
Outcome: No immediate change to EHCP communication processes will be made at this stage.
The current approach will continue while further evidence is gathered.
Any future changes must: 
· Be evidence led.
· Avoid destabilising performance during peak demand.
· Be clearly aligned with SEND Pledge principles.
The Board requested further work to:
· Model the impact of different communication approaches.
· Understand the relationship between communication, appeals and timeliness.
· Bring clear options and risks back through the Data and QA Subgroup.

Actions 
· Continue monitoring EHCP timeliness against increased demand and report emerging risks
· Undertake further modelling of communication approaches (letters, calls, next steps meetings) and their impact on timeliness and appeals


Comfort Break

7. Stocktake Feedback and Next Steps 
The Chair summarised feedback from external advisers.
Key messages:
· Stocktake was a positive session with a great deal of recognition of the hard work to date along with clear areas for consideration and next steps.
· Good pace of delivery and response as a partnership with improved collaboration
· Torbay is assessed as on track and can demonstrate the partnership is making a positive response to the issues. 
· Progress is comparable with stronger performing areas and there are early signs of impact, which can be evidenced. 
· Strengths include partnership maturity and honest and accurate self-assessment.
It was recognised that the coming six-months will need to focus on implementing the next phase of the actions and ensuring evidence is collected from across the partnership to demonstrate increasing impact – this will be a significant priority for the partnership. 
The stocktake discussed the partnership’s ability to collect both quantitative and qualitative data.  The suggestion of a scorecard against each of the priority areas could be introduced to ‘tell the improvement story’
Next steps:
· Letter summarising the findings of the stock take will be sent from the DfE, which will be made public 
· A deep dive into priority 3 will be arranged after June 
· The next stocktake will be arranged for November.  This will have a significant focus on impact and quality of evidence to test the partnership’s narrative ahead of January’s monitoring inspection

8. SEND Reform Plan Update 
The Board received an overview of:
· Plan structure.
· Tight submission timescales.
· Links to the High Needs Stability Grant.
· Governance implications across the Council and NHS.
Although the proposals for the SEND reform changes are still being consulted on, there are clear inclusive deliverables in the Schools White Paper ‘Every Child Achieving and Thriving’ and early funding will be made available to test the ‘Experts at Hand’ model.  These, alongside the introduction of the High Needs Stability Grant, require every local area partnership to develop and submit a formal Local Area SEND Reform Plan, which shapes the vision and ambition for SEND in Torbay over the coming 3 years.
The final plan is to be submitted by the 19th of June, with a draft to be reviewed by external advisers mid-May.  A series of engagement and co-production events are being scheduled for April and May. 
The Chair proposed an extraordinary Board meeting to focus on vision and three-year strategy.

9. SEND Maturity Matrix 
The seven pillar SEND Maturity Matrix, which has been discussed and completed by a range of different partners, was presented to the board.  The matrix is a self-assessment of where the partnership currently rates themselves through a ‘best fit’ approach.  Evidence has been provided to support the judgement and any gaps in a category will be addressed through the Local Area SEND Reform Plan. 
Members of the board thanked all those who had led and contributed to the document and praised the quick turnaround. 
The Board agreed:
· The assessment is evidence based and realistic.
· It provides a sound foundation for the SEND Reform Plan.
Decision
· Matrix approved.

10. Any Other Business
SENDIAS Governance
The Board noted SENDIAS currently lacks a formal steering group.
It was agreed that:
· Oversight will sit with the Data and QA Subgroup on a quarterly basis.
· Parent and education representation will be included.
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