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Summary
Support and Aspiration: Introducing Personal Budgets sets out a framework upon 
which local plans to implement personal budgets for children, young people, and 
families can be built. Devised by In Control and SQW on behalf of the Department 
for Education (DfE), it draws on the draft Code of Practice for Special Educational 
Needs (DfE October 2013); the draft Special Educational Needs regulations; In 
Control’s experience of work with adult social services, the NHS, and children’s 
services; the learning and evaluation, and on-going evaluation, by SQW on 
Individual Budget Pilots (2009-13) and SEND Pathfinders (2011-15). 

The framework does not set out every detail of implementing personal budgets and 
as such the authors recommend that it is drawn upon to help resolve local 
challenges in implementation.  As such, the framework should inform wider plans to 
introduce the changes required to meet the forthcoming reforms of the support 
system for children and young people with SEN and disabilities, and be considered 
by partners in SEN, social care, health, schools, family organisations and the local 
market of support when developing plans. 

The document is set out in two parts: part one sets out the definition and context of 
personal budgets; part two details the Common Delivery Model developed by SQW 
as part of a scoping study to inform the development of the individual budget pilot 
programme for the DfE in 2008-09, and draws upon examples from areas delivering 
personal budgets.

Briefing in full

Part 1 Personal Budgets – one part of a whole system change

Personal budgets should be considered in the context of the system-wide change 
introduced through Support and Aspiration:  A New Approach to Special Educational 
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POLICY BRIEFING
Needs and Disability (March 2011) including the Education, Health and Care Plan 
(EHCP), workforce development, market development, and simplified assessment 
processes.  

There are different types of personal budgets so one of the challenges in developing 
them is to ensure that a common language and a common set of definitions are 
agreed including:

• A social care budget:  a budget made available if it is clear that a child or 
young person is assessed as needing additional and individual support at 
home and when out in their local/wider community.

• A personal health budget:  a budget made available if a child or young 
person has complex, long-term and/or life-limiting conditions.  Children who 
are supported through ‘Continuing Care’ funding will have the right to 
request a personal health budget from April 2014, this will become a ‘right to 
have’ in October 2014.  From August 2013 the NHS has also had the legal 
power to give direct payments. 

• A personal SEN budget:  a budget made available by a local authority as it 
is clear that without this additional funding it will not be possible to meet a 
child’s learning support needs.  The school/college involved will already have 
funding for learning support across the school; only pupils or students with 
more complex learning support needs are likely to need a personal SEN 
budget.  

In all cases the availability of a personal budget will be based on the support a child 
or young person needs in order for them to achieve a set of agreed outcomes.  In 
some cases an EHCP may not translate into a child or young person having a 
personal budget.  In other cases a child or young person may have a personal 
budget from more than one source – social care, SEN and/or health. 

Children and young people who don’t have an EHCP

Personal budgets are increasingly being used as part of strategies around early 
intervention, recovery, family crisis, exclusion from school, and long-term health 
conditions or other circumstances identified through assessment.  In addition, a 
child, young person or family may be offered a personal budget for social care or 
health support without having an EHCP. 

There are four ways in which a personal budget can be managed:

1. A family can choose to take a personal budget as a direct payment and, with 
support, manage it themselves.

2. A family can ask a third party organisation to manage it on their behalf; this is 
often called an Individual Service Fund (ISF).

3. A family can ask a local authority to manage it on their behalf.
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4. A family can choose to have a mix of the above three options. 

In the case of safeguarding concerns or issues around consent, the choice of taking 
a personal budget as a direct payment may be withheld. 

Commissioning and Personal Budgets

The key to both the successful introduction and enactment of personal budgets and 
the changes set out in Support and Aspiration is joint commissioning.  

Personal budgets are one level in a simple three-tiered approach to commissioning:

1. Strategic commissioning:  on a regional sub-regional or strategic level and 
led by, for example, Health and Wellbeing Boards in conjunction with 
education colleagues.

2. Operational/community/targeted commissioning:  focused on a client 
group, diagnosis, service or local need and led by services in response to 
local need. 

3. Individual commissioning:  personal budgets or the use of additional 
funding where a personal budget has not been requested by a family. 

In terms of commissioning options, the quadrant illustrated below has been used by 
the  SE7 SEND Pathfinder group to explore what is currently being commissioned 
and how personal budgets fit with or challenge current practice. 

Figure 1: Quadrants for personalisation, In Control 2012

Universal services and the mainstream:  activities, resource, services and 
provision accessed by the wider local population, e.g. mainstream schools, A&E, 
GPs and local community nurses.

Targeted services and support: services focused in a group, community, common 
need, and /or geographic area, e.g. teenage pregnancy services, cancer support, 

© Local Government Information Unit, www.lgiu.org.uk, Third Floor, 251 Pentonville Road, London N1 9NG. Reg. 
charity 1113495. This briefing is available free of charge to LGiU subscribing members. Members are welcome to 
circulate internally in full or in part; please credit LGiU as appropriate. You can find us on Twitter at @LGiU



POLICY BRIEFING
special schools, sensory support services, speech and language therapy, funded 
short breaks, literacy support at schools, and youth clubs. 

Social capital and community wealth:  informal networks and support which exists 
within communities and neighbourhoods, e.g. social networks, interest or hobby 
clubs, faith groups, neighbours, local meeting places and community activities. 

Choice and control, self-directed support:  individual level commissioning and the 
additional funding and support an individual needs to participate, achieve and enjoy 
their lives.  This works at the individual level focused on an individual’s situation, 
their family, identify and beliefs.  

Personal budgets across SEN, Health and Social Care

Personal budgets are well established in social care services, but in health, the 
government only changed the Direct Payment Law in August 2013 so the NHS can 
give direct payments for personal health budgets.  People who have continuing care 
needs will be given the ‘right to ask’ for personal health budgets from April 2014, with 
an expected expansion to anyone with long-term health issues from April 2015.  

Within education, personal budgets are still very new and until recently it has been 
challenging to offer a clear definition.  Added to this challenge is that a new approach 
to school funding has been launched at the same time as the introduction of the 
aspiration for personal SEN budgets.

In social care and health, the process for setting out pathways for personal budgets 
has included an approach to allocation which involves costing current services, direct 
payment packages and developing a menu of unit costs.  The challenge is to explore 
how this can be done in education whilst at the same time funding is being 
redesigned. 

However, there should be a common approach to personal budgets that:

• Everyone, including families, understands

• Funding identified as part of a potential personal budget can be taken as a 
direct payment

• Allocation of a potential personal budget will relate to the amount of support 
the individual child needs to achieve identified outcomes. 

Crucially, underpinning this should be a consistent, transparent and participative 
approach.

This raises some further questions:

1. What funding will be made available to form part of a potential personal 
budget?
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2. How will a local authority, schools forum and local Clinical Commissioning 

Groups (CCGs) meet their responsibilities to provide services to a wide and 
diverse population of children, young people and families whilst being clear 
when and how a potential personal budget will be made available?

3. How and what information will be provided to families to enable them to make 
informed choices about funding and to decide whether they will request a 
personal budget?

4. How will families access support to help them manage a personal budget as a 
direct payment? 

The EHCP should set out in detail all the provision being made available.  

The framework provides an example of a pathway around the development of an 
EHCP including allocation of additional provision, which upon the request of a family 
can become a personal budget.   As part of this pathway it is important to ensure that 
families have all the information they need about the different options available.  

If after exploring the options available to them, and in full knowledge of the amount of 
additional and individual funding available, the family decides not to request a 
personal budget, children’ services will use the additional and individual provision, in 
co-production with the family, to commission the additional support needed. 

Aligning personal budgets with school/college funding

Work to align SEN budgets and school funding has been taken forward by a number 
of SEND Pathfinders. 

There is no expectation that schools will release funding from their own budgets but 
there is an opportunity for a school to choose to do this if it is clear that this is the 
best way to improve outcomes and the support the child or young person receives. 

The challenge is to integrate this with the approaches being developed with local 
authorities in response to the national school funding reforms.  This is best done 
through the development of an EHCP for a child or young person as the allocation of 
potential personal budgets will need to be part of the child and family-centred 
assessment and planning pathway developed to deliver the plans.  

This can be done through:

1. Once agreement that an EHCP is reached, a decision can be made about the 
banding of additional learning funding available based on the assessment.  
This funding will relate to the additional funding placed within the school/
college budget to fund specific support for the child/young person, and in 
exceptional cases, funding on top of that placed within the school budget 
which may be available as a potential personal budget. 
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2. Undertaking an allocation exercise if the child or young personal is eligible for 

social care funding and/or continuing healthcare funding. 

3. Sharing a draft plan which sets out the provision made available in addition to 
that delivered through the school and via social care and health services with 
the family.  The family can then state a preference for a school or college. It is 
at this point that a family can request a personal budget.  To support this 
decision, information will be available about any potential personal budget and 
how the additional and individual funding available will be used based on the 
preference they make. 

4. Once provision delivered through targeted support, the preferred school and 
any available personal budget has been offered/agreed in response to a 
request, the family, child, young person and their support personal, can set 
out how the additional and individual funding will be used and managed. 

The finalised plan should set out how all the provision, including that which is funded 
through a personal budget, will meet the support needs of the child or young person.  
It should explain how the money will be used, managed and audited. 

Integrating a personal budget from more than one source

The EHCP provides the formal basis for integrating funding from more than one 
source. Funding from education, health and social care will be associated with 
certain outcomes, support needs and ‘conditions’.  This is an opportunity to unite 
funding under a common set of outcomes delivered through the EHCP.  

It is the responsibility of the three central partners - social care, education and health 
- to put in place local arrangements to govern the integration of budgets.  Some of 
the SEND Pathfinders have done this by focusing on:

• A shared understanding of the benefits of holistic support 

• A common set of outcomes which outline what the EHCP will provide

• Senior leadership support, particularly in removing any barriers 

• An EHCP which evidences how the integrated personal budget will be used to 
provide the support needed and to deliver the agreed outcomes

• Clarity about funding responsibilities and accountabilities

• The strategic alignment of budgets prior to any allocation focused on 
delivering a single support package for a child, young person, and their family. 

Issues such as clinical, safeguarding and learning should all be built into the EHCP. 

How do we measure success?
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The Support and Aspiration agenda is based on moving away from the existing 
experiences of families and services, to a relationship where people are enabled to 
work together to set out how best a child, young person and their family can be 
supported to realise outcomes and to ensure that needs are being met in the best 
possible way.  The two guiding principles are:

• Transparency:  everyone understands what is happening, when, and how 
decisions are reached.

• Participation:  everyone who needs to take part can do so, and those who 
need support to participate are supported to do so.

Part 2 The Common Delivery Model

The Common Delivery Model (CDM) is set out under four themes, broken down 
where relevant into a set of elements to inform the planning and delivery of individual 
budgets, which can also be applied to personal budgets.  These are:

• Organisational engagement and cultural change including:

o Engagement of wider agencies

o Workforce development

o Joint commissioning and market development

• Engaging and involving families including:

o Raising awareness with families

o Peer support

• Setting up and scaling up the infrastructure including:

o Integrated planning

o Resource allocation and integrated funding

o Management of personal budget funds

o Development of IT resources

• Safeguarding and risk management

Using the CDM, the document provides practical examples to inform the 
development and delivery of an offer of personal budgets as part of the changes set 
out in the Children and Families Bill to go live in September 2014. 
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Comment 
Although the framework does not set out every detail of implementing personal 
budgets, it does provide useful guidance in breaking down any barriers to 
implementation and draws on examples from a number of areas including the SEND 
Pathfinders. 

However, the biggest challenge will be in scaling up personal budgets from the early 
work of the Pathfinders to the full scale offer central to delivering the reforms set out 
in Support and Aspiration.  Personal budgets will need to be included in the planning 
pathway and appreciating the impact of personalising provision on the current offer 
of support to children, young people and families.  This means that solutions need to 
build on local strengths and opportunities, the delivery of personal budgets therefore 
needs to be informed and steered by both families and services. 

The framework highlights the importance of engaging families in the development 
and implementation of personal budgets, though research carried out by the SEND 
consortium show that the majority of families with disabled children remain unaware 
of personal budgets or do not know how to use them effectively.  To address this, the 
Department for Education and Department of Health have recently announced a pilot 
project funding 10 local authorities to develop and test 'brokerage services' to 
improve parents' understanding of personal budgets.   SENDirect will be launched in 
March 2015 in Bexley, Cornwall, Coventry, Essex, Gateshead, Herefordshire, 
Leicestershire, Oldham, Solihull, and Telford and Wrekin.

Related briefings

Draft SEN Code of Practice: local authority and institution roles and functions (with 
links to related briefings) 

For more information about this, or any other LGiU member briefing, please 
contact Janet Sillett, Briefings Manager, on janet.sillett@lgiu.org.uk 
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