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Board Meeting Minutes

9th March 2009

Sanctuary Buildings 
	Present
Baroness Howarth OBE

Cafcass Board  - Chair

Gillian Baranski……………………………………………..…………………… ...…Cafcass Board Member

Jennifer Bernard ………………………. ……………………………………….……Cafcass Board Member

Margo Boye-Anawoma………………….……………………………..………….….Cafcass Board Member

Erica De’Ath OBE…………………………………………………………….……….Cafcass Board Member

Mark Eldridge

Cafcass Board Member

Ernie Finch……………………………………………………………………..……...Cafcass Board Member

Harry Marsh MBE……………………………………………………………………..Cafcass Board Member 

Nicholas Stuart CB……………………………………………………………………Cafcass Board Member

In Attendance

Anthony Douglas CBE
.
.Cafcass Chief Executive
Lamorna Wooderson
……………………………………………..…..….Corporate Director

Sherry Malik
……………………………………………..…..….Corporate Director

Jane Booth…………………………………………………………………………………...Corporate Director

Annabel Burns…………………………………………………………………………...DCSF Representative

Benjamin Hitch…………………………………………………………………………………………YP Board

Ian Phillips…..………………………………………………………………………………………….YP Board
Mary Berwick-Sayers..……………………………………………………………... PA to Corporate Director

Apologies

Toyin Okitikpi

Cafcass Board Member

Richard Sax

Cafcass Board Member

Jane Tunstill……………………………………………………..…………………….Cafcass Board Member



	part one: open session

	1
	Introduction

The Chair welcomed all those present.



	2


	DECLARATIONS OF INTEREST

· Margo Boye-Anawoma announced that she has joined the National Youth Advocacy Service (NYAS) Professional Advisory Committee. 

· Mark Eldridge advised that he is no longer a Senior Advisor for PA consulting but is a Management Consultant.

· The Chief Executive advised that he is involved with a British Library sponsored project to set up a permanent National Care Archive in the UK

	3
	Minutes from the LAST Board meeting held on 23 JANUARY 2009

The minutes were approved as a correct record with minor amendments.



	4
	Matters arising:

· The Young People’s Board representative advised that office inspections had been carried out in N2 and S1 and reports with recommendations submitted. It was agreed that once Action Plans to achieve recommendations have been received, they will be shared with the Cafcass Board. It was further agreed to combine this feedback with a formal report from the Young People’s Board in September in order to update the Board on their programme of work. 

· Section 10, Performance Reporting: in answer to a query on the difference in the figures reported in January 09 and in the current Performance Report for KPIs 5A & 5B, the Corporate Director advised that the current figures were based on closed cases which give a clearer picture. It was agreed that a form of words to explain this difference should be published on the website along with the January 2009 minutes.  



	5
	CHAIR’S REPORT

The Chair made the following points:

· Response to the advertisement for new Board members had been positive with interviews planned for the 30 and 31 March.

· The Chair attended a meeting with Resolution who are making a presentation on collaborative Family Law. This will be available from the Governance Team should any Board member wish to view.

· The Chair attended a very positive all-staff conference (Central), which included an interactive theatre presentation about diversity issues from Dead Earnest.

· Agreement has been given to the appointment of a Deputy Chair and the Chair asked for expressions of interest from existing Board members.
· The Away-day will be delayed to a date in May or June in order to give the new Board members time to settle in and to have a period of induction beforehand. Dates have been canvassed and the Governance Team will confirm once the date is finalised. The Chair advised that it would be useful to use this time to do some Board Development and she will be discussing with the Deputy Chair (once appointed) and others how best to achieve this.

· There is to be a change in emphasis for the time spent by Board on Thursday evenings. Members have in the past attended Thursday seminars whenever they have been able; in future, attendance by all members will be necessary, and this is a change from the previous position where attendance has been encouraged but not deemed essential. The Board endorsed this change so that the major strategic issues explored in Board seminars are discussed by all Board members. 

· The draft Business Plan had been circulated and it was noted that this will be signed off with other documents early in April at a special Board meeting which will give the Board an opportunity to talk more broadly about our work and to look back at 08/09 and forward to 09/10. All Board members will be expected to attend. Dates will be circulated shortly. It was noted that the Accounts will be signed off at the June Board. 

Action 1  - The date for the additional April Board meeting to be circulated to Board members.



	6
	Chief Executive’s Report

The Chief Executive made the following points as part of his oral report:

· The Service Management Conference was very successful with the net effect being substantial more work being done on our 09/10 priorities. 

· Further steps are to be taken to make the jobs of Service Managers more manageable to allow them to deliver on 09/10 priorities by removing some administrative tasks and allowing a number of key freedoms, including from some such administrative  tasks, for practitioners rated consistently as “good” 

· The final result of the N2 Inspection is expected imminently. The results will be communicated to Board Members once received. 

· Cafcass will be meeting with Ofsted on 18th March to debrief on the three pilots. The need to get more clarity on the timetable of inspections was noted. It was also noted that methodological issues to do with Every Child Matters (ECM) indicators need to be raised with Ofsted, particularly in terms of how we can contribute to outcomes like “economic well being”. It was agreed that it was important to evidence this at a national and service area level, especially as Lord Laming has now endorsed the ECM framework as the right one for children’s agencies to work within. The Board suggested ways that Cafcass can evidence economic wellbeing for example in cases where we successfully resolve disputes, less money is spent on court and legal fees and more is available for the family, or when contact arrangements have been successfully negotiated, it is likely that the non resident parent will support the child financially. It was also suggested that we can evidence this by better signposting to those organizations who we have established can be helpful to our service users 

· The Young People’s Board representative announced plans to launch a service for children in private law proceedings offering advice and information as, whilst these resources are available for children in care, there is no such support for children involved in private proceedings. The Young People’s Board agreed to keep the Board informed of progress.



	
	audit committee update 

The Audit Committee Chair gave the following update to the Board following the most recent meeting of the Audit Committee (2nd March 2009):

· Significant progress has been made on internal and external recommendations.

· The Audit Committee discussed how an organisation ensures that where an issue is identified in one area, the learning point is generated to the whole of the organisation and agreed that it would be useful for a written report setting out how the learning from various panels and reviews is being brought together at the service area level to inform service re-design and improvement at the level of the individual case.

· The Audit Committee discussed the roll out of Flex and it was noted that there had been a delay with the soft launches which are now scheduled to take place in week commencing 9 March 09.

· Cafcass’s Information Assurance position has been assessed at level 1 and the aim is to reach level 3 in 2010. The work currently being undertaken provides a good base to achieve this level and it was noted that it would be helpful internal audit carried out an assessment of this work as part of the 2010/20ll Internal Audit Plan.

· Two internal audit reports had been completed – a Local Controls Review in Durham and a Budget Monitoring and Financial Information Review. The Review in Durham revealed that the national cash handling policy is not being used, highlighting the need for issues around compliance to be followed through and formalised into a report. Most of the recommendations following the Budget Monitoring Review were rated as low risk.

· The Draft Internal Audit Plan 2009/11 has been approved.

· The NAO were happy with the result of the Interim Audit and congratulations were offered to Julie Brown and her team on this positive result.

The Annual Report template was discussed and endorsed.

· The Chair of the Audit Committee gave a detailed update on the outcome on the Flex position, outlining the short-term problems (delays with soft launches) and the long term problems (single or two platform system). The Chair emphasised the importance of making sure that Ministers are aware of the difficulties and risks Cafcass faces and the impact on our service of the failure of Flex and it was agreed that a letter setting out these concerns should be sent to Baroness Delyth Morgan.  

The Chair of the Audit Committee advised that agreement in principle had been reached at the Audit Committee meeting held on 19 January 2009 to change the name of the Audit Committee to the Audit and Risk Assurance Committee. It was noted that this change in name would enable the Audit Committee to emphasise its strategic role in risk management. As a result of this the Terms of Reference of the Committee had been revised to reflect this new emphasis and the Board was asked to consider and agree the suggested change of name and the amended Terms of Reference. 

The Board formally agreed that the Audit Committee be renamed Audit and Risk Assurance Committee, to reflect the Committee’s full work as set out in the regulations (Children and Family Court Advisory and Support Service (Membership, Committee and Procedure) Regulations 2005) and that the Committee will continue to fulfil the full functions of an Audit Committee as required by the Regulations. The Committee’s functions include the function of advising the Board generally in relation to the oversight of the financial management of Cafcass, which includes assurance in relation to risk and it is appropriate for the title of the Committee to reflect the full range of its functions. 

It was agreed that the Terms of Reference will now go back to the Audit Committee to be finalised and that the new Terms of Reference will then be tabled at the next Board meeting for final sign off. 

Action 2 – New terms of reference for the Audit and Risk Assurance Committee to be tabled for the June Board meeting.
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	FINANCE REPORT AND BUDGET PAPER FOR 2009/2010

The Board received a report on the Financial Position of the organisation for ten months ending on 31 January 2009 and the forecast for the year. While the management accounts for the year ended 31 January 2009 reported a potential budget overspend of £1m the previous request for year-end flexibility together with slippage in spending across the ICT contract and estates programme were anticipated to be sufficient to cover this.

In considering the position over the remaining two months of the financial year there was likely to be further budget pressures that might increase the overspend to date to a level in the order of £1.7m which was consistent with the position previously reported to the Board. This position is broadly covered by the items previously referred to but was vulnerable to further increases in commitments as a result of the significant rise in new public law referrals and/or increases in backlogs and delays.

It was noted that Payment and Purchase Order performance had deteriorated slightly during the period under review following prolonged the loss of access to the system during the upgrade to the accounts and payments systems. 

It was also noted that continued close monitoring of the financial position in the New Year would be needed to identify emerging risks quickly.

The Board noted the financial position.
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	BUDGET STRATEGY 2009/2011

The Board considered a paper on the Budget Strategy for 2009/10. The report sets out the construction of the operational budgets using the organisation’s workload data. The level of funding in the latter part of 2009/10 is reduced in order to reflect the reduction in activity levels assumed in the unadjusted model.

The Strategy recommended the establishment of a contingency provision and a Service Development Budget. Funding for these was in part being met through a reduction in the KLPD budget. Investments in infrastructure were recommended in line with previous financial plans.

Board Members raised a note of caution in that it is important to set more realistic targets so that we are not set up for failure.

Under Section 8 of the Report - Improving Outcomes and Value for Money 2009/l1, Board Members raised the issue of how we can measure and evidence that we are providing  better value for money services and suggested that a single process and reporting method for this needs to be implemented. It was agreed that the Executive would take this away and bring back proposals to the Special Board meeting for discussion.  

The Board agreed the Budget Strategy for 2009/11.

Action 3 – Head of Finance to bring a value for money proposals report to the next Board meeting.



	10
	Performance Report 
The Corporate Director presented this paper to the Board to provide an update on the service position at the end of February 2009, advising that closed cases are now being used as the best way to capture real practice issues. The Corporate Director took the Board through the headlines in the paper 

· KPI 1 and KPI 2. Performance shows a decrease on last month’s figures due to the rise in numbers of care cases experienced since November which is putting pressure on resources, however, all three operational areas are continuing to meet the target and remain green.

· Rule 9.5 cases are up by 27.7% with the highest increase in the South

· The average filing times for Section 7 reports was noted as 58% teams on green and amber, 52% are filed at 16 weeks or over with a small number being filed at 20 weeks or over. This performance figure remains of significant concern.

· KPI 5A & B have both improved and are at 98.2% and 93.7% respectively  
· KPI 6. Satisfaction amongst younger children is at 86.5%, which represents an increase of 2% and similarly for the older age group (9-17), 86% are satisfied, which represents an increase of 2.5%. Satisfaction amongst adults has decreased by 1.3% 

· KPI 8. The year to date performance has improved slightly from 38.4% to 39.8% but this figure will rise as the increased amount of appraisal activity this month is logged onto Q4C       

Board Members discussed the Public Law figures noting the difference between the figures produced by Cafcass and those produced by the Ministry of Justice (MoJ) with the MoJ forecasting a 5 – 10% drop in applications over the year as a whole but with Cafcass predicting a rise of 1% over the year. It was noted that as both have a different method of counting cases, it is difficult to achieve a consensus. The fact that Cafcass figures are more reliably up to date was noted; bearing in mind that the MoJ will not receive confirmed figures until April.
The Chief Executive advised Board Members that an integrated intelligence model was being piloted which allows the MoJ to share our data – although there are some concerns about sharing raw data, which can be misinterpreted. 

Board Members raised the issue of how we measure what we are doing to tackle the overall position of backlog and delays. If the increase in care cases continues at the same level, this could cause severe difficulty by May and June and already is in some areas. It will also impact upon the children Cafcass serves. In terms of Public Law it was noted that the best indicator is whether we are allocating cases (KPI 1&2) within two days (65% target) and in Private Law filing times are one way of highlighting this but this is not ideal. It was noted that a new KPI was being developed for timely case allocation.  The Corporate Director offered to give more detail outside the meeting, if required.

The Board discussed the difficulty of separating our contribution from that of the court and it was noted that duty systems are being introduced actively manage backlogs and risk. 

Board Members raised the concern about the delay in carrying out appraisals and how this situation could be resolved. It was agreed that clarification was needed over how this work will be phased next year.



	11
	AN INDEPENDENT SAFEGUARDING ADVISORY GROUP FOR CAFCASS

The Chief Executive emphasised the importance of building in an extra level of assurance about the effectiveness of safeguarding in Cafcass, taking note of the current climate, and proposed that a Safeguarding Advisory Group be established to oversee safeguarding arrangements and services in Cafcass along the lines of the current Audit Committee but with an extra element of independence to be built in with the appointment of an independent Chair. It was noted that this new Advisory Group would help the organisation improve practice and assurance and improve accountability. The Board was asked to agree in principle to the establishment of this Advisory Group by September 2009 and for detailed work to be carried out by the Chief Executive and Jennifer Bernard (Board Member) with a further report on progress coming to the next Board meeting, including proposals for membership and Terms of Reference.  It was noted that the Advisory Group would be supported by the lead Board Member (Jennifer Bernard), the Corporate Director with overall responsibility for safeguarding service development (Jane Booth) and the Head of Safeguarding (Elizabeth Hall).

Various issues were raised and discussed by the Board including whether the Advisory Group would have a public profile. It was noted that this point will be covered in the report to the next Board meeting.

The Board endorsed the proposal to establish an independent Safeguarding Advisory Group. The representatives for the Young People’s Board voiced their approval and their wish to be involved. It was agreed that a progress report to include Terms of Reference and proposed membership would be submitted to the next Board meeting.

Action 4  - Safeguarding Advisory Group terms of reference and membership to be submitted at the June Board meeting.
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	THE USE OF AGENCY AND INTERIM STAFF 
The Corporate Director presented the report to the Board updating the Board on Temporary staffing expenditure incurred within the current financial year 2008/09 and outlining projections for planned expenditure on agency staff for the financial year 2009/10.

The Corporate Director advised that there had been a considerable increase in the use of agency staff since 2007/08, noting that £2M had been spent in 07/08 rising to £3M by the end of January 2009 and to £3.7M by the end of the year. The Corporate Director explained the reasons for the increase, notably due to covering existing posts during the restructure, tackling the backlog, covering sickness absence and acquiring specialist skills for National Office. 

It was noted that although there will always be need to employ agency staff, there is a need to reduce the use to the pre-restructure levels and to manage usage tightly by regular reporting to the Executive on trends/patterns, by the strict authorisation of posts against the Work Force Plan and by the use of modern apprenticeships and trainee FCAs. It was also noted that all SECs are now on the HR database so we can track our usage more carefully. 

It was noted that expenditure on agency staff will fall to 3.1M by end January 2010 as spending has now peaked, although hotspots will remain. It was also noted that the goal is to return to a permanent complement of staff, have stable teams and to look carefully at the budget profile for SECs.  

Board Members raised concern at the lack of detailed information in the Diversity section of the report, emphasising the need to know where the employment of agency staff has an impact on our Diversity Strategy. It was suggested that the heading of this section should be changed to reflect the need for more of a diversity analysis/risk analysis. Concern was raised that an update is needed on what progress is being made across the organisation in terms of support for Black staff. It was agreed that a health check would be carried out with report back to the Board on what progress has been made since the report written by Beverly Prevatt Goldstein.


	13
	THE INTERACTIVE PORTAL – MYCAFCASS PRESENTATION
The Head of Communications presented a live interactive session on the Young People’s Peer Mentoring Scheme, Hear 4U, as well as what the new Portal will look like. Board Members and the Young Peoples Board Representative congratulated the Head of Communications on this development and said they had not seen anything comparable to it.
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	any other business

The Chief Executive advised that 330 delegates attended this year’s Research Conference at the NEC. As the event was oversubscribed, 550 places will be made available next year.

The Chief Executive updated Board Members on the PRFD case where a practitioner is facing an unlikely committal to prison and where there is much interest from the press. The representative from the YPB emphasised the difficulties faced by children and young people in terms of safeguarding when the media have access to the courtroom.


	13
	date and time of next meeting

The next Board meeting will be on Friday 3rd April 2009 at 10.00am at Sanctuary Buildings, Great Smith Street, and London. SW1P 3BT.
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	Action 1 - The date for the additional April Board meeting to be circulated to Board members.

Action 2 - New terms of reference for the Audit and Risk Assurance Committee to be tabled for the June Board meeting

Action 3 - Head of Finance to bring a report on value for money work and programmes  to the next Board meeting.

Action 4 - The Safeguarding Advisory Group Terms of Reference and membership to be submitted at the June Board meeting.
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