Cafcass Monthly Performance Report 2007 – 2008

Year to date as at end of December 2007
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	Key Performance Indicators
	Target
	Performance
	Year to Date

	1. S31 allocations within 2 days
	60%
	
	56.6%

	2. Public unallocated
	3%
	
	2.8%

	3. DR’s with full/partial agreement
	60%
	
	63.6%

	4. Service user satisfaction
	Update included

	5. Service user diversity
	95%
	
	85%

	6. Appraisals completed
	95%
	
	49.8%


	KPI 1 – 60% of allocations during the month for Section 31 cases (care and supervision) should be within 2 working days from receipt of request (receipt day counted as nought).
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	Target
	Performance
	Year to Date

	
	60%
	
	56.6%

	
	Analysis

Graph - Year to date performance has increased from 55.8% to 56.6% as at the end of December 07. Five out of ten regions are meeting the target.
To support this KPI, allocations of Section 31’s within 7 working days as at the end of December is 73.8%, up from 72.7%. Allocations within 28 days are 92.3%, up slightly from 91.9%.
Best Performance – East Midlands (95.8%)
Regional Hotspots – North East (19.8%), Greater London (27%) and Yorks & Humberside (47.4%).
At the 28-day stage, Greater London achieved 99.7%, and Yorks & Humberside 92.2%, showing capacity for improvement. However, North East made poor recovery at 48.1% and is currently underperforming in the allocation of Section 31 cases. This is in parts, due to resources being diverted to work on a new DR model and long term sickness of 6.6%
No Performance Changes For December
Comparison (April through December) - Last year’s performance was 56%.         


	NB: This graph shows the performance each month as a year to date percentage. Year to date percentages are used to build a picture of performance as the year progresses. This is also the most accurate picture given that the Case Management System allows for timely reporting of amendments.


	KPI 2 – No more than 3% of the public law workload should remain unallocated at month end.
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	Target
	Performance
	Year to Date

	
	3%
	
	2.8%

	
	Analysis

Graph - Year to date performance has increased slightly from 2.9% to 2.8% as at the end of December. Eight out of ten regions are meeting the target.

Best Performance – Eastern (1%)
Regional Hotspots - North East (10.7%)
No Performance Changes for December
Comparison - (April through December) – Last year’s performance was 2.9%.
Throughput - Nationally 34.9% of Section 31 cases were completed within 40 weeks. 
Backlog –As at end December 07 = 229 cases

                 As at end December 06 = 388 cases

	NB: This graph shows the performance each month as a year to date percentage. Year to date percentages are used to build a picture of performance as the year progresses. This is also the most accurate picture given that the Case Management System allows for timely reporting of amendments.


	Public Law Summary
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	Public Law demand - Migration of data to CMS has meant that comparisons with previous years instances are not entirely robust. A more detailed explanation is offered on page 14 of this report.
Overall total Public Law requests, when including all types of proceedings, are down 13.5% comparing the same period. This could be attributed to the fact that in the same period last year, Freeing Order applications were being counted as separate cases for purposes of demand. Since the rollout of the Case Management System, Freeing Orders are added as an additional application to an existing case and not counted separately.
On current figures, in comparing this year to date to the same period last year, nationally, Public Law care requests are down 8.9%. Past performance shows that there are seasonal variations in the numbers of Section 31 applications to court, which can be related to changes in local authority practice and or recruitment and retention issues in local authorities. The impact of the new Public Law Outline may also be delaying applications to court, and we may see big increases later on, repeating the pattern when the Judicial Protocol was introduced. 
Two regions are showing increases in care demand to date compared to the same period last year.  

Adoption requests are down 6.9% in the same period.



	NB: These graphs show the performance each month as a year to date percentage. Year to date percentages are used to build a picture of performance as the year progresses. This is also the most accurate picture given that the Case Management System allows for timely reporting of amendments.


	KPI 3 – Percentage of dispute resolutions (including extended dispute resolutions) resulting in full or partial agreement.
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	Target
	Performance
	Year to Date

	
	60%
	
	63.6%

	
	Analysis

Graph - Year to date performance has increased from 63.2% to 63.6% as at the end of December.

We are exploring the capability of the Case Management System to report against the sustainability of these agreements over a period of time. 
Best Performance – Eastern (74.2%)
Regional Hotspots – No regions are currently reported as hotspots. Seven regions are meeting the target and three are on target to meet the KPI.
No Performance Changes for December
Comparison (April through December) – Last year’s performance was 59.8%.


	NB: This graph shows the performance each month as a year to date percentage. Year to date percentages are used to build a picture of performance as the year progresses. This is also the most accurate picture given that the Case Management System allows for timely reporting of amendments.


	Private Law Summary
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Comparison: At the end of December for 07/08, Cafcass received 29,553 C1 applications in comparison to 18,018 section 7 reports in the same period last year.

	Private Law Demand

This graph displays all private law C1 applications received by Cafcass, mapped against the number of dispute resolution (DR) meetings, and requests for section 7 reports in the same period.
At the end of December, Cafcass received 29,553 C1 applications, attended 14,719 DR meetings and received 16,263 requests for section 7 reports.
All C1s received by Cafcass are screened for risks for the child or other family members. Therefore all C1s are entered onto the Case Management System to monitor the use of our resources on such activities.
Depending on the level of risks involved, some C1s result in no further work for Cafcass, or will be referred to social services. C1s involving further work for Cafcass will be either go to a DR meeting, and if necessary, the court will order a section 7 report, or are referred for a section 7 report without a DR meeting. 
PI3c: DR meetings resulting in an agreement that are subsequently referred for a section 7 report 

Year to date performance has decreased slightly from 25.8% to 26.1% as at the end of December. There is currently no target set for this PI, although a lower percentage of Dispute Resolutions referred may indicate an overall success of the scheme. The year-end result will form a baseline for future targets.
Five regions currently have less than 25% of their DR meetings referred for a section 7 report. North East is the highest performing region with 14.2%


	NB: These graphs show the performance each month as a year to date percentage. Year to date percentages are used to build a picture of performance as the year progresses. This is also the most accurate picture given that the Case Management System allows for timely reporting of amendments.


	Private Law Summary
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	Dispute Resolutions - In comparing this year to date to the same period last year, Dispute Resolution meetings are down 29%, with all regions showing a decrease.
DR Time - Time spent on Dispute Resolutions is up 8,640 hours compared to the same period last year.  This equates to a 19.8% increase with seven regions showing an increase.

Throughput - A new model of practice is being rolled out in all teams and this will initially have some impact on throughput and productivity. In the longer term however this needs to be seen in relation to demand for section 7 reports and a corresponding decrease may indicate success in our DR work. 
S7 Demand - We have received 16,263 requests for S7 Reports as at the end of December compared to 18,018 in the same period last year; a difference of 1,755 (9.7%).

	NB: These graphs show the performance each month as a year to date percentage. Year to date percentages are used to build a picture of performance as the year progresses. This is also the most accurate picture given that the Case Management System allows for timely reporting of amendments.


	Private Law Summary 
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	Rule 9.5s - Comparing this year to date to the previous year, Rule 9.5 cases are down 11% (109 cases) compared to last year, with four regions showing an increase. South West has had the biggest increase year to date with 19 cases. 
Backlog - Year to date performance has decreased slightly from 9.5% to 9.7% against a target of less than 4% unallocated workload less than 10 weeks to filing date. December’s backlog less than 10 weeks was 1,019 reports. Total unallocated backlog was 1,968 reports.
Family Assistance Orders - In comparing this year to date to the previous year, nationally FAOs are up 26% (73 orders) with six regions showing an increase, including Greater London with the biggest increase of 38 orders.

	NB: These graphs show the performance each month as a year to date percentage. Year to date percentages are used to build a picture of performance as the year progresses. This is also the most accurate picture given that the Case Management System allows for timely reporting of amendments.


	Private Law Summary
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	Private Law Court Filing Times – 

13.9% of teams are meeting the standard filing time of 10–12 weeks.

32% of teams are on target to meet the standard with 13–14 weeks.
25% of teams have filing times of 15–16 weeks

29.2% of teams are filing more than 16 weeks  (21 teams).
The Private Law Court Filing times are now based on the average number of weeks taken to file a section 7 report provided by relevant dates entered into the CMS. This replaces the assumed filing times that have been reported in previous reports and gives a clearer, more robust picture of performance.


	NB: These graphs show the performance each month as a year to date percentage. Year to date percentages are used to build a picture of performance as the year progresses. This is also the most accurate picture given that the Case Management System allows for timely reporting of amendments.


	KPI 4 – Service users giving feedback express overall satisfaction with the service they have received from Cafcass
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The mechanism for gathering service use feedback data now includes:

· Web-based feedback form (HearNow online)

· Standalone computer programme installed on practitioner laptops (HearNow offline) 

· CMS reports giving access to the results

· Monitoring to show usage of the feedback system

Progress on KPI 4

The implementation of HearNow, the mechanism for gathering data for KPI4 was delayed until 1st December to allow full piloting and consequent amendments.  The satisfaction figure for the KPI will be calculated from a representative sample of responses.  All service Managers are aware of what they need to do in order to gather feedback from the individuals in their portion of the sample.  All teams report that an initial approach has been made to those service users in the sample, and teams are being supported to follow up the responses over the coming months.

Making the data meaningful

KPI 4 asks for a benchmark of satisfaction with the service, however we do not wish to create an incentive to improve the reported “satisfaction” with our service at the expense of the other things we do.  Our satisfaction indicator should thus be a compound of the things that we think are important, rather than based on a single measure of service users’ overall perception of the Cafcass service.  Given that we have age-specific questionnaires, we will develop a separate perceptions indicator for children and for adults:

Indicators

Practitioner independence

Ability to communicate with Cafcass worker

Cafcass response to diversity issues

Accessibility

Perception of the report

Trust of Cafcass workers

Overall perception of Cafcass service
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Indicators

Awareness of Cafcass role

Ability to communicate with Cafcass worker

Cafcass worker knowing what I think 

Perception of the Cafcass intervention 

Overall perception of Cafcass service

The advantage of a compound indicator is that it includes perceptions of a range of things that the agency values, and some of which are more within our control than others.  

This approach will enable us to test the extent to which service users of different age groups reference their broader experience in reporting their overall satisfaction - experience from other public services predicts that there will be a weak correlation. We will also be able to analyse (across teams) what the drivers of satisfaction are.  i.e. if our aim were to improve satisfaction over time, such which areas of service we should target in order to do so?



	Cafcass officially launched ‘My Cafcass:HearNow’ as a new mechanism for gathering service user feedback for KPI4 at the Open Board meeting on the 12th October 2007.  This submission should be treated as an update on the development project, and an invitation to comment. Please feed back to Andrew Cockayne, (Project Manager – Cafcass Outcomes Project) andrew.cockayne@cafcass.gov.uk


	KPI 5 – 95% diversity monitoring forms returned for service users on closed cases which are allocated within the year 

	
	Target
	Performance
	Year to Date

	
	95%
	
	85%

	
	Analysis

Graph – Shows a regional breakdown of KPI 5 performance. Year to date performance has decreased slightly from 85.3% to 85% as at the end of December. Four regions are meeting or on target to meet this KPI.
Best Performance – South East (96.5%)
Regional Hotspots – North East (74.3%), Southern (76.9%), North West (79%), South West (80.2%), and Yorks & Humberside (82.4%).
Performance Changes –

Eastern moved from amber (91.3%) to green (96.1%)

West Midlands moved from amber (93.3%) to green (95.6%)
Greater London moved from amber (88%) to red (81.7%)
Staff diversity monitoring is 99.6% as at the end of December


	NB: Year to date percentages are used to build a picture of performance as the year progresses. This is also the most accurate picture given that the Case Management System allows for timely reporting of amendments.
Diversity:  A new KPI for diversity started in April stating that 95% of forms should be returned for parties and children on closed cases, which are allocated within the year. All regions have been concentrating on improving their returns, and many have action plans in place. 


	KPI 6 – 95% appraisals completed for all staff within a 12-month rolling period.

	

	Target
	Performance
	Year to Date

	
	95%
	
	49.8%

	
	Analysis

Graph - Year to date performance has decreased from 53.1% to 49.8% as at the end of December. No regions are currently meeting the target. It is vital that with a new 3 year Business Plan and the implementation of new National Standards, we are translating these into individual objectives in appraisals.  
Best Performance – East Midlands (67.6%)
All Regions are Currently Hotspots 
A short audit has been carried out across all teams to investigate the low rates of appraisals. In many teams, although these have been completed, they are awaiting being typed and have not yet been logged with HR. Additionally, the numbers of temporary service managers in place and the impact of restructuring has meant that this KPI has not performed well. An action plan is being implemented to improve the current underperformance of this KPI.  By the first week of February, each manager will have been sent an individual report detailing the members of staff overdue for an appraisal, with a request to provide a date that each appraisal will take place or reason that it will not meet the 07/08 KPI deadline. Where there are no managers in place, cover arrangements will be made as far as resources allow to improve the performance on this KPI. 
No Performance Changes for December
Long term staff sickness (target=1.5%) is at 1.9% Short term staff sickness (target=2.5%) is at 1.8%. 

	NB: This graph shows the performance as a year to date percentage. 


	Finance Summary

	

	Analysis

Overall, there is a strong correlation between resource use and activity with no real significant outliers.

Max –South West is using a smaller percentage of resources compared to their share of demand activity.
Min – Greater London is using a greater percentage of resources compared to their share of demand activity.


	NB:  Forecasts are produced quarterly and activity is calculated monthly based on a rolling 12-month period.

Finance: This graph compares each region’s use of resources compared to their demand activity.  
The percentage of spend is calculated by taking the regions quarter 1 forecast spend as a percentage of total regional forecast spend at quarter 1.  The percentage of demand activity is calculated by taking the regions total rolling 12-month demand activity (as at Sept 2007) as a percentage of total national demand activity (as at Sept 2007).  
It is expected that these two percentages should equal.

Further Analysis and information from Finance



	Impact of Case Management System (CMS) Migration on Cafcass Statistics

	Since April 1st 2007, all C1 applications that Cafcass receives have been entered on the Case Management System (CMS). Prior to this date, the majority of teams were using Excel spreadsheets to record Private Law cases, and Galpas or Regal Databases for Public Law. Prior to April 1st, all teams had their Public and Private (section 7 only) case data converted, in order for it to be accessed via the CMS.

Therefore, we are using the converted data in order to form our comparisons with this year’s manually input data. Teams were instructed to carry out a data cleansing operation using the various Data Validation reports available on the CMS for all converted cases dating back to April 1st 2006.

There are some key issues which are affecting the robustness of the data comparisons:

Public Law

· At the end of December for 07/08, Cafcass reported a 13.5% decline in demand for public law cases when compared to the same period in the previous year. Certain application types in public law that are now added as an additional application to an existing case, such as contact, placement and special guardianship, were entered as separate cases under the previous systems. 

· For example at the end of December in 06/07 there were a total of 2,005 contact, placement and special guardianship applications, with 967 being counted in statistics as the lead application for the case. In comparison at the end of December in 07/08, there were a total of 1,837 contact, placement and special guardianship applications, with 594 being counted in statistics as the lead application for the case. The majority are being added to an existing case and therefore not counted separately. 
· This equates to a total 373 extra cases that were differently counted in 06/07, and accounts for around a third of the 13.5% decline in demand.
Private Law

· The number of section 7 reports requested has illustrated the demand for private law in previous years. As Cafcass is focusing increasingly on Dispute Resolution schemes, with a primary objective of reducing the need for section 7 reports, demand comparisons cannot be made robustly in this way.

· At the end of December for 07/08, Cafcass reported a 19.8% increase in time spent on DRs and an 9.7% decline in demand for Section 7 reports, which indicates increased work in, and potential success of the DR schemes.

· The CMS holds a set of data validation reports specifically around DRs to ensure that the information that is entered for this year is of a high quality.
· At the end of December for 07/08, Cafcass received 29,553 C1 applications in comparison to 18,018 section 7 reports in the same period last year.



1	Aim & Purpose


To provide the Board with an update overview of the operational service position as at 31 December 2007.





Action For The Board


This report is for information and discussion only.





3	Recommendation


For the Board to note the report and key issues.





4	Key Strategic Issues For The Board To Consider issues.






























































Cafcass adult perceptions indicator





Cafcass child perceptions indicator
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