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CHILDREN AND FAMILY COURT ADVISORY AND SUPPORT SERVICE

Paper for the Cafcass Board Meeting on 05 December 2008

Organisational Restructure Update

1.
AIM AND PURPOSE

1.1 This paper presents the Cafcass Board with a strategic review of the implementation of the Cafcass restructure, itself based upon the vision and strategy consulted on in the 2007 Organising for Quality strategy document (available on the Cafcass internet and intranet sites for reference).

1.2 In particular, this paper sets out how the new structure has been designed and implemented to maximise the focus within Cafcass on practice and performance improvements.

1.3 
The Board is asked to note the contents of this report and be aware of how the Cafcass workforce has changed, evidenced by data in the attached appendices.

1.4 
The Cafcass restructure is now complete. All efforts at present are focussed on ensuring the new structure is fully resourced and operational from 1 April 2009, and as the report makes clear, this objective is well on the way to being achieved.
2.
BACKGROUND AND CONTEXT FOR THE ORGANISING FOR QUALITY STRATEGIC REVIEW

2.1 In August 2007 Cafcass embarked on the Organising for Quality restructuring exercise to further develop practice models and to drive up practice standards.  This involved the implementation of a new Cafcass area-based structure from April 2008 (see the attached structure chart – Appendix 1) that reorganised the management of frontline practice service delivery and created new business support roles in order to free up operational Service Managers to focus solely on the quality assurance of all aspects of practice.

2.2
The key distinctions between the old and new Cafcass structures are as follow:

2.2.1
The organisation has changed from 10 former Regional Areas to 3 Operational Areas (North, Central and South) each led by an Operational Director.  The previous extensive management hierarchy has been dismantled and resources freed up have been reallocated to front line practice roles.  Each of the 3 Operational Areas is further split into 6-8 Service Areas each headed up by a Head of Service.

2.2.2
As a result, Heads of Service are now responsible for a smaller and more manageable number of local staff (circa 70-120, compared to an average of 200 in the former 10 regions). The impact of this change means that Heads of Service are already able to offer stronger and more intensive support and challenge on practice issues than was possible either in the first 7 years of Cafcass, or in any of our predecessor organisations.

2.2.3
Three Heads of Service for Quality Improvement (HOS QI) also report to the Operational Directors, and are supported by Specialist Service Managers – 21 in total, 1 linked to each operational Head of Service.  The post-holders have made an impact in co-ordinating and supporting the auditing and coaching input referred to above and also have a role in supporting targeted improvement work.  This is evidenced through the recent internal review of practice in the South East, which has improved the overall service delivery standard rating from ‘unsatisfactory’ to ‘satisfactory’ over a period of approximately 6 months. This has been achieved through an intensive programme of work overseen by an Improvement Board, and is one of a number of examples of improvement work underway across the country.

2.2.4
Additional investment has strengthened the role of the first line manager by reducing the management ratio to 1:10 from between 1:12 and 1:15 whole time equivalent staff – and even 1:20 in some teams, which was part of the historical legacy.  This is beginning to result in more robust support and challenge of practice standards and assessment of the impact of our work on children and families through more structured supervision, performance management and appraisal mechanisms.

2.2.5
Teams are now able to make use of enhanced practitioners (aka practice supervisors) to support the Service Manager with their practice improvement remit.  Together with the Specialist Service Manager roles, this has resulted in an overall increase in Service Manager roles from 131 in April 2007 to 167 in October 2008.  This significant additional management capacity has been established for the sole purpose of improving the quality of front line practice being delivered within local teams. Of the frontline Service Manager posts, 104 are now successfully confirmed in post and there are currently 28 vacancies, which are all out to advert.  Seven of these vacant SM posts are being covered by interim agency staff.  There are some regional variations in our plan to achieve the 1:10 ratio, and this has understandably impacted on the rate of progress and change achieved.  All efforts are being made to fill all outstanding vacant posts with high calibre candidates as soon as possible. 

2.2.6
Nationally, the operational management of self-employed contractors (SECs) and staff employed on the bank is in the process of transferring into specialist management.  A Flexible Workforce Advisory Service has been established, led by one of the London based Heads of Service with dedicated HR support, in order to provide consistent advice and support about the deployment of SECs, bank and agency staff to contract managers throughout England.  Cafcass has always made use of its core and flexible workforce to meet fluctuations in demand from courts.   The Flexible Workforce Advisory Service will promote a stronger framework for annual contract reviews and development plans.  Work is ongoing in relation to modernising the contractual arrangements for the self-employed element of the Cafcass workforce.  The work outputs and service-user impacts of the flexible workforce will be managed using the same quality assurance framework as work completed by all other core practitioner staff.  This is to promote a holistic and consistent organisation-wide approach to performance management and practice improvement.  

2.2.7
A new role of Office Manager has been created to free up Service Manager time from non-practice related tasks.  This includes a variety of essential business/administrative support functions that are required for the smooth operation of each local office.  Service Managers also previously held responsibility for property-related tasks, which again diluted their capacity to concentrate on core front line work and supporting and improving practice in their team.  In areas where the Office Manager is in post, the impact has been immediate: administrative systems have improved and are more consistent, there is a dedicated liaison point with the courts and overall customer service is being enhanced.  

2.2.8
31 Office Managers are already in post and a further 19 are due to start by 1 December 2008.  In most cases, existing vacancies have been covered by agency staff, who are providing business and administrative continuity during this transitional period. In some areas, offices have implemented creative local solutions and are collaborating to share one Office Manager whilst vacant posts are filled.  This leaves around 4 remaining Office Manager vacancies, which are all currently out to advert and Cafcass is optimistic that high quality appointments will be confirmed in the near future.

2.2.9
One of the previous Regional Business Managers has taken up a post heading up a Business Academy and the main focus of their work initially is on the induction and upskilling of Office Managers.  The strategic objective of the Business Academy is to professionally develop all Business Support and Administrative support staff who are vital in the provision of effective front line services. This initiative was launched in October 2008 at the first Office Manager Conference, which, in common with similar events for Service Managers, creates a shared sense of community and vision.  This is essential in a national organisation where colleagues are geographically dispersed. The event was attended by 53 Office Managers, including 20 who were still to take up post and provides the opportunity for colleagues to network with their peers and share good practice in business support and administrative solutions.

2.2.10
The Cafcass Human Resource (HR) service has restructured to align itself strategically with the new Cafcass operational structure.  New roles of HR Business Partners were established in direct response to requests from Heads of Service and Service Managers for higher level HR support in dealing with complex local performance issues and the strategic challenges faced by the organisation.  The new model provides 1 HR Business Partner for every 2 Heads of Service.  Out of a total of 12.5 HR Business Partner posts, 5.5 have been confirmed in post and a further 5 have been recruited who will start in December 2008 and January 2009.  The HR service aim to fill the remaining vacancies within the next 6 weeks, with the whole structure being fully operational from February 2009.  Transitional arrangements are in place to support all vacant posts.  

2.2.11
New functions, such as commissioning, have been strengthened with the introduction of 3 operational area-based Commissioning and Partnership Managers, and the appointment of 6 Customer Service & Quality Managers (with a further 3 in 2009), to enhance the service user engagement and complaints handling functions.

2.2.12 Corporate Heads of Professional Practice roles have been re-aligned to provide more concentrated and focused practice leadership.  Together they form a National Practice Support Team to:

· Ensure a more co-ordinated approach to practice developments,

· Ensure that policy changes and new initiatives are properly embedded in the work of local teams, and

· Work with operational colleagues to target support for practice improvement.

This team includes the Head of Safeguarding, the Head of Knowledge, Learning and Practice Development, a seconded civil servant from DCSF who is leading national element of private law practice improvement programmes), the Children’s Rights Director, the National Policy Manager and the staff group working on the Quality Assurance framework and the Outcomes Project.  The team has developed a new Assessment Model for private law, now being actively discussed with the senior judiciary.  The National Commissioning and Partnership Manager and the national Customer Services and Quality Manager join with this group on a periodic basis to ensure all national practice development programmes are properly co-ordinated.

2.2.13 Existing staff such as Corporate Directors and other specialist staff working at the national or corporate level also support local service areas in different ways, in a process we have defined as ‘additionality’. These national and corporate staff provide support to local front-line services, which is the core business of Cafcass. The attached slide, Appendix 2, illustrates how this has worked in relation to recent support for a particular service area. This model is now being put in place around the country to support local improvement plans.

2.3
The different elements of the Organising for Quality programme have been implemented concurrently to ensure continuity of the whole exercise.  The key issues arising from this exercise included:

2.3.1 The calibre of candidates in the wider external market has been variable and has resulted in delay in some recruitment processes where Cafcass could not be assured of the suitability of candidates for high profile management roles.  For example, it has taken 12 months to conclude the appointment process for new Operational Directors, and 9 months to secure the new Head of IT in their respective positions;

2.3.2 All Senior Management posts have now been filled with the Head of Finance, Head of IT, Client Services Manager, three Operational Directors and Area Business Manager (South) commencing their employment with Cafcass during the past 8 months.

2.3.3
Alignment of Cafcass salaries with wider external market salaries through the Strategic Pay Review has ensured we are now stronger and more competitive in the search for talent to fill vacant positions.

2.3.4
The importance of working closely with our trade unions to reach agreement on the introduction of new roles and changes to existing roles as part of the Cafcass Job Evaluation process cannot be under-estimated. 
3.   WHERE WE ARE NOW

3.1
A detailed breakdown of progress in relation to the key roles within each stage of the restructuring is attached in Appendix 3.  This provides a status check of the number of vacancies remaining, and whether key roles have been filled either internally or externally.  Timescales for completion of the internal and external processes are also provided.

3.2
A summary of the outcomes for existing staff affected within each stage of the restructuring is attached in Appendix 3.  This outlines where staff have either been successfully redeployed, have been placed on pay protection, have left the organisation voluntarily or have accepted VER and severance offers.  The ‘other’ category includes, for example, situations where Cafcass has entered into agreement to terminate employment on a mutually acceptable basis, having exhausted all reasonable options and means of retaining staff in employment.

3.3
A summary of all remaining vacant posts is  also provided in Appendix 3.  This provides a further breakdown of the current status of the vacancy position e.g. out to advert, shortlisting, interview stage or offer of employment being made.  The analysis also provides a summary for each Operational Area.  The current practice management ratios are also highlighted based on current staffing analysis.  A projection of how ratios will be impacted should all vacant posts be filled is also provided.

3.4
Three vacant Heads of Service posts have been advertised for Thames Valley, Kent and Manchester.  This should result in almost all operational and specialist Head of Service positions being filled across the whole organisation, which will bring much-needed stability in leadership roles in those service areas.  The improvement in pay as result of the Strategic Pay Review has increased the prospects of successful appointments to senior management roles.  However, it is unlikely that a successful appointment will be made to the Kent Head of Service role from this recruitment round as there has been a disappointing response.  This will be the fourth time that this position has been advertised, and reflects the extremely challenging and competitive recruitment environment in the South East.  There is a need to explore additional incentives to secure a suitable Head of Service for Kent given the ongoing difficulties filling this post.

3.5
The position regarding Service Manager vacancies is encouraging.  The latest recruitment round for Service Manager positions has yielded a positive response and 24 candidates have been taken forward to assessment centres.  This will hopefully result in most remaining operational Service Manager roles being filled, so that attention can turn to recruiting to the remaining specialist QI Service Manager posts.  The success of this current recruitment process will also directly impact on the current practice management ratios across different Operational Areas.

3.6
There are currently 54 vacant Family Court Advisor (FCA) roles across the organisation.  Currently 16 of these roles have been formally offered to successful candidates following selection exercises.  The remaining posts are either being advertised or being shortlisted for interviews.  This reflects the general position that Cafcass does not have a difficulty recruiting and retaining FCAs across the organisation.  However, there are some acute recruitment difficulties, for example in the South East.  The new SPR salaries are making Cafcass more competitive, and this is being supplemented by additional incentives such as ‘Golden Hellos’.  The impact of this has been significant.  In previous recruitment rounds for FCAs in the SE in the final quarter of 2007, no applications were taken forward for shortlisting.  In the first half of 2008, the previous FCA  ‘Golden Hello’ recruitment round resulted in 3 appointments being confirmed.  The most recent recruitment round resulted in 8 candidates being shortlisted and Cafcass anticipate that another 5 appointments will be confirmed.  Whilst there is still a significant FCA deficit compared to full establishment in some teams, there are positive signs that the strategic pay review and incentive schemes are having a positive effect.  Running concurrently with this, a longer term strategic approach to recruitment is being advanced across the South East, including use of internal secondments, extended use of FSWs, development of peripatetic FCA teams and entry level ‘trainee FCA’ roles within the organisation. 

3.7
There are 35 administrator vacancies being advertised across the organisation in November 2008.  This will ensure that we move towards full resourcing of the first critical line of administrative and business support in local offices. 

4.0
   FUTURE CAPACITY TO IMPROVE

4.1     The Organising for Quality restructuring programme builds supervisory and practice support capacity in order to improve front line service quality.  This was the main objective of the restructuring programme

4.2
The key to achieving this objective is creating a robust system of performance management and review.  Improvements in the management supervision ratios and engagement of specialist staff will improve the challenge and support provided to front line staff to improve practice across the organisation;

4.3
The development of the Quality for Children (Q4C) performance management system will improve the systematic recording of practice and performance assessments.

4.4
The Human Resources (HR) and Knowledge Learning and Practice Development  (KLPD) services are working jointly with internal stakeholders and external partners to increase the training and development of managers at all levels.

4.5 
Every Head of Service is now being required to complete a Self Evaluation Form (SEF) that provides an honest assessment of strengths and areas for development within each service area.  A strong focus is retained on core safeguarding obligations, and evidencing the actual impact of our interventions for children and families, with particular reference to the Every Child Matters agenda. 

4.6. The Customer Service and Quality (CSQ) function is being strengthened to improve overall capacity to deal with service user feedback and complaints.  Practice and service delivery issues are co-ordinated and fed back to Learning Action Panels so that key learning points can be derived as a continuous improvement tool;

4.7 
The appointment of the new Head of IT has coincided with moving towards a new IT contract with Fujitsu.  This will ensure that the IT infrastructure is developed to support practice improvement and efficient business operations across the whole of Cafcass.  There will also be major benefits and improvements to data security through Cafcass participation in the GSI (Government Secure Intranet) system.

4.8
All Senior Management posts have now been filled, with key Heads of Professional (IT, Finance) and Operational Directors all commencing employment in the past 8 months.  

5. 
RISKS
5.1    There are some significant risks which threaten successful implementation, and all have been carefully assessed.  For example, despite significant investment in salaries and the terms and conditions ‘offer’, Cafcass continues to experience difficulties in recruitment in some areas, particularly South East England, as has been described.  The use of ‘market supplements’ for specialist posts should help to mitigate impact.  The appointment of Tribal Resourcing as Cafcass’ Strategic Recruitment Provider will improve the overall branding and promotion of Cafcass as an ‘Employer of Choice’ to maximise prospects for successful recruitment in the marketplace, particularly through strengthening our e-recruitment provision

5.2
The climate of inspection and other audit regimes creates both risks and opportunities.  Recent negative Ofsted inspections have impacted on existing staff and prospective new employees and we are aware that at least 2 prospective FCAs turned down offers when they read the critical Ofsted reports already mentioned.  Cafcass is going through a major change in its operational culture that needs time to bed in and deliver better results. It is important that the organisation reacts calmly and honestly but with purpose to legitimate criticisms that have been made about some aspects of service delivery.  To tip over into overload and panic will be counter-productive.

5.3
Stability at senior management and leadership levels is crucial through this crucial transitional period for Cafcass, whilst the new structure is embedded. 

5.4 There are an increasing number of practitioners being supported through performance capability monitoring programmes.  This is necessary, but has risks in terms of the managerial time spent on individual cases, which can be significant, and the overall impact on morale, which is always mixed in this scenario.

5.5    The number of sickness absence cases is also known to increase when practice and/or performance is closely monitored.  Both these incidences can impair the ability of service managers to allocate and resource cases effectively which in turn can lead to backlogs developing.  Cafcass need to explore a range of creative ways to focus on the practice improvement required whilst maintaining continuity of support for children and families.  For example, in many cases it is reasonable to have a temporary period of workload relief as this can help to facilitate improved performance.  However, such a move requires additional resources and improvement work undertaken so far this year has brought with it renewed budget pressures.  

6 
CONCLUSION

6.1 The new structure is the first convincing operational culture in the history of Cafcass. 

-  It completes a transition from being a light touch to a properly managed organisation.  

            - Properly managed because the nature of the work demands it. We are recognising and balancing our multiple accountabilities better now, even though they remain ambiguous.

6.2 The transition from one structure to another continues to be complex as it has          involved a root and branch change to every area of operation, and the switch is         being made at the same time as practice models are being changed and major         improvement programmes are under way.  Attention on the impact of multiple         simultaneous changes needs to be continuous.

6.3 
The structure will now be left to bed in and develop, with only minor changes being made as the organisation continues to develop, so 2009-2011 is aimed at being a period of consolidation and stability, to be as calm a backdrop as possible for steady practice improvement.

6.4 
The impact of the structure on the organisation will be examined in the upcoming Effectiveness Review that the Chief Executive has commissioned, and which is being led by Lamorna Wooderson, Corporate Director. This will look at overall effectiveness, and the structure is a major element.

6.5 
The new structure is fully funded in the 2009-2011 Cafcass budget planning process.
Anthony Douglas

Chief Executive
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