Cafcass Performance Report 2008 – 2009

Year to date as at end of May 2008

[image: image2.jpg]Putting children first
in family courts





Children And Family Court Advisory and Support Service

Paper for the Board – 27 June 2008

Year to date Performance Report

Sherry Malik  - Corporate Director, Strategy & Performance 


Allison Woods – Head of MIS
[image: image3.png]



	Key Performance Indicators
	Target
	Performance
	Year to Date

	1. S31 allocations within 2 days
	65%
	
	75.6%

	2. Public workload allocated snapshot
	97%
	
	98.5%

	3. DR’s with full/partial agreement
	60%
	
	67.3%

	4. A&R report quality adequate or higher
	Update included

	5. Safeguarding screening checks completed
	Update included

	6. Service user satisfaction
	Update included

	7. Service user diversity
	95%
	
	76.2%

	8. Appraisals completed
	95%
	
	52.6%


	KPI 1 – 65% 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

	
	65%
	
	75.6%

	
	Analysis
Graph - Year to date performance has increased from last month’s figure of 73.2% to 75.6%, with all three operational areas meeting the target.  National performance is continuing to rise steadily. 

Best Performance – C4 and S4 (100%)

Service Area Hotspots – N3 (43.8%) This is due to long-term sickness and retirement.  Recruitment to the vacant posts is currently underway but will not be immediate.
Comparison – Performance last year at the end of May was 53.4%.         

Supporting Information - S31 allocations within 7 working days have increased from last month’s figure of 84.8% to 89.4%. Allocations of S31s within 28 days have also increased from last month’s figure of 97.2% to 97.9%.



	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 – 97% of the public law workload should be allocated at month end.
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	Target
	Performance
	Year to Date

	
	97%
	
	98.5%

	
	Analysis

Graph - Year to date performance has decreased slightly from last month’s figure of 98.9% to 98.5%, with all three operational areas meeting the target.  National performance is continuing to rise steadily, and April’s figure of 98.9% was the highest performing month since the inception of this KPI.
Best Performance – C4 (100%)

Service Area Hotspots – S5 (91.5%) This is due to an unprecedented number of staff vacancies and urgent action is being taken to address this.
Comparison - Performance last year at the end of May was 96.6%.         
Supporting Information - Nationally 32% of Section 31 cases were completed year to date within 40 weeks.
Backlog - As at end of May 08 = 158 cases

                 As at end of May 07 = 385 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.


	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%
	
	67.3%

	
	Analysis
Graph - Year to date performance has decreased from last month’s figure of 67.7% to 67.3%, with all three operational areas meeting the target. 
Best Performance – S2 (77.5%)

Service Area Hotspots – C1 (43.6%) Data is not robust due to incomplete or incorrect return of forms. The Head of Service is aware and is taking action to correct this. 

Comparison – Performance last year at the end of May was 60.5%.
Supporting Information – Year to date performance for Dispute Resolution meetings not referred for a section 7 report has increased from last month’s figure of 80.4% to 83%. This year’s target is 65% and a higher percentage of Dispute Resolutions not referred for a section 7 report may indicate overall success of the scheme.


	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 - In comparison to the same period last year, overall Public Law requests, including all types of proceedings are down by 20.8%. This is equivalent to a decrease of 388 cases. This in part explains the good performance on KPI 1 and 2.
Care Demand - In comparison to the same period last year, Public Law care requests are down by 28%. This is equivalent to a decrease of 297 cases. 
Supporting Information - 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 delay applications to court, and we may see big increases later on, repeating the pattern of when the Judicial Protocol was introduced. 
Adoption Demand - In comparison to the same period last year, Public Law adoption requests are down by 13.4%. This is equivalent to a decrease of 45 cases.



	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 Demand Comparison
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 received in the same period.
In comparison to the same period last year, C1 applications are down 4.4%, Dispute Resolution meetings are up 3.2% and requests for section 7 reports are down 6.3%. 
All C1s received by Cafcass are screened for risks for the child or other family members. Therefore, all C1s received 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 either go to a DR meeting, and if necessary, the court will order a section 7 report, or will be referred for a section 7 report without a DR meeting. 

Private Law allocated workload - Year to date performance has decreased slightly from last month’s figure of 62.8% to 62.6%. Note: private unallocated includes cases where dispute resolution has been completed but is awaiting an order.  This means that although we have done some initial work on the case, we have yet to allocate it for a further report.



	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 comparison to the same period last year, Dispute Resolution meetings are up by 3.2%. This is equivalent to an increase of 106 meetings.  The largest increases were in N8 (36%), C1 (54.2%) and S5 (29.8%).
DR Time - In comparison to the same period last year, time spent on Dispute Resolutions is up by 9.5%. This is equivalent to an increase of 1115 hours. The largest increases were in N6 (75.6%), C3 (161.1%) and S2 (79.3%).  S2’s increase was tempered by decreases in S1, S3 and S7, with S7 decreasing by 70.6%. 
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.

Section 7 Demand - In comparison to the same period last year, section 7 report requests are down by 6.3%. This is equivalent to a decrease of 217 reports.

	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 - In comparison to the same period last year, Rule 9.5 cases are up by 11.9%. This is equivalent to an increase of 24 orders. All operational areas are reporting an increase with Central area up 33.3% in comparison to the same period last year.  This is equivalent to an overall increase of 15 orders.  The largest increases in orders were in S3 and S5, with 8 each.
Family Assistance Orders - In comparison to the same period last year, FAOs are up by 48.1%. This is equivalent to an increase of 37 orders.  All operational areas are reporting an increase with Central area up 214.3% in comparison to the same period last year.  This is equivalent to an increase of 15 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 Section 7 Average Filing Times – 
15.1% of teams are meeting the standard filing time of less than 12 weeks.
23.3% of teams are on-target to meet the standard with 13–14 weeks.
17.8% of teams have filing times of 15–16 weeks.

43.8% of teams are filing more than 16 weeks.
The Private Law Filing times are now based on the average number of weeks taken to file a section 7 report. 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 – Analysis & Recommendations (A&R) report quality rated at adequate or higher

	This is a new KPI for 2008/09, set as a developmental objective.  During the course of the year we are improving our internal performance management mechanisms, building these around a standardised assessment of the quality of practice.  

The core of the future performance management system is a standardised toolkit that line managers and quality assurance specialist managers will use as the basis of their assessment of work done by all operational staff in routine supervision and in audits.  

The toolkit gives examples of outstanding, good, satisfactory and inadequate work across the service priority areas and the quality of Analysis & Recommendations forms a part of that assessment.  

This approach to supervision and appraisal is procedurally new and, along with the detailed content of the toolkit, is the subject of a consultation that will run until August 2008.  The toolkit will not be ready for use until we have processed feedback on the consultation, and ensured that it fits with the Ofsted toolkit for the inspection of our service, which is also under development at the present time.

Our ability to report confidently on the quality of Analysis & Recommendations is dependent on the readiness of the toolkit, and indeed the IT solution that will log its usage.  We anticipate that both will be in use in the autumn.  Subject to consultation, when operationally we will be able to use the data from the performance management system to report not only on the quality of Analysis and Recommendations, but also on Safeguarding, Child Engagement, Case Planning, Record Keeping, Listening to Feedback, Performance Management, Leadership, Resource Management, Partnerships, Customer Care and Financial Management.

For further information see the consultation, or contact outcomesproject@cafcass.gov.uk



	KPI 5 – Safeguarding screening checks completed

	The Safeguarding Framework brought in the requirement to screen and undertake risk identification in all cases and KPI 5 builds on that commitment.

The Case Management System has now been updated and requires basic safeguarding information to be recorded.  This has a range of benefits:

· Enables practitioners and Service Managers to identify those cases where requests have been made but police and Local Authorities have not yet responded.

· Enables practitioners and Service Managers to see which cases have risk factors identified.

· Enables a record of risk factors identified to be held against the case, but also against individuals if they ‘reappear’ on another case.

· Enables Cafcass nationally to identify trends, for example, percentage of private law cases where domestic violence was identified as a risk factor.

· Monitors performance against KPI 5.

Quarter 1 information is not available for KPI 5.  The decision was taken to not require local offices to establish manual recording and reporting, given that the Case Management System changes were imminent.

Quarter 2 information will be tentative, as the system has only just been implemented in June.

One immediate difficulty that the Case Management System change has highlighted is the difficulty of undertaking the screening checks when the information on the C1 application received from the Courts is incomplete.  This is being addressed via a number of avenues but will impact on our ability to meet the target of 100% for 2008/09.



	KPI 6 – 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 6

The implementation of HearNow, the mechanism for gathering data for KPI 6 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 6 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 at the Open Board meeting on the 12th October 2007. This submission should be treated as an update on the development project.


	KPI 7 – Diversity monitoring forms collected for service users on closed cases

	
	Target
	Performance
	Year to Date

	
	95%
	
	76.2%

	
	Analysis
Graph – Shows a regional breakdown of KPI 7 performance by operational area. Year to date performance has decreased slightly from last month’s figure of 76.7% to 76.2%.  Currently all operational areas are hotspots.
Best Performance – S4 (98.6%)
Service Area Hotspots – N1 (38.6%), N2 (62.6%), N3 (77.2%), N4 (79.2%), N5 75.2%), N6 (69.1%), N7 (77.5%), C1 (74.1%), C5 (74.3%), C6 (79.5%), S2 (57.4%), S3 (56.5%), S6 (83.5%).  Performance monitoring reports have been created to assist with improving performance.   Service Managers and Heads of Service are actively using these to monitor individual performance to increase diversity returns.
Supporting Information - Staff diversity monitoring is 99.6% as at the end of May


	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.


	KPI 8 – 95% appraisals completed for all staff within a 12-month rolling period.

	

	Target
	Performance
	Year to Date

	
	95%
	
	52.6%

	
	Analysis
Graph - Year to date performance has stayed the same compared to last month’s figure of 52.6%. 
Best Performance – Central (57.6%)
Operational Area Hotspots – All three operational areas are currently hotspots.
Supporting Information – As the new structure embeds and the Service manager vacancies are filled, it is expected that performance on this KPI will improve. There is a real push to see this as a key aspect of performance management and performance improvement, and this message is being strongly reiterated in all forums. 
Absences as at the end of May

Short-term staff sickness (target=2.5%) is at 2.6%. 

Long-term staff sickness (target=1.5%) is at 2.0%


	NB: This graph shows the performance as a year to date percentage. Performance will be reported to operational level until new structure is built into data systems.


	Finance Summary

	Data systems changes are being implemented so that financial and workload information can be reported down to service area level beginning with June 2008 information.  This change will allow all managers within the organisation to view their activity modelling through the Case Management System, which will result in more timely and accurate information.




Appendix 1

Cafcass Service Areas 2008 – 2009
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1	Aim & Purpose


To provide the Board with an update overview of the operational service position as at 31 May 2008.


To provide the Board with information on the new structure service areas – see Appendix 1 (page 15).





2	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





North Teams





N1: North & South of Tyne


N2: Durham & Tees Valley


N3: Blackburn, Cumbria, Lancaster/Blackpool & Preston


N4: Hull, South Humberside & York


N5: Batley, Bradford, Leeds & Wakefield


N6: Barnsley, Doncaster, Rotherham & Sheffield


N7: Bolton, Manchester, Rochdale & Stockport


N8: Cheshire, Liverpool, Southport & St Helens





Central Teams





C1: Derbyshire & Nottinghamshire


C2: Bedfordshire/Hertfordshire, Lincolnshire & Cambridgeshire


C3: Coventry, Leicestershire & Northamptonshire


C4: Shropshire, Staffordshire, Stoke & Worcestershire


C5: Birmingham & Black Country


C6: Chelmsford, Colchester, Norfolk & Suffolk





South Teams





S1: Avon, Gloucestershire, Somerset & Wiltshire


S2: Berkshire, Milton Keynes & Oxford


S3: Greater London


S4: East & West Kent


S5: East & West Sussex, Surrey & High Court Team


S6: Dorset, Isle of Wight, North Hampshire, Portsmouth & Southampton


S7: Cornwall, Exeter & Plymouth
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