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CHILDREN AND FAMILY COURT ADVISORY AND SUPPORT SERVICE
Paper for the Board meeting on 05 December 2008

Revisions to the Complaints Process
1
AIM AND PURPOSE

1.1 To provide the Board with an overview of the revisions to the Cafcass Complaints process.

2
Background
2.1
Work has been going on for the past 12 months to put in place the structure and tools necessary to improve the quality and overall performance of the Cafcass complaints procedures.
2.2  
This work falls into 3 specific areas: 

· The development of the new complaints procedures.

· The development within the new structure of a dedicated Customer Services and Quality team with Complaints management and investigation as a core function. 

· Integrating the new complaints procedures, learning from complaints to the Q4C performance management system.


3 
The new complaints procedures
3.1 
The final draft of the new complaints procedures has now been submitted for CMT and now board approval, following external and internal consultation, and revision over the past 6 months.  The new procedures, have been designed to meet with the DCSF guidance and regulations to local authority children’s services, as far as is appropriate for Cafcass remit and duties. The new procedures are also designed to reflect and support the new structure now in place across Cafcass, as well as meeting  the stringent requirements of the new inspection regime. They are also simpler for staff and service users to follow, and increase the level of independence and scrutiny.

3.2  
Subject to formal sign off, the intention is now to launch the new procedures in January 2009, with CSQ managers providing the support and delivery plan to local offices across the country.

3.3  
Training in undertaking investigations in Complaints and disciplinary cases has now been undertaken by all of the new CSQ managers in preparation for this launch.

3.4  
The development of the “Welcome pack” will contribute to ensuring that consistent correct information about how to make a complaint is available to all service users from the outset of their case. 

3.5   
New leaflets are currently being produced nationally for children and adults in line with the introduction of new complaints procedures. First cut of leaflets has now been produced by designers, and is on Schedule for January

4
The development within the new structure of a dedicated Customer Services team including the monitoring of timescales and quality of responses.

4.1  
The overall work programme of the CSQ team was reported in the previous board report in September, setting the wider duties to gather information and represent the views of Service users across Cafcass. 

4.2  
The role of the CSQ team within the complaints procedures is key to improving the meeting of timescales, which have been poor, and the overall quality of responses.

4.3 
To support this we have now completely revised the organisational process of a complaint alongside the introduction of new procedures. This re-organisation is designed to ensure that all complaints are immediately recorded, tracked from day one. Key changes to achieving this have been or are being introduced in November and December:

· One specialist CSQ administrator in each business area. All complaints will be directed here in the first instance logged on the recording system and standardized good quality acknowledgement letters sent out by return. These responses will always provide details of which manager  will provide the next response, when that will be and how to contact them. The complaint will then be electronically transmitted by fax or scan to that manager within the working day of receipt.

· Electronic warnings are now working and show up quickly where complaints records indicate response times are approaching, or passed.
· CSQ national office have now since November introduced a weekly email reminder to all managers where the above record shows that the complaint is within 5 days of reaching its timescale, copied to the Head of Service. These reminders are repeated weekly until it has been recorded that the final response has been sent.

· Each CSQ manager has been assigned a specific case load of complaints cases which they oversee for process and quality, and for which they are accountable for addressing with managers within the service areas.

4.4  
Customer Service and Quality Managers will attend Head of Service area management teams on quarterly basis, to provide learning reports and statistical reports from complaints and service user feedback work, to a standardised format to include:

· Throughput of complaints

· Time scales for progression of complaints per team

· Trends as to issues complained about.

· Trends as to staff members complained about.

· Action learning points locally and nationally.

4.5  
All complaints letters will now be quality assured by CSQ managers.  New national guidance on good complaints management will be introduced to accompany the new procedures. To include new template letters for better quality responses.

4.6   
Closed complaints files to be quality assured against electronic records by CSQ manager at close of complaint.

5  
The integration of learning from complaints with the Q4C performance management system.  


5.1  
The introduction of the new complaints procedures provides for the new process of the “management review of a case”, where the complaint concerns issues of the quality of work undertaken in the case.

5.2  
In responding to such complaints managers will be using the Q4C performance system to assess the quality of the work undertaken to a standardised tool / format that is integrated within the overarching performance management system. In this way, any failings will clearly be linked to the overall performance of the practitioner or team concerned. Whilst good practice will be underwritten by the organisation at the earliest opportunity in the complaint process enabling clear and evidence based explanations to be given to the service user.

5.3   
As previously reported, the introduction of an electronic log for learning points from complaints, enables these to now be collated and reported on across the organisation and be fed directly in reports to teams, service areas, business areas and nationally. Collating these logs and disseminating the key learning issues forms part of the reporting structure described in 3.4 above.
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