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EXECUTIVE SUMMARY AND RECOMMENDATIONS 

The review took place between August 2007 and January 2008. The terms of reference tasked the review with the following:

‘to consider how accountability can be made more robust within Cafcass, and to recommend how a clearer framework of accountability can be introduced, acted upon and sustained in working practices. The review should identify any examples of confused accountability, or failures in the exercise of accountability within the organisation.’ 


The methodology was as follows:

· Questionnaire - for internal and external respondents 

· Paper exercise – analysing the responses, reaching some preliminary conclusions about the features of an ‘Accountability-OK Organisation’, and requesting information from Cafcass as evidence to help us evaluate these features. 

· Interviews – with a wide range of relevant individuals from within Cafcass and from external bodies.  

· Writing this report. 


The next stage is the most important:

· Reception of the report by Cafcass and implementation, where agreed, of our recommendations. 

The panel found that the understanding of accountability within Cafcass is complex and therefore confused. The panel recommends that Cafcass adopts a much simpler approach based on the following statement, which differentiates between accountability and responsibility.

“Staff are accountable to those people or bodies (Cafcass and GSCC
) who are authorised to hold them to account and who do so on a day-to-day basis. 

They are responsible for providing the highest possible quality of service to children, their families, and the family court system and the wider inter-agency system for safeguarding children”

The Panel identified ten features of an ‘Accountability-OK Organisation’, which are then used within the report as a structure for the analysis and recommendations. These features are culture: high quality work; governance; structure; objectives; contracts; supervision; management information; review of quality and performance; and development. 

In essence, the report suggests that an ‘Accountability-OK Organisation’ is one which:


· has a clear definition of accountability and responsibility, shared by most people across the organisation 

· is comfortable with the exercise of accountability 

and where:


· accountability is understood to be mutual, working both ways between the organisation and the workforce, and 

· accountability works within a culture of clarity, transparency, flexibility and mutual respect. 

The panel found that Cafcass is ‘on the way’ towards achieving each of the ten features but that there is progress still to be made in each. The report sets out fifteen recommendations, to support Cafcass in its journey towards being an ‘Accountability-OK Organisation’. These are as follows:

Recommendations of the Review

	1
	The Panel proposes that Cafcass adopts the following statement:

Staff are accountable to those people or bodies (Cafcass and GSCC) who are authorised to hold them to account and who do so on a day-to-day basis. 

They are responsible for providing the highest possible quality of service to children, their families, and the family court system and the wider inter-agency system for safeguarding children.



	2
	Cafcass takes the opportunity of this review report to:

a) discuss issues about accountability and a common culture within every team, openly seeking to foster the development of shared responsibility between practitioners and managers, linked to and in support of a child-centred commitment to individual cases.

b) turn the outcome of these discussions into a clear policy statement, which is built into induction and into models of supervision, and used as a shared topic for supervision or contract management.



	3
	The Chief Executive of Cafcass, the Chief Executive of the Courts Service and the President of the Family Division work together to agree a shared framework for accountability, which would address in particular those situations where immediate safeguarding concerns arise in relation to a children’s guardian and require an urgent response by the court.



	4
	In relation to s41 Children Act 1989 (named appointment of the children’s guardian), Cafcass holds discussion about the viability of changing primary legislation with the Department of Children, Schools and Families and then monitors progress around this issue within the legislative timescale suggested. Primary legislation should only be proceeded with if monitoring reveals that this matter continues to be used inappropriately as a justification by individuals for maintaining the ‘isolationist’ culture. 



	5
	In order to confirm the role of the Board and of senior management in agreeing strategic and operational policy, the Chair of the Board or the Chief Executive as appropriate should insert a simple introduction to each policy explaining the purpose of the document. This should be done retrospectively and for all new policies. 



	6
	Cafcass establish a standing ‘policy group’ of staff taken from all levels of the organisation, whose function is to

a) test all new operational policies at ‘final draft’ stage, in terms of their clarity, applicability and effectiveness. 

b) receive proposals, and comment upon them, in relation to the nature of the training and development requirements arising from implementation of each operational policy.



	7
	The Board should examine the organisation’s structure on an annual basis, testing the line of accountability through challenge to senior managers and evidence from a sample of staff, in order to ensure that the Laming standard continues to be met throughout the organisation.  



	8
	Cafcass reviews the arrangements for managing the contracts of practitioners who work as self-employed contractors The ratio of manager to self-employed contractor needs to permit safe and sensible management of the contract including oversight of the work



	9
	Cafcass reviews its planned provision of training for service managers, and then develop an action plan, to ensure that all managers are capable of

A) managing staff undertaking the full range of professional tasks delivered by the agency. 

B) managing staff working in a variety of employment patterns including office based, home based, bank or self-employed. 

C) senior managers equally have the capacity to manage managers across these professional areas and functions


	10
	Cafcass reviews the system for commissioning work from self-employed contractors, and for reviewing the quality of that work both during the life of the case and after it has finished. Once agreed, the system should be supported by a full training programme for managers and widespread information sharing with self-employed contractors. 



	11
	The current revision by Cafcass of the supervision policy should ensure that any new policy includes:

a) the parameters for the working relationship with self-employed contractors, to ensure that the same four functions from the model used for employed staff,  are addressed on behalf of the child and the court when the worker is self-employed, and 

b) specific arrangements for supporting the professional responsibility of the practitioner whilst ensuring that, in all cases, a high quality of service is maintained.


	12
	The Chief Executive should meet with the Chief Executive of the Court Service and the President of the Family Division to ensure that the Cafcass commitment to quality assurance and performance management, alongside the commitment to the practitioner’s individual professional responsibility, is understood, supported and properly communicated to the judiciary.



	13
	There should be an audit of supervision to identify how the policy position is being implemented in practice, in relation to oversight of safeguarding, risk assessment, and direct engagement with the child. 

  

	14
	Cafcass should review the system for management information, to ensure that it is part of a holistic approach to improving outcomes through performance management and quality assurance, and that it is relevant to practice whilst maintaining the commitment to a reduced bureaucratic burden.

As part of this work, Cafcass should review the system for quality assurance in the light of the issues raised by the Accountability Review, with particular reference to

a) the quality and relevance of the mechanisms available

b) the application of the mechanisms to work undertaken by self-employed contractors. 



	15
	As part of the wider review relating to self-employed contracts, Cafcass should review the system with a view to

a) extending training and development opportunities to self-employed contractors in a way which respects the ‘clear blue water’, and

b) clarifying the position for self-employed contractors, relating to events which are mandatory for employed staff.




The panel heard a great deal about the journey that Cafcass is making towards a culture of shared responsibility and accountability. Our hope is that, in years to come, people will look back and identify this review as a significant milestone along that journey.

District Judge Nik Goudie (Chair of the Panel)

Elizabeth Hall

Jane Held

February 2008

� General Social Care Council, established in 2001 to act as the regulatory body for the social care profession. 





