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INTRODUCTION 

Undertaking a review of any organisation is a substantial task. To do so largely from 

within and at a time of exceptional growth is all the more daunting. That is essentially 

the challenge we set ourselves in embarking on this process in mid-1999 and it reflects 

our commitment to ensuring that the review would succeed in making a real difference to 

Barnardos’ capacity to respond ever more effectively to the needs of children and 

families. 

That was and remains the primary purpose of this review. It had its origins in the 

consultation process in late 1998 on the development of Barnardos’ Corporate Plan for 

1999-2002 during which a number of staff teams proposed setting a best practice goal for 

the development of our services. While this was gratifying it also elicited an 

understandable concern that, if not accompanied by a relevant strategy, it might be seen 

as nothing more than an empty aspiration. It also had echoes of our campaigning stance 

over several years in which we have consistently challenged Government to set the 

matching of world class provision for children over the next twenty years as Ireland’s 

vision for her children. This begged the question, if this is what Barnardos is demanding 

of the Government, what are we doing in relation to those actions over which Barnardos 

has authority? In other words, if we don’t think the Government should settle for second 

best, why should Barnardos? 

It is within this context that the decision was taken to review our work as an organisation. 

Traditionally, individuals and teams within Barnardos reviewed their work in different 

ways and at different times. This is the first time that a review of the work of virtually 

the whole organisation has been undertaken simultaneously. It has included not only our 

direct work with children and families but also the work of our support functions — 

Human Resources, Internal Communications, Administration, Technology and 

Management. 

One of the most challenging aspects of the Review is to identify best practice in a number 

of different areas. What is best practice in relation to the management of a growing 

voluntary organisation? What is best practice when it comes to working with troubled 

children, teenagers and their families? What is the best way to organise and support 

human resources within the organisation and how can we ensure that our administrative 

support is working at optimum level? Who defines ‘best practice’ anyway? 

Undoubtedly decisions about what constitutes best practice must ultimately be subjective. 

The most important views to take account of must be those of service users themselves. 

However since service users do not often have a range of service options available from 

which to choose they are not always best placed to offer comparative information. 

Therefore additional sources of information are necessary to identify best practice. These 

 



include the literature describing research findings and visits to other services here and 

abroad which represent good models of practice. | 

Working with children and families in difficulty can be challenging, satisfying and, at 

times, frustrating. For Barnardos the challenge lies in providing effective support to 
families who experience a wide range of difficulties. These may be drug or alcohol 

related; they may stem from developmental or mental health problems; loss of loved ones 

through death or breakdown in relationships; poverty and disadvantage. For such support 

to be effective it must be accessible and relevant. It must be appropriate in terms of the 

resources within each family, their local communities and other possible support 

networks. It must also make best use of Barnardos resources in order that these be 

deployed to work with as many families as possible. 

It can be enormously satisfying when we work with children and families to help them 

improve their situation or cope better with one which is unchanging. When change does 

not occur frustration is the downside of this involvement. Sometimes change does not 

occur for reasons beyond our control. Other times we simply do not have the sufficient 

skills or knowledge. Even with families with whom we work successfully, there is 

always the question of whether a different approach may have worked better. 

As with many other organisations, everyday operational pressures mean that we are 

simply too busy to reflect on our work, too busy to really take the time to become more 

informed and to think creatively about different ways of working, and too busy to share 

our own experiences of successful interventions. Yet, paradoxically, this review has been 

conducted at a time when Barnardos has been more busy than, arguably, ever before. 

However we recognised that there is never an ideal time and also felt that there was an 

urgency about both ensuring that we are as effective as possible in our services and that 

we could catch up as quickly as possible with the organisational demands of our growth 

over the past two years. 

We could have appointed external consultants to carry out the review but this would 

probably have taken longer and would certainly have been more expensive. More 

fundamentally, however, it would have put a barrier in the way of implementation for 

consultants would have had to convince us of the need for the actions they had 

recommended and it would have been more difficult to achieve ownership of them as a 

result. External consultants were only used, therefore, where there was a particular need 

for objectivity, for example in the audits of service users, both internal and external. 

The review, then, was mainly carried out by a total of thirteen sub-groups reporting to the 

Review Steering Group and involved more than seventy staff directly. Most staff 

however contributed to some degree and all had the opportunity to do so. As a result 

there is a high level of internal awareness of the review and while this should facilitate 

the implementation of its recommendations it also makes it essential for the credibility of 
the process that we move quickly to action them. 

 



There were, of course, disadvantages in undertaking the review in this way. Firstly the 

sheer volume of additional work at a time when all parts of the organisation were already 

heavily stretched — and secondly, perhaps, a perceived loss of objectivity. However on 

balance these were more than compensated for by the momentum that built up around the 

process and the ownership of the recommendations that resulted. 

Even a cursory scan through the summary reports and recommendations of the sub- 

groups will reveal the substantial breadth of the work done to date. A more detailed 

reading should also demonstrate the significance of the contribution the implementation 

of these recommendations will make in effectively transforming the capacity and 

effectiveness of Barnardos. This includes the important supports that the development of 

our internal functions will offer to the achievement of the highest standards of service 

delivery. 

Our mission demands that we continually seek to enhance the relevance and effectiveness 

of all of our work. We recognise that, if we are to be assured of the consistent quality of 

our interventions with children and families, there will need to be a balanced 

development not only of our child care services but of all organisational functions and 

services. The review has been valuable in identifying our current position relative to the 

best practice benchmark across all areas, and in establishing a substantial programme of 

work in order that the gaps can be narrowed. But the real test will be of our commitment 

and capacity to implement the necessary actions. 

It is important that this commitment be demonstrated in moving rapidly to the 

implementation stage and in ensuring that it is adequately resourced. The implementation 

of the recommendations in this report will require a substantial investment as identified 

but one which we are confident will return even greater dividends which will be 

longlasting in their impact on Barnardos’ capacity. It should also represent an influential 

contribution to the development not only of the child care sector in Ireland but, indeed, to 

the not-for-profit sector as a whole.



METHODOLOGY 

A national review steering group was established in order to progress the review. 

Membership for phase 1 of the review May 1999 — January 2000 was:- 

Madeleine Clarke (Chairperson May 1999 - November 1999), Owen Keenan 

(Chairperson November 1999 — April 2000), Deirdre Mortell, Norah Gibbons Grainne 

Burke, Mary Byrne, Elizabeth Keane, Maria O’Reilly (until January 2000), Fiona Lane 

and Brighid Sweeney. 

The areas of work identified to be reviewed were: 

Childcare Lead responsibility Norah Gibbons 

Gräinne Burke 

Maria O’Reilly 

Fiona Lane 

Human Resources “ Mary Byrne 

Administration & Finance “ Elizabeth Keane 

Management & Governance “ Owen Keenan 

Technology “ Elizabeth Keane 

Internal Communications “ Deirdre Mortell 

The following areas were not included in this review process:- 

e The Springboard Projects, which were in the process of being established and are 

part of a national evaluation by the Department of Health and Children. 

e The Policy and External Communications functions were not reviewed as they had 

only recently been established. 

e The Guardian ad Litem Service which was just being established on a national 

basis. 

e Fundraising and the Shops which had been reviewed in 1998 and were 

implementing strategies which had been approved by Barnardos’ Council. 

It is planned to review all of the services, resources permitting, when the next review of 

the work of the organisation is undertaken. 

 



e The work of volunteers within the organisation was not specifically reviewed as a 

separate working group on volunteers had previously been established. The report of 

this working group will be considered when it becomes available. 

The terms of reference for the Steering Group were to:- 

- plan and co-ordinate the Review. 

- oversee and monitor the Review ensuring that the overall purpose and objectives 

are fulfilled. 

- to encourage and facilitate the involvement of as many staff, volunteers and 

services users as possible. 

- promote/champion the Review. 

- communicate proposals and decisions relating to the Review. 

- ensure that it remain within budget. 

- consider the implications of the Review and make recommendations based on 

findings”. 
- ensure that the learning is disseminated in ways which are accessible to 

participants as appropriate. 

- ensure that the learning is documented. 

These terms of reference were agreed by all of the sub-groups. To assist with the work of 

the steering group and to ensure that maximum opportunities were provided for staff 

participation in the review the following sub-groups were established: 

- Early Years 

- Youth and Educational Disadvantage 

- Family Work 

- Travellers 

- Drugs 

- Adoption 

- Bereavement 

- National Children’s Resource Centre 

- Technology 

- Internal Communications 

- Human Resources 

- Administration 

- Management 

All staff including those in service areas not being reviewed were invited to join the sub- 

groups. Each sub-group elected a chairperson and agreed the following:- 

- terms of reference for the sub-group. 

- methods of work. 

- frequency and duration of meetings 

- co-option of new members where necessary



Each sub-group reported to the National Steering Group. Geographical spread, 

representation of various parts and levels within the organisation and support of line 

managers were the criteria used to finally decide on membership where any group was 

heavily over-subscribed. Over one third of all staff were involved in the work of the sub- 

groups. 

Work of the sub-groups 

Sub-groups employed a variety of methods of work including: 

e evaluation of some areas of work 

review of the literature - both national and international - to inform themselves of 

“best practice’ 

engagement of consultant/researcher to collate work of the group 

consultative seminars with other staff 

surveys of present work being undertaken in Barnardos 

workshops with experts in a chosen field 

attendance at national/international conferences 

The final report of each sub-group was informed by the above work and in addition by 

site-visits to identified centres of excellence or high quality in Ireland and Europe. 

Site Visits 

Guidelines for site visits were adopted by the National Steering Group and circulated to 

the chair of each sub-group. It was agreed that visits should be to:- 

e sites of excellence/high quality work comparable and relevant to work under review. 

e evaluated work where possible 

The following information was collected before each site visit:- 

e Name and address of site to be visited 

e Key personnel to be seen 

e Short description of project and work including setting, target groups worked with, 

theoretical basis underpinning work and/or work methods. 

e Funding sources 

e Whether evaluated and, if so, by whom and if published and available 

e purpose of visit 

Reports were compiled on each site — and include the above information together with 

key learning from each visit, impressions of work, relevance for Barnardos and 

 



observations of any changes that should be made to our work as a result of lessons 

learned on the visit. 

External Expertise 

To assist the work of the sub-groups in identifying “best practice’ a number of external 

‘experts’ were identified. This was particularly helpful in selecting appropriate literature 

and sites of excellence to be visited. Some sub-groups used external expertise to evaluate 

certain service(s) in their area. 

External Facilitators 

To independently and anonymously access the views of service users, both internal and 

external, three outside facilitators were identified and contracted to carry out this work. 

The following groups of service users were identified:- 

- children and families 

- internal service users 

- staff with management responsibility on the objectives in relation to the services 

for which they have responsibility 

Each sub-group prepared a brief for each external facilitator based on key questions and 

on the terms of reference for the review. A contract was then agreed with them by the 

National Review Steering Group. 

Draft reports from each of the three facilitators were circulated to all relevant staff groups 

and comments invited. 

Phase One 

Phase One of the review was completed in January 2000. By that time each sub-group 

had:- 

- completed and circulated an interim report 

- considered interim reports from other sub-groups 

- The National Steering Group had:- 

- led the planning and co-ordination of Phase I of review as described and decides 

on the allocation of the budget



- considered and commented on all interim reports 

- reviewed the process of the review to-date with the chairs of the sub-group 

Phase Two 

Phase Two of the Review January 2000 — April 2000. 

The membership of the National Steering Group was expanded to include the Chairs of 

each review sub-group. Membership for Phase Two was Owen Keenan (Chairperson), 

Deirdre Mortell, Norah Gibbons, Grainne Burke, Mary Byrne, Elizabeth Keane, Fiona 

Lane, Brigid Sweeney, Sean Redmond, Margaret Rogers, Helen McGree, Ros McCarthy, 

Heino Schonfeld. 

During the period January 2000 — April 2000 the final reports of each sub-group were 

prepared based on the work completed in Phase I, each interim report from the subgroups 
were considered by the National Steering Group, and the audits of both internal and 

external service users were completed. It was agreed that each final report would also 

identify up to three recommendations for immediate implementation, including a draft 

costing for each recommendation. 

The full reports from each of the subgroups will be critical to management in the 

implementation of the review. For the purposes of informing Council of the main 

findings, these reports have been distilled into brief summaries according to a 
standardised format including in the main, a brief description of the existing service 

where relevant; a description of the methodology adopted by the specific sub-group; the 

identification of key learning and issues identified through the process; and, finally, the 

main recommendations of the sub-group, identifying those actions which should be taken 

in the current year and those which will be ongoing. 
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1. INTRODUCTION - CHILD CARE 

The recommendations of each of the sub-groups which have been considering our 

development needs under specific service or target group headings follow in the next 

section of this report. However, in collating their individual reports it is clear that there 

are a number of consistent strands which, when combined, reflect the principles 

articulated in the Corporate Plan and establish a solid common basis on which to build a 

body of service for the future. 

2. INCLUSIVENESS 

Best practice requires that a strong ethos of inclusiveness is a fundamental element in the 
delivery of services. It is the view of some service users that attending a Barnardos 

service could be stigmatising within a community. Providing for inclusiveness can help 

lessen that feeling. Inclusiveness means that we will strive in each service to develop 
strategies and practices that will encourage participation by those at whom the service is 

aimed. Examples would include — 

providing a mix of universal as well as targeted services 

= consulting service users on strategies to reduce stigmatisation 

= the recognition of the value of diversity by displaying culturally appropriate 

materials, books etc in each service 

= the use of key words and images appropriate for a variety of ethnic groups 

= the staff group, where possible, would provide for gender balance and reflect the 

growing ethnic diversity in Ireland 

“ attention to the physical environment to allow for ease of access for users who have a 

physical disability 

= increasing compensatory provision in services where the needs of the users require 

this 

= anti bias training for all staff and volunteers 

11 

 



3. KEY WORKER 

The key worker provides a lead role for a child/family attending a service and has a 

special interest in their well-being. The introduction in some services and the 
development in others of a key worker system for each child/family/user is indicated. 

Where more than one family member attends a service(s) one member of staff will have a 

special responsibility to link all staff working with the family, to co-ordinate the delivery 

of services to the family in an integrated way and to act as a conduit between various 

family members and the services. The role of the key worker in each service will depend 

on the need of each user and on the context of the service. Their role could include some 

or all of the following: 

articulation of overall needs of child/family 

"= collation of assessment information outreach work 

"= overcoming any barriers to participation in services for children/families with special 

needs 

" responsibility for review of work for their child/family/user 

= outreach work 

" understanding and articulation of any cultural differences 

“ liasion with other professionals 

4. ENVIRONMENT 

Physical Environment 

Environmental factors have, as we know, a significant impact on children’s growth and 

development. It is arguable that too little attention has been paid by planners to the 

creation of a built environment which incorporates the perspective of children or is 

conducive to their development. Sadly, we see the evidence for this in many of the 

communities in which we work. 

This has also had an impact on our ability to provide appropriate physical environments 

for many of our services. A combination of extremely limited options in terms of 

available buildings within a community and financial constraints in terms of our capacity 

to supply suitable premises have led us to offer services in buildings with varying levels 

of suitability, few of which are ideal and a significant number of which are clearly 

unsuitable. 

12 

 



It will be difficult, costly, and it will take considerable time before we can be satisfied 

with the quality and appropriateness of the physical environment in which all of our 

services are offered. However it will not be possible for us to claim that we are operating 

to best practice standards until we have achieved substantial progress in this regard. And 

it is important that we establish a high standard of physical provision as a goal for all of 

our services. The Property Committee has already begun a review of the suitability of all 

of our premises and it will be asked to consider the implications of this report and to 

prepare a plan of action over the coming years to upgrade our provision. 

Internal Environment 

It is also important that even within the limits of existing premises we do everything 

necessary to make them, internally and externally, as welcoming and appropriate for 

children and families as possible. There is much that can be achieved in terms of colour, 

displays, height at which materials are kept, etc., while the use of rooms and space needs 

to be reviewed. Having said that we should acknowledge that we are not doing too badly 

and that staff generally have a high level of awareness about the importance of the 

environment for children. 

An example of good practice in this respect in the case of an early childhood centre would 

take account of the developmental stages that children go through from 0-5, with separate 

areas for under 2, between 2 and 3 and 3-5 with some flexibility for individual children. 

The physical space should be organised to ensure that children have room to move, 

sustain and develop their own interests and become independent, as well as space to work 

in small and large groups. Rooms should be laid out to reflect each area of learning. 

Materials would be easily accessible to children to encourage autonomy and labelled 

where possible with pictures and silhouettes to enable children to help with tidying up. 

Core materials, available in every area of the Centre, would include blockplay, home 

corner, paint/graphics, book areas, malleable, sand, water. Wherever possible, displays 

should be interactive and situated at child’s level. Displays should emphasise the 

children’s own work in a positive way. The provision indoors is reflected in the outside 

area, which should be freely accessible for most of the day. Children would be 

encouraged to be careful and respect their environment, for example by leaving things 

tidy when they have finished with them. 

External Environment 
The external environment offers children many opportunities to explore and learn about: 

(1) Living processes such as plants, animals 

(ii) Natural materials and their properties e.g. wood, water and sand 

(111) The local geography of the child’s community drawing attention to special 

features such as transport, libraries, recreational areas. 

The external environment also allows children to develop their gross motor skills 

especially where their internal environment may not be adequate to do so. 

13 

 



Outdoor play equipment should be of high quality with safety ground cover as 

appropriate. Both internal and external environments should be of high quality with 

health and safety in line with legislation as a paramount factor. On site visits the use of 

natural materials linking play materials with the natural environment was much in 

evidence. 

5. INVOLVEMENT OF PARENTS 

It will be a principle in each service that parental involvement will be positively 

encouraged. The key worker role is an important conduit for this involvement and 

informal mechanisms can also be extremely productive. The importance of family/carer 

links for children cannot be over emphasised and the long-term consequences where links 

are broken are not encouraging. Investment needs to be made in building parental 

capacity for involvement. Some proactive measures could include: 

- linking with the key worker at the start and end of the session/day 

- attendance of parents at all reviews to consider children’s progress and 

development 

- home visiting and outreach work 

- displays of family photographs in centre (with permission) 

- displaying information on policies and practices of the services in rooms used by 

parents 

- newsletters/bulletins 

Focus on Fathers 

The survey of service users’ views indicates that some fathers fear that they may be 

judged as ‘abusers’ in our services. This fear together with our commitment to best 

practice indicates the need for proactive measures to involve fathers in our services. 

Some services have developed men’s groups and have encouraged involvement by re- 

focussing work to encourage accessibility by fathers. As well as those measures there is a 

need to focus attention in each service on how to increase fathers’ involvement. 

Involvement appears to work best when staff attitudes are non-judgemental, accepting of 

where fathers are at and of the value of fathers to children, and there are some role models 

in the service for male involvement, e.g. staff, volunteers, programmes. In particular 

involvement around key learning areas for example literacy is indicated as a key criteria 

for best practice. 

14 

 



Information for Parents 

It is evident from the audit of service users conducted as part of this Review that while 

parents in the main have a good knowledge of the staff and services that they are 
engaging with directly, we are not currently providing them with sufficient information 

about the full range of services that might be available to them and that the level of 

information they receive about Barnardos generally is seriously inadequate. It is essential 

that this be addressed as a matter or urgency — parents have the right to this information, 

it is important in terms of their understanding of, and commitment to Barnardos as a 

whole, and it is neither difficult nor costly to put right. A process of ensuring that 

relevant information — including photographs, organisational information, structures, etc. 

— is provided and is easily accessible in each service will begin immediately. There is 

also a need to develop an information pack for families using our services. We will also 

examine the most effective ways to ensure that information is continually updated 

through, for example, newsletters for service users, etc. Information on specific topics of 

interest to parents is also important. 

6. COMPLAINTS PROCEDURES 

The review has highlighted the need for each service user to have information on how 

they can raise any concerns they may have with our services/projects. Users surveyed 

expressed confidence in staff or staff groups known to them but indicated they would also 

like to know more formally how issues of concern could be raised and how they would be 

dealt with. 

Each service will develop and communicate to all of its users a complaints procedure. 

Each complaints procedure will be appropriate to the user group and will be designed in 

format to aid accessibility and user-friendliness. A poster version might be usefully 

displayed in the entrance and/or the areas used by children/families in each service. 

Emphasis will be placed on the readiness and willingness of Barnardos to hear and 

discuss concerns, a commitment to a speedy response, and to resolve issues at service 

level, where possible, coupled with an identification of willingness of more senior staff to 

become involved as appropriate. Central to the acceptance of any complaints procedure 

by users, particularly those who are very reliant on our services, must be a demonstrated 

knowledge that raising an issue with Barnardos will not lead to any discriminatory action 

on our part. 

The learning from users of our services gained through hearing and resolving their 

concerns is a part of the information we need to keep our services moving towards ‘best 

practice’. 

15 

 



7. TRAINING AND DEVELOPMENT 

A recurring theme throughout the review has been the need to provide effective supports 
to enable frontline staff to deliver best quality standards in service provision which are 

continually informed by developing professional knowledge and expertise. Although 

Barnardos has had a consistent and positive approach to staff training and development 

over many years there is a need now to raise its focus and status if we are to have 

confidence that best practice standards are to be achieved and maintained across all areas. 

It is important in this respect that we ensure that staff have at least the basic professional 

qualifications necessary and that those who do not are actively encouraged and supported 

to undertake relevant training. Apart from basic training there is also a need to encourage 

and support staff to engage in ongoing training and development, to document their 

practice, make external presentations, and to provide regular internal training events. 

8. PRACTICE FORUM 

The review has highlighted the importance of establishing a practice forum for staff, 

practitioners and managers at all levels and across all relevant sectors to reflect, 

challenge, review and develop their knowledge and child care practice. Such a 

mechanism would also promote cross fertilisation of ideas and learning between 

Barnardos services and stimulate and maintain high standards of professional practice 

across the organisation. The policy function of the organisation needs to be integrated 

with this forum. The forum could enable both the dissemination of organisational policy, 

the formulation of new policy and encourage the documentation by staff of their practice. 

Further consideration needs to be given as to how the practice forum is developed and 

resourced. There could be an overarching forum with sub-groups addressing themes, 

issues or areas of work. The integration of the different themes e.g. family work, drugs 

misuse, early years, cultural diversity needs to be central to these considerations. There is 

also significant potential for workshops and seminars to develop. The practice forum 

allied to other actions will also serve to develop and create a learning culture within the 

organisation. 

9. FUNDING 

Barnardos is no stranger to concerns about funding and the ongoing viability of services. 

At the same time we have had advantages, not least the generous support of Barnardos 

UK, which other service providers do not have. This needs to be considered as we 

approach financial independence. Good quality services cannot flourish where there are 

serious funding concerns. If we are serious about attaining best quality provision for 

children it will be necessary to address fundamental issues, both for Barnardos and for the 

child care sector in Ireland as a whole. For Barnardos we will need, for example, to 

develop sufficient endowment or other funds to enable us to continue to provide and 

develop services with confidence in their financial sustainability. And since government 

bodies are a growing source of income there is a need to influence its funding 

16



arrangements to take account of the realities of best practice service delivery and of the 

timespans typically necessary to effect change. To our knowledge other countries 

provide long term funding on a three to seven year basis and there is no reason why such 

arrangements could not be put in place by the Government. It would have a significant 

impact on our capacity to plan and would offer assurance to both service users and staff. 

We will develop policy proposals to this effect in order to influence future funding 

arrangements. We will also continue to develop our capacity to raise voluntary funds and 

to access funding from major trusts and foundations in order to increase the financial 

security of our services. 

17 

 



REPORT OF EARLY YEARS SERVICES SUB GROUP 

INTRODUCTION 

Description of current Early Years Services 

Barnardos delivers a broad range of early years services for children aged 0-6 years which 

include créche, pre-school, parent and toddler, toy library and after-school services. 

Within these services a range of children and families are catered for who are 

experiencing different levels of disadvantage and marginalisation. Some services are 

particularly focused on those experiencing most distress but are delivered in the context 

of their family and community. 

Methodology 

The review of the early years services took place at a number of levels: 

1. Literature review of best practice in the area. 

2. Audit of existing early years services in Barnardos. 

3. Site visits to centres in Dublin, Northern Ireland and England 

> Workshop for Barnardos staff on Best Practice in Early Years. 

A Evaluation of a small representative sample of early years services in Barnardos. 
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KEY ISSUES/LEARNING 

» Creating an active learning environment is concerned with the curriculum, the 

physical environment and key areas of learning for children and the interaction 

between these elements. 

= Free movement of children both in the internal and external environments. 

"= Key worker/Family Worker System 

Each child and family is assigned a key worker. The key worker has a ‘special’ 

responsibility for the child and family. They link closely with parents in helping the 

child to settle into the centre; in understanding the child/parents needs; in 

understanding cultural needs; in bridging the worlds of home and centre. The children 

however are encouraged to develop relationships with other staff thereby encouraging 

continuity of relationship without exclusivity. 

= Inclusiveness of all Children and Families 

Creating an openness to difference is a key theme. Developing services so as to bring 

about maximum integration of children coming from a range of backgrounds, e.g. 

children who are homeless, children of different ethnic origins, is central. To increase 

the inclusiveness of all children and maximise responsiveness the staff/child ratios 

should be consistent in meeting children’s needs. Policies and strategies to de- 

stigmatise services are also important in promoting inclusiveness. 

= Involvement of Parents 

Best practice points to the importance of parental involvement and is key to children’s 

development and progress. Accessible information on services and specific topics of 

interest to parents also emerged as important. The role of fathers needs specific 

targeting and the sensitivity of men using Barnardos services to stigma. 

= Staff Training and Development 

Staff training and development is central to supporting and enhancing best practice in 

early years services. 

= Participation of Service Users 

The survey of service users showed their generally positive attitude towards having 

greater participation and recognised the value of their contribution to the organisation. 
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RECOMMENDATIONS 

An eclectic approach is desirable thereby utilising a variety of theoretical perspectives 

and approaches to the best advantage of children and families. It is also important to be 

mindful that these recommendations are made at a specific point in time and like any 

human activity, early years services are part of an organic and moving process and need 

also to reflect new developments for children in Ireland and internationally. 

Fundamentally the early years services need: 

= To be comprehensive in the learning, socialisation, care and support offered to 

children and families. 

x To be integrated and coherent both within the internal environment and with the 

external environment. 

= To be accessible to all children, i.e. children with disabilities, children from ethnic 

minority groups, children from homeless families. Separate systems of care for 

minority groups of children are not recommended. 

These recommendations are specific to early years services. 

Short-Term Recommendations — May to December 2000 

1. Photographs 

Photographs of staff, volunteers, students and other workers with their names and job 

titles to be displayed near entrance/reception area. 

2. Information Pack for parents, children, young people and others 

This pack should contain information relevant and of interest to the target audiences, 

e.g. 

Introduction to Barnardos 

Staffing at the centre 

Mission Statement 

Organisational structure 

Summary of each service available at the centre 

Complaints procedure 

Child care practices 

Child protection policy 

Health and safety at the centre 

How to make suggestions/give feedback 

3. Establish an Early Years Forum 

e This forum should be representative of early years staff throughout the 

organisation. 

e The forum should focus on the implementation of the review findings. 
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e The forum should link as appropriate to other practice fora in the organisation. 

e Training and development focussing on early years policy and practice could be 

organised and channelled through this forum. 

4. Children’s Work 

Folders with children’s work to be displayed where children and parents can enjoy 

them together. 

Longer Term Recommendations — Post December 2000 

1. Provide an active learning environment in all Barnardos Early Years Services. 

Provide key areas of learning for the children. For example:- 

- Personal and Social 

- Linguistic and literacy 

- Mathematics 
- Knowledge and understanding of the world 

- Physical 

- Creative and artistic 

e Organise the physical environment to take account of children’s developmental stages 

from 0-6 years. 

e Organise the physical environment to reflect the key learning areas. 

Organise the environment so that materials/resources are accessible and recognisable 

to the children. 

e Organise the environment including external environment so that children have free 

movement and so can direct and lead their own learning desires and goals. 

2. Staff Training and Development 

Barnardos to adopt a policy agreeing baseline accredited qualifications to work in early 

years Services. 

Where an individual does not possess that agreed base line qualification on entry into the 

organisation they must agree to undertake the recognised training in an agreed timeframe 

with support from the organisation. 

To enhance and support the development of early years services, training specific to early 

years care and education to be continued and developed further in line with training needs 

arising out of recommendations. 
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Costings: 
£ 

Photographs - £50 per centre/site 1,000 

Low cost information packs — 48 @ £200 each 9,600 

Children’s work — display folders 1,000 

Providing an active learning environment - £1,000 per site 8,000 

Training (annual) 2,000 

TOTAL 21,600 
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REPORT OF TRAVELLER REVIEW SUB GROUP 

INTRODUCTION 

Description of current services for Travellers 

Barnardos has worked with Traveller families in Finglas since 1982 and in 1997 entered 

into a partnership along with Finglas Partnership, St. Vincent de Paul and Finglas 

Traveller Support Group. The resultant TESO (Traveller Education Support Options) 

Project offers a range of services to the Traveller community, namely: Pre-school, Parent 

and Toddler, After-school, working closely with parents and other agencies. 

Ballyfermot — Barnardos has worked with Traveller children and families in Labre Park, 

Ballyfermot since 1986 and runs a pre-school in an on-site premises provided by Dublin 

Corporation. Funding for an After-school Programme has been agreed by “Young 

Peoples Services and Facilities Fund’. The Traveller Pre-school service in Finglas and 

Ballyfermot is grant-aided by Department of Education. 

The group set out the following Aim and Objectives for the review process. 

Aim 

To review the Traveller work and make recommendations for the future development and 

direction of this work. 

Objectives 

« Briefly outline present work with Travellers. 

= To identify and affirm best practice. 

"= Identify gaps and barriers to achieving best practice. 

= Make recommendations for the future development and direction of the work. 

Methodology 

The group identified the following set of tasks: 

1. Review existing services, exploring relevant issues, looking at the need for 

changes in the work — how those changes could come about. 

2. Review relevant literature, both national and international documents, and reports in 

relation to: 

- diversity in the broader context 

- specific Traveller reports 

- quality in Early Years Services 

- anti-racist legislation 

- anti-bias curricula 

- human rights legislation 

23 

 



= and other relevant literature. 

Two workshops were held with an external facilitator who is an expert in the field of 

early years work with Travellers. 

A survey was carried out in all Barnardos services to establish and assess the level of 

contact work engaging Travellers in their area. 

Centres of excellence were visited in England. 

Exchange of information sessions were held with Northern Ireland early years 

workers with Travellers. 
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KEY ISSUES/LEARNING 

Traveller participation is an essential element of best practice in our work. It is our 

observation and research shows that having Traveller role models available has a 

positive impact on the children, the wider community and the service delivery. It 

enables us to respond in a sensitive and culturally appropriate way to the needs of the 

community we are serving. 

All of our services operate on a self-referral basis, which helps to eliminate any fear 

of stigma for families using our services. 

Working in an on-site purpose built pre-school has advantages in terms of 

accessibility for children and parents and a focus for liaison with the community and 

other agencies: 

The following values were identified as being essential elements of good practice in many 

of the centres we visited: 

Ensuring access 

Promoting diversity, identity and choice 

Ensuring quality, relevance and flexibility 

Challenging discrimination 

Protecting from abuse and harassment 

Developing full potential 

Reducing structural inequality 

Guiding Principles 

The specific experience of Travellers indicates the need to focus on an intercultural 

response. Intercultural education responses include: 

respecting the identity of culture of minority ethnic groups such as Travellers 

celebrating cultural diversity 

challenging all forms of racism 

participation of Traveller interests in decision making”. 

Diversity and equality are highlighted also as key principles in quality targets for services 

for young people established by the European Commission Network on Childcare (1996.) 

In addition it is recognised that services should reflect and value each child’s family, 

home, language and culture. Employment procedures which emphasise the importance of 

recruiting employees who reflect the ethnic diversity of the local community is another 

key principle identified. 
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Gaps and Barriers Identified 

Gaps 
There is a need to build on our links with Traveller services locally. We need to 

consolidate and form real partnerships with all our work with Travellers and to be more 

positively accountable to each other. 

Due to changes that have and are taking place within the Traveller community such as 

women working or on training courses, child minding for relatives, people in part-time or 

full time work, other commitments, and limits to their time, it can be unrealistic 

to expect the same levels of parent or community involvement that we have had in the 

recent past. 

Staff in all of the projects identified childcare as an important issue for women in 

accessing training and employment. The need for informal/formal parent support groups 

was identified and the lack of services for the 0-3 age group and their parents was a 

significant gap. 

Trained Traveller workers are not available for many jobs in the services, e.g. managers, 

project workers, etc.. 

Recent research indicates that Travellers advocate the mainstreaming of education and 

other services and facilities. There is a need for an integrated service type model. We 

need to explore areas where this might be possible for example, new pre-school buildings 

being located where they could be of benefit to Traveller and settled communities, after 

school projects being linked to and supported by local schools, youth and education 

group exchanges etc. 

Barriers 
e The uncertainty of funding is a major barrier for the development of the work 

e Traveller work by its nature is site based and is targeted at a minority marginalised 

group who experience discrimination, this can lead to a sense of isolation and 

exclusion by all members of staff, both Traveller and settled from the main stream 

Barnardos workand organisation. At times conflicts arise within the community and 

this can impact on the delivery of the service. Further exploration is needed to 

develop appropriate strategies to minimise this. 
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RECOMMENDATIONS 

May to December 2000 

Policy 

Develop an anti-racist policy for the whole organisation. 

Funding 

There is a need to address the funding issue. The Department of Education and Science is 

the Department with key responsibility for funding pre-school services for Travellers. In 

addition two other Government departments have responsibilities in this area — the 

Department of Health and Children and the Department of Social, Community and 

Family Affairs. 

The process of establishing a more secure funding base for the service should be 

commenced with each of the relevant departments. 

Training 

In-service training in anti-racist and inter-cultural approaches should be provided for all 

employees and volunteers and others involved in the provision of services both directly 

and indirectly. 

Costing: Training costs for all staff x 2 days. This would need to be explored 

further and the delivery of such training on a regional basis should also be examined. 

Estimated cost: £10,000 

Future Developments 

Evaluation/Research should be carried out in relation to Barnardos role in working in the 

field of diversity. This would include existing services for Travellers and access of 

minorities to all Barnardo services. Cost: Estimated £4,000. 

Post December 2000 

Training 

1. There is a growing recognition of the need in Ireland to embrace difference. It is well 

understood that very young children are aware of difference and can develop 

prejudices very early in life. It is therefore essential that people working with very 

young children have at their disposal a curriculum, which enables all children to 

develop positive attitudes to difference of race, culture, language, sexual orientation, 

disability and gender. Staff working in Early Years Services should have training in 

the anti-bias approach. 

2. There should be ongoing training in the above areas. 
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Practice 

1. Ensure quality practice in all services for children and families, incorporating Quality 

Targets in Services for Young Children, European Commission Network on 

Childcare, January 1996. 

2. Ongoing consultation with parents and Traveller groups. 

3. Barnardos will support the development of opportunities for Travellers to access 

training opportunities with a view to building capacity to participate at all levels of 

society and to develop positive role models within their own, and the wider, 

community. 
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REPORT OF FAMILY WORK SUB GROUP 

INTRODUCTION 

Brief description of current work 

There is a diverse range of family support services currently being provided to children, 

young people and families by Barnardos, reflecting varying levels of need. Such services 

include créches, pre-schools, parent & toddler groups, after-school projects, special youth 

initiatives for “at risk” young people, parenting support programmes, counselling & 

therapeutic focused work with children and families. These services may or may not 

have a formal referral process; be intensive in nature; involve an outreach component or 

be termed “family work”. 

Services are provided by staff from a range of professional backgrounds who demonstrate 

a high level of experience, skills and knowledge in relation to their work. Additional 

support is provided by Community Employment scheme workers and volunteers, to 

varying degrees. | 

The diverse nature of provision reflects the essence of a family support service approach, 

which offers a mosaic of possibilities in terms of service design and models of 

intervention in response to identified needs. 

Methodology 

To identify ‘best practice’ in family work the sub-group undertook:- 

- consultation with ‘experts’ in the field 

- an overview ofthe relevant literature 

- an audit of the nature and extent of family work currently practised within the 

organisation 

- 5 site visits 

- a workshop for Barnardos staff facilitated by an academic who is considered as a 

key contributor to the literature in this area 

- attendance at a two day introductory training course which focussed on the 

‘strengths perspective’ | 
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KEY ISSUES/LEARNING 

e There is a lack of a coherent theoretical framework and a lack of a clear organisational 

policy for family work. 

e Practice Standards 
- The importance of clear organisational structures and practice-based 

standards underpinning this work was also highlighted, particularly in the 

context of its growing complexity. 

- While acknowledging the diverse nature of the work, the need for greater 

uniformity across the organisation in a number of areas was identified, 1.e.: 

the parameters of family work need to be identified. The need for clear 

assessment, referral and gate-keeping mechanisms and case management 

protocols are advocated 

e Greater clarity is needed in relation to the nature and level of skills, training, 

supervision and experience required by staff to undertake different levels of this work, 

in particular, work with “at risk” and vulnerable families. 

e Recording and filing systems need to be standardised. 

e The importance of developing criteria and mechanisms by which to undertake this 

work was emphasised. 

e Practice Forum 

The importance of establishing mechanisms for staff to reflect, challenge, review and 
develop their knowledge and practice was highlighted. 

e Facilities and Resources 

The importance of having adequate space, facilities and funding was highlighted. A 

pro-active approach to funding was emphasised with independent evaluation being 

built in to any proposals developed. The importance of investing in existing work so 

as to augment the preventative focus was stressed given that demand means it 1s now 

frequently crisis driven. 

e Involvement of Service Users 

The extent to which parents and children are consulted and involved in decision- 

making and planning in relation to this work is varied. The involvement of children 

and young people in this area was identified as needing particular attention. 
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RECOMMENDATIONS 

1. To ensure the development and maintenance of high standards of professional 

practice it is recommended that ‘core competencies’ be identified and transmitted 
through staff training and development. 

Examples of core competencies 

Models of prevention 

Levels of prevention 

Strengths Perspective 

Social Network Mapping 

Family Systems Theory 

2. Organisation-wide practice definitions of the concept of family work and family 

support are to be developed which are underpinned by organisational policy and 

practice; a sound theoretical framework to be adopted; and a commitment to 

ongoing review and evaluation. 

3. The establishment of a ‘practice forum’ comprised of practitioners and managers 

across the organisation is recommended. 

4. The dissemination of two key Barnardos documents on family support and a 

recent literature overview is also proposed. 

5. In common with other sub-groups recommendations on the need for the 

involvement of service users are made. 

31 

 



REPORT OF YOUTH AND EDUCATIONAL DISADVANTAGE SUB 

GROUP 

INTRODUCTION 

Description of Services 

The review covered work being carried out in relation to youth and educational 

disadvantage in seven Barnardos’ projects: 

Barnardos Family Support Services, Mulhuddart 

Barnardos Family Support Project, Jobstown 

TESO (Traveller’s Education and Support Options Project), Castleknock 

Barnardos Family Support Centre, Loughlinstown 

Barnardos Family Support Services, Moyross 

Barnardos Family Centre, Edenderry 

Barnardos Family Support Project, Tallaght 

Each programme has specific target groups and objectives related to locally identified 

need. Briefly, these can be summarised as children and young people 

- who are “at risk” and often referred by health board staff 

- who are identified as potential early school leavers 

- who have behavioural or emotional difficulties 

- who are engaged in unsafe and/or anti-social activities and who lack adequate 

supervision or support 

The work is characterised by being community based, generally run in small groups or 

individually, and emphasising family involvement as a key element. It is delivered by a 

number of staff with varying job titles, qualifications and experience. 

Methodology 
The group met initially in July, although attendance was limited because of the time of 

year. It reconvened in September and to date has met eight times. During the initial 

meetings the Group defined the parameters of what it hoped to achieve as a result of the 

review process. It was agreed that the areas to be considered were all services to children 

aged between 6 and 18 years and their families. This included both group and individual 

work programmes 

The tasks identified by the group are: 

e To collate information on current practice across the organisation 

e To identify “best practice” by establishing an agreed set of criteria 
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e To identify the gaps and, where possible, steps required to attain “best practice” 

standards 

The group agreed a three-strand strategy in order to carry out these tasks: 

1. To facilitate a consultative workshop among staff working in the area of youth 

and educational disadvantage 

2. To engage a consultant/researcher to collate information on current practice, 

including the views of the service users and to extract criteria/standards for best 

practice 

3. To organise site visits to a number of comparable projects or services where it has 

been established, through evaluation and experience, that best practice has been 

achieved. 

Strand I — Consultative workshop with staff 

The consultative workshop was held on 28 September 1999 in Christchurch Square. The 

purpose of the workshop was to facilitate practitioners to identify strengths and 

challenges in their current work practice and to give their views of how deficits, which 

inhibit best practice, can be overcome. It comprised information sharing, group 

discussion, small group exercise and a feedback session. It was well attended and 

provided very valuable feedback. Issues identified in the workshop included staffing 
levels, training, practice standards and funding. 

Strand II — Review of practice by external consultant 

An external consultant/researcher was commissioned whose brief was to collate 

information on our current practice in the seven identified projects and to prepare a 

report, including recommendations, based on the information gathered. The aspect of 

accessing service users views (both children and parents) which was seen as a key 

element by the group, was removed from the brief as this task was later undertaken across 

the organisation as a whole. A draft report was presented to the sub group on 10 

November 1999 for consideration and comment by themselves and relevant staff in each 

centre. 

Feedback received was very positive and the final report was submitted on 10 December 

1999 and has been circulated. 

Strand III - Site visits to relevant and/or comparable work in other organisations 

A total of 5 site visits were undertaken to services in Belfast and the UK. The extent of 

visits undertaken were limited both by staff availability and the review timescale, as 

initially set. 
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KEY ISSUES/LEARNING 

The following is a brief outline of the learning drawn from all three strands of the review 

process. 

e The work undertaken with this target group is extensive, diverse and often focused on 

the most marginalised young people within the communities where it is based. 

+. Barnardos has built up considerable expertise in the management of interagency work 

at local level and has developed useful models of interagency collaboration. 

e The participation of parents of the young people who use the services is afforded high 

priority and ways have been found to involve parents which are meaningful and 

inclusive. 

e The diversity of both the work and the training backgrounds of the staff undertaking it 

requires that a clear set of principles and practice guidelines are needed in order to 

ensure clarity of purpose and consistency of practice. 

+ There is a need for systematic and effective communication systems through which 

the needs and opinions of young people, as expressed to staff in community-based 

services, are heard throughout the organisation and in particular by those who work in 

the area of influencing policy. 

+ The knowledge and experience which Barnardos has built up over the years in 

relation to why young people are experiencing difficulty in completing or 

participating fully in the formal education system could make a significant 

contribution to research and knowledge in this area. This is a further endorsement of 

the need to engage in rigorous and planned evaluation of the work and its outcomes. 
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RECOMMENDATIONS 

May to December 2000 

1. That the issues raised by the review be addressed, possibly by means of an 

ongoing working party which would examine the issues in detail and identify 

solutions 

That practice guidelines in relation to staffing levels, ratios, and safety be drawn 

up as a matter of urgency. 

That a process for addressing staffing issues relating to qualifications, training 

needs and grading anomalies, etc. be established in consultation with the Human 

Resources Manager. 

That a child-centred ethos should inform the process for accessing and 

disseminating the views of parents, children and young people as service users. 

This might involve the research and design of a child-centred consultation process 

which could be incorporated into practice as an integral element of service 

delivery alongside a child-centred complaints procedure to be activated in all 

centres. 

Post December 2000 

The working party will identify solutions to the issues raised in the consultant’s report 

and in both the service users, management and other reviews and draw up a timed and 

costed strategic plan for their implementation. 

It is also recommended that particular consideration be given to the following: 

1. That the experience and learning which Barnardos has gained in the management 

of inter-agency collaboration and co-operation be documented and made available 

to a wider audience. 

That the methods, which have been successfully developed within Barnardos, of 

working with young people who experience disadvantage, are recognised and 

documented fully. 

That consideration is given to the possibility of developing specialist knowledge 

within the organisation regarding work with certain groups of young people who 

experience severe marginalisation within our society, such as young homeless 

people, young drug users and teenage parents. 
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Estimated Costings: £ 

May to December 2000 (staff salary and expenses) 4,000 

(meeting time, travel, subsistence) 3,000 

January to June 2001 “ 3,000 

Total 10,000 
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REPORT OF DRUGS MISUSE SUB GROUP 

INTRODUCTION 

Brief description of the current work 

Barnardos has a long history of providing family support services, particularly in Dublin. 

Through the family support work Barnardos has come into contact with many families 

and children who have been impacted by drugs misuse. With the establishment of the 

National Drugs Strategy team and Local Drugs Task Forces in 1997 opportunities arose 

in Tallaght and Dun Laoghaire to seek funding whereby more focused attention could be 

given to this serious issue. In both areas Barnardos successfully attracted resources to 

provide supports to parents, carers and children affected by drugs misuse. These projects 

have brought Barnardos into new alliances and relationships in the drugs misuse sectors 

where we are forging new ground with the centrality of family support where drugs 

misuse is a key issue. The projects have now established formal interagency mechanisms 

to assist information flow and increase debate. The projects in Tallaght and Dun 

Laoghaire have just been evaluated as part of a national evaluation with a view to 

mainstreaming these projects. New partnership proposals are being developed in both 

areas which will allow this work to develop in a more strategic and integrated way. 

Special regard does need to be given to destigmatising this work. Barnardos is well 

regarded by the Local Drugs Task Forces in both areas. The initial feedback from the 

evaluation is very positive and affirming regarding the importance of family support and 

the contribution that the organisation can make in this regard. 

Methodology 

The group met on 21* July 1999 and on seven subsequent occasions. At the outset it was 

decided to focus on illicit drugs misuse rather than working to a much wider definition 

(such as including alcohol, prescribed drugs and tobacco). 

It was acknowledged that drugs misuse was widespread in Dublin and in a number of 

other cities and towns in Ireland and that in some situations it had a significant impact 

upon the quality of family life 

It was acknowledged that whilst Barnardos was working with such families, lead 

responsibility for developing relevant policy and practice has not been assigned within 

the agency. 

The review took the form of a series of focused discussions regarding drugs misuse 

within Ireland and Barnardos experience of working within this context. 

In addition a literature review (national and international) was undertaken of current 

research and practice within the field and a number of site visits, including three outside 

Ireland (London, Rotterdam and Utrecht) were made. 
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KEY ISSUES/LEARNING 

Our key finding is that existing drug treatment services are essentially client-based 

models which do not consider either the potential within families to support a treatment 

regime or reciprocally how family responsibilities can militate against completion of a 

programme if there is no meaningful support. 

In addition it seems clear that the area of drugs misuse seems dominated by the medical 

model. Little credence is given to the potential value of family support or its strategic 

significance, as noted earlier. One consequence of this is that family support is seen to 

have an ancillary rather than integral role. 

Barnardos frontline staff on the ground report feeling excluded from discussions about 

how to more effectively harness the energies of the key agencies involved with such 

families and from information loops regarding support and treatment regimes for parents 

or children. Staff reported that stronger and clearer strategic or partnership frameworks 

with lead agencies are required to assist effective service delivery. 

In order to succeed in this area it was felt that it may be important to pilot a piece of work 

where these key areas are negotiated at service level in advance. 

It was felt that more attention needed to be paid to theories such as “systems theory’ in the 

development of services for families where there is drug misuse. Current services tend to 

be client-based. There is a need to be cogniscent that individuals engage in services often 

within a family structure and families engage in systems within the context of 

community. This means for instance that irrespective of the quality of treatment or 

family support delivered and any successes gained, community activity can serve to 

undermine any service if communities cannot be convinced about the benefits. 

Research conducted by Trinity College shows that children of heroin users are far more 

likely to suffer from neglect than be at risk from what might traditionally seen as risk 

factors, e.g. contact with dirty needles, etc.. However children may experience disruption 

and frequent loss of one parent or other due to necessary actions of the Garda Siochana 

and subsequent responses of the criminal justice system. 

Family support has a large part to play in families where there is drug misuse, though it is 

generally recognized amongst academics that no one single approach works in every case. 

In its broadest sense family support could have a critical role to play in maximising the 

potential of parents who are drug users to care for their children, ensuring that such care 

is of an appropriate standard and in assisting drug users, be they adults or children, to 

succeed in their treatment and rehabilitation. | 

It is felt that Barnardos should keep its focus on family support and be clear about the 

value that support can bring to families where there is drugs misuse. It is a reality that 

drug using parents or children with whom we work may be subject to one of any number 
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of treatment regimes, family support programmes need to be flexible enough to take this 

into account. 

To effect change in the way that services are delivered will require Barnardos to continue 

to develop its involvement at a number of levels — 

e at national level perhaps the publication of a policy paper and /or contribution to the 

planning of the National Drugs Strategy 

e at local level in Drugs Task Forces and in the negotiation of future service contracts 

e at practice level Barnardos needs to be continually testing the views of service users 

and integrating best available practice. 
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RECOMMENDATIONS 

April to December 2000 

1. The work commenced by the working group should be integrated with the new 

Practice Forum. 

In its service planning and design capacity where possible Barnardos should 

negotiate clear multi-agency protocols in projects used by individuals involved in 

misusing drugs. These protocols should include agreed processes on confidentiality, 

user feedback and service design. 

. In its strategic capacity Barnardos should communicate to key individuals and 

agencies the importance of family support in developing a more integrated approach 

to responding to the needs of children and parents where there is drugs misuse. This 

could perhaps be progressed initially by way of a policy paper and seminar. Family 

support in drugs misuse is a new and developing area. 

In communicating the message that family support is integral to drug treatment 

Barnardos should make it clear that it can be of strategic benefit not only in providing 

low threshold preventative services but also in working with families where a degree 

of risk has been determined. 

_ Barnardos should make it clear that the provision of such high threshold services 

needs to be adequately resourced. 

Funds to resource the development of practice quality for this emerging area of work 

will need to be secured from one or more sources. Estimated cost: £20,000 

A two day introductory training seminar on working with drugs misuse should be 

organised for relevant staff. Cost: £1,400 
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INTRODUCTION - NATIONAL SERVICES 

Three out of the four National Services were part of this review process: 

e Solas 
e National Childrens Resource Centre (NCRC) 
e Adoption Advice Service (AAS) 

The Guardian ad Litem Service, which is relatively newly established, was not part of the 

review. 

Although Solas, NCRC and AAS were reviewed under the umbrella term, National 

Services, in practice, each was reviewed by separate processes. Each review process and 

methodology, descriptions of each services, review findings and recommendations are to 

be found in the following separate review reports. 
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REPORT OF SOLAS SUB GROUP 

INTRODUCTION 

Description of current service 

Söläs, inaugurated by Barnardos in October 1995 and officially launched to the public in 

Dublin in June 1996 and in Cork in October 1998, is in its fifth and final year of this 

phase of the project. Söläs has had contact with almost 1,700 families from June 1995 to 

December 1999. Our annual intake of general bereavement enquiries, training requests 

and family referrals amount to approximately 400 per annum. During 1999 family 

referrals totalled 243. This involved both direct and indirect work with 657 children. We 

also responded to 115 general enquiries and forty-nine training requests. 

Methodology 

The review process coincided with an internal audit and the development of a strategic plan 

for Solas. Given that this is the fifth and final year of this pilot phase of Söläs, and there are 

questions around sustainability, it was decided to develop a blue print for service options 

and funding opportunities rather than examining processes and practice on site visits at this 

precise point in time. However a review of the literature was undertaken and consultations 

were held with colleagues internally and externally around service design. Once 

sustainability has been examined and decisions made regarding direction, then external 

consultation with other agencies and institutions will in themselves contribute to a further 

evolution in management and practice models. 
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KEY ISSUES/LEARNING 

The following points are key messages from literature reviews and have implications for 

service design 

“The way each of us copes with death depends on many internal and external factors 

and can be influenced only to a certain extent. In the light of this it seems contradictory 

to speak of methods of handling a death or helping a bereaved child. For this implies 

that we are dealing with the general rather than specific experiences ............. 

Ultimately each step in assisting a bereaved child becomes valid only when it grows 

out of full acceptance of and respect for the feelings and facts that comprise the 

individuals personal situation. Without that, the best measure may prove useless or 
even harmful because it would not be in tune with the individuals need at a given 

time”. (E. Furman: A Child’s Parent Dies). 

Meaning making (of the death) is an individual response expressed consciously and 

unconsciously through the narrative of play or speech or both media. “But meaning is 

also mediated by the families belief system and rules”. (J. Nadeau: Families Making 

Sense of Death). 

An individual’s disassociations, denial and repressions may be important coping skills 
in surviving and mastering catastrophic trauma and loss. But over time the maintenance 

of these defences has consequences both at an individual and systemic level. “If 

communication is blocked, if the feelings and memories are disallowed by family 

loyalties or social taboos, then feelings, memories, go underground to surface in other 

contexts disconnected from their source ..... expressed in dysfunctional symptoms on 

destructive behaviour”. (Walsh & McGoldrick: Living beyond Loss). 

“The experience of a trauma is imprinted on a child’s memory in ways that everyday 

experiences are not. Children struggle with lingering thoughts feelings and visual 

images of a trauma long after the event is over and their safety has been assured. 

Healing from the psychological wounds of trauma requires time and depends heavily on 

the understanding, support and protection provided by parents and professionals”. (C. 

Monahan: Children and Trauma). 
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RECOMMENDATIONS 

May to December 2000 

Strategic Plan 

e A strategic plan for Séläs containing recommendations regarding future service design, 

delivery and funding opportunities has been completed. Both internal and external 

consultations regarding design and financing may be necessary to implement the 

recommendations of the plan. 

Cost: £1,500 

Best Practice 

e Further team work is required to identify best practice in each core activity in Solas. 

These include the phone line service; the training, deployment and support of 

volunteers; teaching; the development of resource materials, recording and data base 

systems; supervision and internal management process. Given the size (two and a half 

posts) and bi-location of the team, it is important to engage an external consultant to 

assist and join us in this process. This could consolidate, broaden and challenge our 

current practice. Arising out of this a blue print for best practice would be established. 

An implementation schedule and a review process would also be timetabled. 

Cost: £1,500 

Evaluation of Service | 

e It is proposed to evaluate the service. While it is relatively easy to engage professional 

consumers of our service we want to be informed also by the parents and children who 

use our service. There are technical difficulties in eliciting the viewpoint of children 

who have recently been bereaved and who may have found the counselling process 

difficult. Notwithstanding this, the possibility of engaging a researcher skilled in 

communicating with children and who is sensitive to bereavement issues will be 

explored. 

Cost: £1,500 
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REPORT OF ADOPTION ADVICE SERVICE SUB GROUP 

INTRODUCTION 

Description of Service 

Since 1977 Barnardos has provided an independent information, advice and counselling 

service to 

e those separated from their families of origin whether through adoption, fostering or 

residential care, including those people sent overseas for adoption in the past 

e birth families of the above 

e adoptive parents — both national and inter-country adopters. 

In addition the service is contacted by prospective adoptive parents, adoption agencies in 

both the voluntary and statutory sectors, pregnant women wishing to discuss options 

available to them particularly those interested in adoption and by a wide range of people 

and organisations with queries in the adoption/ fostering/residential care area. 

The work of the service includes: 

e aconfidential telephone helpline providing information, advice and counselling 

e one-to-one counselling 

e a letter drop service for those who need to maintain contact without revealing identity 

or addresses 

information evenings on tracing and reunion issues 

support and therapeutic group work 

mediation, reunion and post-reunion support work 

training to support groups such as PARC (Parents of Adopted Romanian Children) 

and the staff of adoption agencies in both the statutory and voluntary sectors 

networking and collaboration with agencies and support groups in adoption 

e provision of leaflets and information to aid clients in considering their options 

e appointment by the courts or other bodies to mediate or investigate complaints where 

conflicts of interest arise 

e advocacy on behalf of the client groups by contributing to policy development and 

debate and by raising awareness of adoption related issues among the general 

population and through the media. 

In addition we provide opportunities for clients to meet with people who have had similar 

life experiences. This has proved to be invaluable for birth mothers in particular whose 

circumstances can make it difficult for them to join groups. Service users have indicated 

they value the opportunity to meet others in similar circumstances. 
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Methodology 

The following tasks were identified: 

e audit of work of the AAS showing trends and changes since 1990 

e brief literature review 

e site visit to Barnardos After Care Service in Barkingside — to explore issues related to 

working with adults raised in care 

e exploration of issues related to working with teenagers who are adopted 

e need to access the views of users of the services 

e sustainability both in terms of financial viability and also the role of the service in the 

event of proposed legislative changes 

The group met on four occasions and all of the above tasks were completed. 

Principles of the Service 

Barnardos Adoption Advice Service is 

e client led and responsive to clients’ needs 

e confidential 

e non-stigmatising. Clients are seen in a setting where a variety of services are offered. 

e independent and viewed by our users as a service where they will get information and 

help in a way that is respectful and caring 

staffed by professionally qualified workers who receive supervision and support 

e informed by best-practice in this area of work both at national and international level 

e cognisant of the ‘duty of care’ it has to all users of the service. 

KEY ISSUES/LEARNING 

The literature surveyed supports the principles and methods of work of the service as 

providing the necessary base for working with adults who in previous life experiences did 

not necessarily feel in control of actions that significantly affected their lives (e.g. birth 

mothers) or who were acted upon (people adopted as children). 

The opportunity to visit the aftercare services run by Barnardos in the UK and the 

conference provided here by Dr. Joyce Maguire-Pavao together with the experience of the 

AAS staff led to the articulation of ‘the duty of care’ in the principles of the service. It is 

informed by professional ethics, knowledge, experience and supervision and based also 

on respect for the client groups, present legislation, best practice and on a rights based 

approach to the provision of information. | 

e The need to refocus the Adoption Advice Service to meet the needs of the groups 

‘most disadvantaged’ presently within the scope of the work of the service. 

e The need to make every effort to secure the viability of the service both in terms of 

resources and its ability to provide as comprehensive a service as possible to the 

identified client groups. 
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RECOMMENDATIONS 

April to December 2000 

During the review period two significant funding proposals have been submitted to the 

government in relation to the identified groups that should be the core focus of the work 

of the Adoption Advice Service. A proposal to the Department of Education and Science 

to develop a national service providing information to those raised in care was received 

positively. The second propal to the Department of Health and Children allowed for an 

expansion of the present Adoption Advice Service to more fully meet the demands of 

clients where formal adoption orders were made. It is recommended that an absolute 

deadline of June 2000 be placed on getting a final response in relation to these proposals. 

The work of the AAS as it is presently structured should be continued meanwhile to the 

high standards always maintained there. Involvement by the user group as presently 

carried out should be continued. 

Developments within the implementation of the Report on Inter-country Adoption should 

be monitored in respect of a possible role for the AAS in the compilation of the 

Information Package. 

After 23 years of provision of this service from Barnardos” voluntary funds and extensive 

efforts to secure statutory funding, should the AAS be unable to attract core funding by 

June 2000 the long-term viability of the service should be considered and a decision taken 

as to its future and communicated to all significant stakeholders. 
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REPORT OF NATIONAL CHILDREN'S RESOURCE CENTRE SUB 

GROUP 

Description of Service 

The National Children’s Resource Centre — established in 1993 — is a national service of 

Barnardos dedicated to providing information, training and research in relation to 

Barnardos’ activities and mission. 

The NCRC provides a unique information and library service to the general public and 

more specifically to members of the NCRC and staff of Barnardos. 

The service answers about 10,000 enquiries per year of which approx. 30% come from 

parents and the remaining 70% from professionals and students. 

The NCRC provides a training service at three levels: 

© National training events offered on a first come, first served basis 

e Tailor-made training in response to specific needs of customers 

e Training for staff 

In addition, a consultancy service is offered to organisations on issues relating to 

childcare. 

Research is conducted on behalf of statutory or voluntary organisations under supervision 

and management of the NCRC. 

The NCRC publishes a wide range of books, manuals, brochures and leaflets as well as 

two journals and several bulletins. 

We also provide a Rural Childcare Support Programme to a number of rural Partnership 

Companies. 

Methodology 

The review of the NCRC dovetailed with preparations for the development of a strategic 

plan and was therefore particularly useful. 

We looked at the purpose and objectives of the service and analysed current processes 

and activities. 

Relevant literature from Ireland and abroad was sourced and earlier reports, plans and 

statements of the service were consulted. 

Three site visits to comparable organisations were conducted. 
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KEY ISSUES/LEARNING 

Key messages from relevant literature: 

There are developed frameworks for best practice in the literature 

The NCRC is unique in its combination of related but different strands of service 

(Library & Information, Training, Publishing, Research) 

Quality Assurance has to include user feedback, principles of best practice, review 

loops and excellence in change management 

The quality of staff is crucial 

Key messages from site visits: 

We are not doing too badly! 

e NCRC is close to the user 

e Good standards (eg. turnaround time) 

e High integration with general service 

All services visited were highly centralised and expert staffed 

Services experience themselves as very vulnerable to funding issues 

Services move between “not for profit” and “commercial” environments, are 

relatively unprepared for the commercial challenge. 

Continuity and change have to co-exist and be managed 

Key issues: 

Strategic planning 

Systems of best practice 

Quality of staffing 

User feedback 

Expert nature of service vs. close to practice delivery 

Boundaries of service 

Resources 
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RECOMMENDATIONS 

Priority Implementation 

1. Development of a Strategic Plan (draft to be presented in April 2000). 

Cost: nil 

Design of more meaningful, accurate and up-to-date statistics and activities reports 

(implemented presently) 

Cost: nil 

. Up-dating of present library system in line with regional requirements and a “core & 

cluster” service (by end 2000). 

Cost: £5000 

Design of Human Resource Strategy (by end 2000) with the aim to increase capacity 

and quality. 

Cost: £500 

Other Recommendations 

Better ways to get user/member/customer feedback 

Better links with other information services 

More integration within the NCRC and of the NCRC with Barnardos activities 

Address the core funding of the NCRC 

Resource planning 
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INTRODUCTION - SUPPORT SERVICES 

It is quite clear that, if we are to aspire to best practice standards in the delivery of our 

services to children and families, our internal organisational practices, processes, services, 

functions and competencies must also be of the highest quality. It follows that these must 

also be adequately resourced and supported; that they must have a high level of 

coherence, integration and consistency throughout the organisation; and their contribution 

must be recognised and valued. The following elements must receive particular attention 

as we seek to accelerate our organisational development. 

Development of Information Systems 

Arising from the survey of internal users and from their work researching “best practice’ 

the development and use of information systems is a key recommendation from all of the 

support service sub-groups. There is a need for further significant investment in 

information technology in the interests of achieving maximum efficiency, to support 

communications and to develop the potential and relevance of technology to our child 

care services. We also need to improve the availability of standard information to all 

staff. In this respect a practice handbook, available to all staff will be developed that will 

carry key internal communications, administration and human resources information. 

The wider use of the handbook to incorporate other information needs can be explored 

further. 

Repeat of Internal Users Survey 

A second common recommendation from the support services sub-groups was the need 

for the internal users survey to be repeated possibly post December 2000. The outcomes 

from the implementation of the review recommendations will be evaluated by this 

mechanism. 

Training and Development 

Additional investment in training and development is required for support services staff 

as with child care personnel. Particular areas identified include support for the 

development of regional offices, training in technology skills and in a range of human 

resource issues. The establishment of an ongoing management development training 

programme is also proposed. Although Barnardos currently has quite a progressive 

training policy there is a need to increase the training budget significantly in the short to 

medium term in order to achieve the standards to which we aspire as quickly as possible, 

and to ensure that training is training is targeted effectively. 
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REPORT OF HUMAN RESOURCES SUB GROUP 

Description of Service 

The role of the Human Resources function is to provide advice and support on all areas 

within the human resources remit which include: recruitment/selection,; employee 

relations (includes industrial relations); staff training and development; legislation — 

policies and procedures. 

Methodology 

Best practice in human resources is usually identified as “benchmarking”. Research 

indicated that human resources continues to be the most actively benchmarked business 

process. Most companies using benchmarking employ over 1000 staff. However smaller 

companies use benchmarking as a tool for identifying weaknesses and so provide 

direction for improvement. 

McNair & Leibfried suggest in their book ‘Benchmarking: A Tool for Continuous 

Improvement’ that the “fundamental objective behind benchmarking is to assist an 

organisation with the re-engineering of the business so that human resources practices are 

aligned to the corporate agenda”. Finally benchmarking is seen as a critical tool for 

keeping the organisation focused on up-to-date practices with the ultimate aim of creating 

the continuous learning organisation. 

Three site visits were arranged - one each to a commercial company, a voluntary 

organisation both in Ireland, and to Barnardos in Scotland. The key finding from visiting 

the human resource function in Scotland is that it operates very differently to Ireland. 

Due to circumstances outside of our control the visits to the other organisations did not go 

ahead. 
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KEY ISSUES/LEARNING 

The review sub group acknowledged the recent demands on Human Resources, most 

particularly the development of a regional organisational structure and the phenomenal 

growth in staffing levels. For example in the period October 1998 to January 1999 we 

recruited 13 staff whereas in the same period in 1999/2000 we recruited 49 staff, a 277% 

increase. The results of the Internal Services Report highlight the gap in resources and 

areas requiring attention. Some of these issues will be resolved with the de-centralisation 

of most of the operational human resources functions. This will enable the human 

resources support function to develop and deliver an excellent strategic support service. 

The audit of staff as human resources service users provided a useful baseline. However 

the Human Resources staff are committed to raising satisfaction ratings in future repeat 

surveys. 

Our external service users are Irish Business and Employers Confederation (IBEC) and 

Irish Municipal Public and Civic Trade Union (IMPACT). The group felt it was 

important that they should be asked for their views. They were asked on a scale range of 

1 to 5 (1 — poor to 5 — excellent) “how they felt Barnardos (Human Resources Team) 

dealt with industrial relations issues?” IBEC rated Barnardos 5 and IMPACT gave a 

rating of 4. 

IBEC have developed a benchmarking programme called PROBE in which we are 

currently participating. A separate team to the review group was established to complete 

the benchmarking survey. The completion date for PROBE is the end of April 2000. The 

benchmarking service should give us the opportunity to achieve ‘best practice’. 
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RECOMMENDATIONS 

May to December 2000 

Implementation of non-pay incentives to reward and retain staff. 

Cost £4000 annually. 

Implementation of HR training for Regional Managers and Administrators. 

Write up Recruitment & Selection (practical steps — linked to Policy & Procedure 

Manual) for Regions. 

Set up a consumer panel (with nominated representatives from each region) to 

consult, clarify difficulties and identify ways of HR ensuring more effective service 

delivery. | 

Extend temporary HR Administrative Officer contract from 6 months to 1 year. 

Cost £12,000 

Larger office space required essential. Currently only one computer terminal in 

office. 

Approximate costs re office £1000 

Development of staff feedback mechanisms. 

Cost £500 approximately 

Review of industrial relations practice. 

Cost £750/£1000 approximately 

Development of Equal Opportunity Policy including anti-bias training and 

appropriate organisational training. 

Cost £500 

Initiation of Organisational Training Audit. 

Implementation if possible re PROBE outcomes. 

Cost £500 approximately 

Post December 2000 

PROBE Benchmarking Service continuous yearly assessment. 

Cost £1000/£1500 
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REPORT OF INTERNAL COMMUNICATIONS SUB GROUP 

Internal Communications in Barnardos 

For clarity the following definition is proposed - 

Internal communication covers information about both professional and social aspects of 

the whole organisation - our people, the work they are doing, new developments, services 

and initiatives, and our knowledge of how others (externally) perceive us. (Internal 

communications does not cover management information). 

Barnardos internal communications has worked informally to date - the size and 

geographical and functional spread of the organisation did not require formal systems 

until the last 1-2 years. 

Methodology 

A. Agree Terms of Reference 

B. Agree process — representative group of staff by... 

location in/out of Dublin 

childcare work/not 

all levels of organisation 

varying childcare services 

C. Consult with teams and gather data on Barnardos internal communications now 

D. Gather data on best practise 

Site visits - NSPCC and The Body Shop, England. 

Engage expert advice - Drury Communications, Dublin 
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KEY ISSUES/LEARNING 

What is best practise in Internal Communications? 

Key points included 

General 

- There is no such thing as a perfect internal communications strategy 

- Good internal communications will require resources 

- Management must buy into and support the internal communications strategy 

- Review of internal communications is vital to success 

- Communication is an emotional, not always logical, process 

- We cannot communicate with each other too much 

Structures 

- In an information society, staff must take some responsibility for finding out the 

information they need and for sharing the information they have 

- Communications is for everyone in the organisation to do - job descriptions and 

performance appraisal should reflect this 

- Staff must see themselves as ambassadors for the organisation 

- The structures must be clear to staff and management 

- Simple low technology methods are among the most effective communication 

tools e.g. regular short newsletter to everyone (796/800 staff in Body Shop read it) 

- Higher technology tools e.g. intranet (internet site for internal use only) require 

support to be effective e.g. training 

- Internal communications tools must be appropriate to the organisation’s culture, 

and its level of technological knowledge and practice 

- A practical approach is vital 

Key success factors 

- Barriers to good internal communications include a lack of understanding or 

acceptance of the message, lack of education or training, and cynicism 

- Show feedback is taken seriously 

Where is Barnardos against best practice? 

= There is no real system of internal communications in Barnardos now, this lack is a 

barrier and contributes to perceptions of isolation by some teams 

= This means there is extra reliance on team meetings and line management structures 

for information flow, with varying levels of success 

= The reliance on line management structures for information to flow has the effect of 

making managers the gatekeepers to information, which is not good for effective 

internal communications 

a The varying levels of access to and comfort with technology (e.g. e-mail) leads to 

internal communications failures as some teams use technology to routinely 

communicate and others cannot access these communications, or do not know about 

them 
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Internal communications responsibility is recognised by the organisation, and 

assigned to a staff member. However, few resources were allocated to date 

The expressed desire by staff for more social information has the potential to have an 

effect on morale 

Staff perceive that internal communications is not working 
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RECOMMENDATIONS 

Principles of Internal communications strategy 

e Staff have open access to information 

e Where this is not possible the reason is made clear 

e Information will flow in all directions - up, down, and across Barnardos 

e Each staff member has a responsibility to share the information they have, but also to 

seek the information they need 

Internal Communications Objectives 

1. To facilitate and resource the provision of relevant information to and by staff on time 

and in a manner that is accessible 

2. To use the most appropriate tools to achieve both vertical and horizontal 

communication, including maximising the use of existing tools and resources, where 

possible 

3. To enable staff to find the information they need 

Internal Communications Strategies 

1. Develop a Policy on internal communications for adoption at senior levels of the 

organisation, in order to ensure that internal communications is prioritised throughout 

the organisation; and that there is a commitment to best practice standards 

2. Reduce the dependence on line managers for information to flow (especially down the 

organisation) and introduce alternative channels of information flow 

3. Equip staff to find the information they need - knowledge and skills 

Monitor and Review progress 

Recommended Actions: 

May to December 2000 

Strategy 1 - Develop a Policy: 

1. Communications Advisory Group recommend a policy to Management Group. No 

cost 

2. Facilitate expert input to this group to bring it to a single level of understanding and 

contribution. Cost £1,800 

3. Build “communications skills” and “information sharing” into the recruitment and 

appraisal systems of Barnardos. No cost 

Strategy 2 - Develop alternative channels of information flow to the line: 

4. Develop low technology solutions to internal communications issues €.g. 

e Pilot a system of information champions within teams / at local level with a national 

information gate keeper who can feed information through the system. Cost: staff 

time (May - December) 

e Use team meetings in a different way - introduce Listening Time (for managers) and 

Feedback time (for staff). Cost: staff time (May - December) 
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Develop a Barnardos Yellow Pages / Resource Manual to be held locally. Cost 

£3,000 (May - December) 

Introduce a periodic Newsletter & Calendar of Events. Cost £4,000 pa (May - 

December) 

Assign responsibility for circulation lists and contact details for individuals and sites. 

No cost (May - December) 

Assign responsibility for a central travel diary — regional and central. No cost (May - 

December) 

5. Develop appropriate high-tech tools to complement the low-tech tools we use now, for 

example 

Make e-mail the priority method of distribution of information internally Costed by 

Technology Group (post December 2000) | 

Promote the internet and Barnardos website as a tool for accessing job-related 

information. No cost (May - December) 

Develop an Intranet (internal part of the Barnardos website) as a complementary tool 

for information-sharing. Cost £2,000 (post December 2000) 

Recruit an IT expert to support Barnardos effective use of technology. Costed by 

Technology Group (May - December) 

Strategy 3 - Equip staff: 

6. Ensure all staff have access to a computer. Costed by Technology Group 

7. Through training, ensure all staff have the skills to use technology for communications 

puposes - specifically e-mail, internet. Costed by Technology Group 

Strategy 4 - Monitor and Review: 

8. Repeat the internal survey to measure progress. 
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REPORT OF INFORMATION TECHNOLOGY SUB GROUP 

The overall purpose of the review of Barnardos work is to develop best standard practices 

that will be modelled, shared and promoted internally and externally as relevant. 

A Technology Subgroup was established to examine the current technological provision 

in Barnardos, to consider how it should be developed to meet more effectively the needs 

of the organisation and to make good practice recommendations. The group held 8 

meetings from September 1999 to March 2000. 

Methodology 

A work plan was established geared to producing a report and making initial 

recommendations in relation to technology. However, the group recognises that 

technology planning must be an on-going task and should be an integral part of Barnardos 

organisational planning process. The Technology Sub-Group agreed at the outset that 

any technology review should not be driven by technological issues but by the overall 

aims and objectives of Barnardos as a national child care agency. 

A questionnaire was issued to every member of staff. The purpose of the survey was to 

establish the level of automation in Barnardos, to produce an inventory of systems, to 

identify the level of skill within the organisation and to elicit the views of staff in relation 

to technology. 

An IT specialist was appointed to assess the technical functionality and efficiency of 

current systems, to identify gaps in the current technological environment, to identify 

appropriate systems to meet the requirements of the organisation and to make best 

practice recommendations in relation to operational and strategic issues. 

Members of the subgroup were appointed to visit appropriate organisations and to report 

back any learning and good practice recommendations to the group. Where visits were 

not possible telephone consultation took place. 

KEY ISSUES/LEARNING 

Technology should contribute positively to support the goals and best practice standards 

set by the organisation. The information gained from the survey, the views of external 

customers, the report by the technology specialist and the visits to other organisations 

have been examined by the subgroup and a number of key recommendations are offered. 
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RECOMMENDATIONS 

Technology Planning and Management — immediate implementation recommended 

+ Acommittee should be established immediately to plan and continuously review 

technology within the organisation (Immediate). 

© The technology committee should be fully representative of the main functional areas 

of Barnardos and should convene bi-monthly. 

May — December 2000 

Strategic 

Contract the services of an IT Manager - £12,000 per annum. This will facilitate a 

“virtual IT Department”. The IT Manager should represent Barnardos interests with 

suppliers and should attend specified management/committee meetings as desired. The 

IT Manager should provide intensive consultancy/workshops to key IT staff members, i.e. 

support staff in headquarters and in the regions. 

Commence the process for a Training Plan with a view to September 2000 as an 

implementation date - £5,000 (September — December 2000). 

Technical Functionality 

The network server requires replacing and a number of project PCs require upgrading. A 

PC Projector is recommended for conference facilities. 

A new accounts package is recommended. 

Total cost of above recommendations is £70,000. 

An annual budget of £20,000 for technology training should be allocated. The training 

plan should prioritise training on a phased basis so that all staff will be skilled up by the 

end of 2001. 

Post 2000 

Areas of Specific Need 

The group identified the need to research and identify the availability of computer 

resources to assist in Therapeutic/Counselling Services. 

PCs dedicated to work with children should be introduced on a phased basis. A 

children’s code of practice will be developed by the IT Committee. 

The value of siting computers in Barnardos shops should be explored. 
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REPORT OF ADMINISTRATION SUB GROUP 

INTRODUCTION 

Description of Service 

Administration is provided by a core group of six personnel within Christchurch Square, 

supporting management, the national services and the finance/payroll function. Within 

Christchurch Square there is further administrative support within individual teams, e.g. 

National Children’s Resource Centre, Human Resources and Fundraising. Within the 

regions there are 14 administrative personnel. 

The purpose of administration in Barnardos is to provide an efficient and flexible support 

service to allow our child care work to develop as efficiently and effectively as possible. 

The various components of administration were identified as follows: 

Reception 

Correspondence 

Filing 

General Administration/Office Management 

Management Information 

Within the finance function, the following components are necessary for the maintenance 

of accounts — 

Accurate recording and monitoring of 

Income 

Petty Cash 

Cheque payments 

Invoicing 

Staff Expenses 

Monthly reconciliations 

Payroll 

In addition, the Administration Manager has responsibility for the preparation and 

monitoring of budgets and the preparation of annual accounts and facilitates the annual 

audit. 

Methodology 

Five persons from administration expressed an interest in being involved in the Review. 

A further two people from child care were invited to join the group. The Group met on 

seven occasions between September 1999 and March 2000 but regrettably we did not 

have full attendance at any of the meetings. The group endeavoured to find literature to 

support best practice in administration. This proved very difficult. The group acquired a 

copy of ‘Organisation and Methods’ by Brendan Murphy of the Mid-Western Health 

Board. This booklet contains some guidelines to good practices which were useful. We 
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invited Brendan to attend one of our meetings and he made an excellent presentation and 

suggested some methods of review which could be useful. . 

One site visit was undertaken to the head office and a project office of Barnardo’s in 

Scotland. This was a useful visit. The Scottish Division have greater resources both in 

terms of budget and personnel compared to Ireland. 
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KEY ISSUES/LEARNING 

The key issues for administration are contained in the results of the Internal Services 

Survey completed and the Probe Service being undertaken by Irish Business Employers 

Confederation (results not yet available). . 

According to the Internal Services Survey, the overall view of administration is of a 

business-like service which provides answers but could be more efficient and helpful. 

Managers are least positive about the services, in terms of efficiency/business-likeness. 

As management are the group for whom administration services are primarily provided it 

is vital that management at all levels indicate the specific areas which require change. It 

would appear that there may be a difference in understanding of the purpose and practice 

of administration between those who provide it and those for whom it is provided and it is 

vital that this be clarified both in terms of good communication and efficiency. A clearer 

understanding of how administration can support the management function of the 

organisation will enable the work of the administration team to develop and change 

appropriately. 

A key and ongoing issue will be to rebuild staff morale as a result of the outcome of the 

Internal Services Survey. The survey was carried out during a period of increased 

workload accompanied by a reduced staff complement (due to recruitment difficulties). 

It was felt that some of the learning from the process, in particular the site visit to 

Barnardo’s Scotland, should be considered by administration here: 

e As both organisations are similar in purpose and ideals, it would seem wise to learn 

from their experience. As Barnardos’ work with “older” young people develops, 

perhaps there may be opportunities to both provide training on reception for them and 

receive the benefit of additional manpower. This would obviously have to be 

explored with the relevant services within the organisation e.g. Irish Association of 

Young People In Care, Barnardos Youth Action Project. 

e More time should be allocated for regular administration meetings. These should be 

longer in duration covering a wider range of issues including IT. Twice yearly there 

should be administration meetings which would include all administration staff from 

all regions. This could be organised by rotating venues. 

e Other learning would be to minimise the use of fax machines, as everyone should be 

using email to communicate both internally and externally. 
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RECOMMENDATIONS 

Immediate 

The establishment of a small working group comprised of managers and 

administrative staff to identify key administrative areas for development and change. 

The recommendations of this group would then be incorporated into the 

implementation of the Review findings. When the results of the working group are 

established it should be communicated through the whole organisation, perhaps most 

appropriately through a Management Conference. 

The provision of a utilities room to facilitate post (i.e. franking machine, staff and 

project pigeon holes) and to house the photocopier, binding machine, laminating 

equipment, etc.. Equipment could then be accessed more easily by all staff 

throughout the organisation. Each piece of equipment will have operating 

instructions clearly displayed. Approximate cost £500 

It is planned to develop the reception area in Christchurch Square and to create a more 

user friendly atmosphere and including a children’s play area in order to facilitate 

efficiency and a quieter and more professional working space. Cost — awaiting 

architect’s proposal. 

Notice boards should be located outside each service providing information on the 

particular service. Floors and doors will be clearly marked and indicate services. 

Approximate Cost £500 

May - December 2000 

Improved use of electronic information systems (as recommended by the Technology 

Group). 

The production of an A to Z Handbook by the Administration Review Group by June 

2000. This handbook should be a comprehensive and practical asset to all staff within 

the organisation. Whilst primarily aimed at administration staff it will also be of use 

and interest to other staff interested in the day to day operational procedures. 

Examples of content could be Alarm Procedures: who to notify if something goes 

wrong. 

Following the outcomes of the service users report it would seem that this A to Z 

should be complemented by a guide which would more fully explain systems; 

procedures; timeframes. To do this the sub group would hope to enlist the help of a 

regional administrator. 

Both of the above should be in conjunction with the Yellow Pages as suggested by the 

Communications Group. 
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Post December 2000 

e Integrating manual and computerised filing systems to enhance efficiency. 

e A pilot Observation Analysis on a small number of administration posts which would 

be useful in ascertaining the general “ebb and flow” in an office or area by an outside 

facilitator. A suitable timeframe for this analysis would be June 2001. 
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REPORT OF MANAGEMENT SUB GROUP 

Methodology 

The sub-group did not undertake any site visits, as such, but there were two meetings 

with personnel specialising in voluntary sector management from Trinity College, Dublin 

School of Business, one with the Group Chief Financial Officer of the Electricity Supply 

Board, a senior executive of Dell Computers with responsibility for expansion and 

international communication and management and one with a retired chief executive of a 

major Irish Non Govermental Organisation. Various attempts were made without success 

to identify another voluntary organisation internationally which could exemplify best 

practice standards in its organisation and management. Advice received suggested that 

while various organisations could be identified as having strengths in specific areas, and 

while we might learn from several sources, none could act as a single role model. In fact 

it was suggested that a goal for Barnardos might be to become that role model. 

Individually, members of the sub-group consulted literature on the subject but the group 

did not prepare a comprehensive review of relevant material. Some further material was 

offered to the sub-group but has not been received. 

The sub-group also collectively completed a comprehensive questionnaire, A Systems 

View of the Voluntary Organisation Management Task, developed, administered and 

analysed by TCD School of Business which also provided feedback on the results. This 

and the review of internal service users conducted as part of the overall Review was of 

considerable benefit in both identifying important issues to be addressed and providing 

empirical evidence to support the sub-group’s conclusions and recommendations. 
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KEY ISSUES/LEARNING 

Objectively Barnardos has made considerable progress in recent years, for example in 

terms of range of services, funding and profile. However it is evident that this 

development has, in some instances, revealed shortcomings in the way we operate while, 

in others, has stretched existing capacity, procedures and mechanisms to the limit. 

A recurring theme is the need to achieve greater levels of coherence and consistency 

throughout Barnardos. Particular attention needs to be given to integrating new 

developments with existing programmes and to relating them to commitments in the 

strategic plan. This would serve to alleviate concerns about development being 

unplanned and reactive. At the same time it is important to recognise and convey the fact 

that Barnardos is an organisation in transition and that some of the “growing pains” 

currently being experienced will be addressed in the coming months particularly in the 

implementation of review recommendations. 

Specifically, the following issues were addressed by the sub-group:- 

. Fundamental to the achievement of best practice standards in any part of Barnardos 

is the necessity to have first class support systems for frontline staff. 

e Barnardos’ core principles are stated in the three year plan. However there is a need 

to give them more explicit attention and adherence — to ensure they are clearly 

visible in the way Barnardos operates, including what we are, and what we’re not, 

and what we’re aiming to do. 

e Information — it is evident that information is not shared equally throughout 

Barnardos. Information which should be shared (up, down and across the 

organisation) is not always shared. There is a need to look at the human dynamics 

of sharing information, to set out a statement of principle, to address this issue in 

training for managers and as part of the induction process of all staff. (In this 

regard we have looked at the appropriate sharing of information as a management 

task and have differentiated it from issues that are more appropriate for the 

Communications Group) 

. Supervision — again it appears that practice in relation to supervision is variable — in 

terms of the extent to which it happens, that its purpose and parameters are clear 

and of its quality and effectiveness. There is a need to establish a standard and to 

make it explicit. 

. Identifying service shortcomings — there is a need to promote and develop a culture 

of questioning and sharing information on services that are no longer as relevant or 

effective as before. 
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It is important that all staff recognise that they can influence the future of Barnardos 

for good or ill — and to ensure that they take responsibility for the success of the 

organisation. There is also a need to promote an identification with Barnardos as 

“us” rather than as “they” - which often features in informal discussions. 

Management Responsibilities — Those who hold positions of management at any 

level in Bamardos have a duty to carry out their responsibilities in an active Way 

and to positively support their staff, clarify any confusion or mis-information, 

adhere to the principles of prevention and early intervention in their management of 

issues and brief their managers on significant issues arising which need to be 

addressed at a more senior level. There is a need to clarify the responsibilities of all 

levels of management and for staff to be clear as to their role in relation to the 

management of Barnardos as a whole. There is a need for a well-resourced 

management development programme in Barnardos both to enhance the quality of 

management and to prepare other staff to assume management responsibilities. 

Evaluation — it is recognised that evaluation of Barnardos’ effectiveness has been 

quite sporadic to date. In the future it will be necessary to evaluate all aspects of 

our functioning and to ensure that evaluation becomes more systematic and 

rigorous across all areas. 

Feedback systems — It is evident that our systems for staff feedback are inadequate, 

and that this has been exacerbated by recent growth which has resulted in previous 

informal mechanisms being less effective and satisfactory. There is a need to 

establish more formal and regular feedback mechanisms which should also function 

as an ‘early warning’ device. 
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RECOMMENDATIONS 

Establishment of Consistent Standards 

The Barnardos standard in relation to managers’ roles, responsibilities, expectations, level 

of authority and autonomy should be clearly and explicitly defined and widely 

communicated. 

Accountability criteria also need to be clarified and supported through a system of 

positive monitoring and evaluation. 

The purpose and function of team meetings need to be clarified and the boundaries of 

consultation and decision-making authority should be made explicit. 

A mentoring programme should be established to support the induction of new staff. 

Management Development 

The establishment of a comprehensive management development programme is an 

essential component of developing the management capacity of Barnardos, to ensure 

practice that is consistent with the Barnardos standard and to support its implementation. 

While the programme should initially address the needs of those currently holding 

positions of management, it should be extended to include all those in positions of 

responsibility and those who aspire to developing a career in management. 

Providing Opportunities for Feedback 

The implementation of proposals to improve internal communications will, if effective, 

relieve managers of the responsibility to share general information as well as relevant 

management information. A variety of mechanisms should be put in place to provide 

opportunities for feedback including the following: 

Development of forums or structures to support this 

A ‘comment’ or ‘suggestion’ box 

‘Open days’ 

Feedback also needs to be from management to staff 

The internal service users survey should be repeated in mid 2001 

Supervision/Professional Support 

Standards/expectations for supervision including frequency and content should be clearly 

defined. 

It is likely to become increasingly necessary to support quality service delivery by 

supplementing line management with practice skills development in consultation with 

professional staff. 

Evaluation 

If aspirations to best practice standards are to be met, evaluation will have to become 

more frequent, systematic and rigorous. It will also require the development of a culture 
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of questioning conventional practice and the continual pursuit of more effective standards 

of professional service. 

Evaluation studies should, as far as possible, be undertaken by external researchers. 

However staff should be continually encouraged to document their practice. 

For immediate action 

1. Barnardos standards in relation to roles, responsibilities, expectations, levels of 

authority and autonomy of managers should be clarified by September 2000. 

2. Exploratory work on the establishment of a management development programme 

should begin immediately. 

Cost Implications 

The most significant cost arising from these recommendations will be the management 

development programme which would need to run at least over 2000-2002 although it is 

likely that there will be a continuing need for investment in management training and 

development. It is difficult at this point to accurately quantify the cost of the programme 

but it would be wise to provide a budget figure of at least £10,000 over the remainder 

of 2000, with a further provision of perhaps £15,000 in each of 2001 and 2002. 
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CONCLUSION 

The implementation of the recommendations contained in this report have the potential to 

transform the capacity of Barnardos in terms both of our service and organisational 

effectiveness. This reflects the significance of the review, but it might also be interpreted 

as an implied criticism of our current performance levels. Nothing could be further from 

the truth. Yes, we know there is room for increased effectiveness in all areas — but we 

also affirm the progress we have made to date and the immense commitment and hard 

work that has been invested in this in spite of limited resources and the pressures of 

continuing growth. In fact this drives our determination to avoid complacency and our 

impatience to achieve greater levels of effectiveness. And we consider it a strength to 

have both the capacity and preparedness to look critically, non-defensively and in-depth 

at our current operating performance against best practice measures. 

Now is also a good time to be carrying out this review — in spite of the obvious 

disadvantages as well — because Barnardos is clearly an organisation in transition and 

there exists an opportunity to determine the type of organisation we will become. In 

addition, the child care sector in Ireland remains relatively underdeveloped at present but 

is likely to undergo significant change in the next few years. The implementation of 

these recommendations has the potential for Barnardos to contribute very substantially to 

this development. 

Essentially we are trying to develop Barnardos as a learning organisation, ever seeking to 

improve the effectiveness of what we do, continually exploring new strategies and 

learning, contributing to professional knowledge and unafraid to leave old practices 

behind. This is not to suggest that we will embrace change for its own sake. In fact we 

will be discriminating in adopting new practices and rigorous in testing the validity of 

new approaches. To support this we will develop external links as sources of knowledge 

and reference points to guide our development. 

Implementation of the review’s recommendations will have to focus on three key 

elements: 

e Increasing management capacity - through a well-resourced and continuing 

management development programme 

e Increasing practice capacity — ideally by fast-tracking the development of quality 

practice through resourcing a number of specialist positions and developing formal 

links with an international children’s research institute which itself aspires to best 

practice standards 

e Enhancing the equipment and facilities which support the delivery of our services to 

children and families — most particularly the implementation of the technology sub- 

group’s recommendations and through the phased improvement or replacement of 

service premises according to the requirements of best practice standards. 
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It is also essential for the balanced development of Barnardos that all of our work is both 

equally valued and integrated. Service user involvement and participation needs to 

strengthened and it will be necessary to repeat the audits of their views at regular 

intervals. The role of volunteers, at once an increasingly important yet diminishing 

resource, and of employment scheme participants also requires strengthening and it is 

intended to incorporate the recommendations of the separate working group on volunteers 

into the review implementation process, once they have been received. 

One of the strengths of this review has been its high level of staff participation and the 

consequent commitment to the implementation of its findings. However it has to be 

recognised that staff in all areas are already heavily committed by the demands of their 

specific responsibilities which is in itself a major constraint on the implementation 

process. This has the potential to seriously delay the achievement of our aspirations. It 

contains the inherent risk that it could also erode the interest which has developed around 

the review and raise questions about our commitment to its implementation. To address 

this and to recognise the real need to develop an “engine” to drive our efforts to achieve 

best practice standards, we believe it will be critical to assign responsibility for the 

implementation of the review to a specific post. To reflect its significance for Barnardos’ 

further development this post, which will be for a three year period, will report directly to 

the Chief Executive and will have responsibility for the balanced implementation of all 

elements of the review in consultation with key personnel. 
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APPENDIX I 

MEMBERSHIP OF SUB GROUPS 

Early Years 

Grainne Burke — Chair 

Fanchea Kirby 

Valerie Hannon 

Lesley Giles (till Dec 1999) 

Marian Dowd (till Dec 1999) 

Catherine Bond (till Nov 1999) 

Maggie Collins 

Edith Barry (till Feb 1999) 

Norma Kelly 

Margaret Hogan 

Sandra Rapple 

Olivia Speight 

Maria Dunster 

Marijka Walsh 

Aileen Courtney 

Traveller Work 

Midge Nolan 

Winnie McDonagh 

Brighid Sweeney 

Helen Kelly 

Mairead Keevey 

Maria O’Reilly (until Dec 1999). 

Family Work 

Colum Conway (until Dec 1999) 

Mary Corrigan 

Roisin Daly 

Pat Donnelly 

Anne Healy 

Philomena Lockhart 

Sinead Hickey 

Fiona Lane 

Maureen Looney(until Nov 1999) 

Terese McDermott 

Paul O’ Grady 

Patricia Murphy 

Christchurch Square 

Millbrook 

Millbrook 

Dun Laoghaire 

NCRC, Christchurch Square 

Mulhuddart 

TESO 

Christchurch Square 

Dun Laoghaire 

Thurles 

Dun Laoghaire 

Blanchardstown 

Dun Laoghaire 

Loughlinstown 

Loughlinstown 

TESO 

TESO 

Labre 

Mulhuddart 

Thurles 

Regional Office, Dublin West 

Waterford 

Blanchardstown 

Edenderry 

Sölas, Christchurch Square 

Mahon 

Moyross 

Regional Office, Midland and West 

Cherry Orchard 

Tallaght 
ce 

Dun Laoghaire 
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Total Costings 

Early Years 

Travellers 

Family Work 

Youth and Educational Disadvantage 

Drugs 

AAS 

Solas 

National Children’s Resource Centre 

Human Resources 

Internal Communications 

Technology 

Administration 

Management 

Once-off 

£ 

20,000 

14,000 

10,000 

21,500 

4,500 

5,500 

15,500 

10,000 

70,000 

1,000 

10,000 

POSTS TO SUPPORT IMPLEMENTATION OF REVIEW 

(including employer and pension costs) 

Manager, Review Implemention 

Manager, Practice Development 

Administrative Support 

Total 

40,000 

40,000 

20,000 

282,000 
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Ongoing Annually 

£ 

2,000 

5,500 

4,000 

32,000 

15,000 

40,000 

40,000 

20,000 

158,500 

 



      

 


