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GENERAL INTRODUCTION

Barnardos in New Zealand began as a fundraising support group of British ex-patriots for
Barnardos UK. It began to develop services in New Zealand in the late 1960s and when the
current Chief Executive, Ian Calder, joined twenty two years ago there were only a handful of
staff providing services in Auckland (North Island) and Christchurch (South Island) while he
was based in the capital, Wellington, which remains the headquarters of Barnardos in New
Zealand.

Today, Barnardos has an extensive range of services throughout New Zealand and employs
approximately 850 staff (NZ population - 3.6 million). They have revised their management
structure this year and a chart of the new structure is attached. Of interest is the fact that, in
addition to six National Directors (Service Delivery x 2, Strategic Planning, Service Policy,
Children’s Trust and Finance and Administration) reporting to the Chief Executive, they also
have four advisors - Information Technology, Human Resources, Communications and
Cultural Relations (not shown on chart), who also attend senior management meetings.
During my visit I attended and spoke at their Management Group conference, which
comprised about fifty middle and senior managers.

The two Directors of Service Delivery share responsibility for all child care services
throughout the country and each has specific responsibility for a geographical division -
Northern/Midland (based in Auckland) and Central/Southern (based in Wellington). Each area
stretches for at least 500 miles and each is subdivided into 9 Area Management Units headed
by an Area Manager. The Fair Centre and Policy (internal and external) report to the
Director, Service Policy. Overall they appear to have a relatively small head office operation
with a high level of decentralisation to the areas. Payroll is handled internally by
administration and finance, recruitment and personnel management is the responsibility of the
appropriate Director/Manager, supperted by the Human Resources Adviser. In staffing terms
Barnardos NZ has grown rapidly in recent years as illustrated by a substantial number of
participants at the management conference with less than five years service with Barnardos
and a significant number with less than two years service.

The Chief Executive reports to a Council of about 12 members. The current chairman, who
was recently appointed is Warwick Harvey, Human Resources Director of Royal Sun Alliance.
In addition, all fundraising activities are combined under the Children’s Trust of Barnardos
(for reasons that will be outlined below) of which there are six trustees, two of whom are
Council members. The Chief Executive 1s also supported by the Kaumatua, three advisers
appointed by the Maori community, who advise on cultural matters, liaise with local Maori
leaders and perform a number of representational roles.

In addition to its “welfare” services, i.e. services for children and families who are
vulnerable/disadvantaged, Barnardos also provides early childhood services to the general
public for which it charges fees. These are both group day care and family day care
(childminding) services and will be briefly described subsequently. In spite of the extent of
these services and the size of its staff, Barnardos appears to have a relatively low profile -
market research shared at the management conference indicated that Barnardos had low “top
of mind’ awareness (1%) and when asked for their three favourite charities New Zealanders






mentioned Barnardos in only 2% of answers for first, second and third favourite charity, while
none rated Barnardos as their favourite charity,

Like us, Barnardos NZ is currently also in planning mode and there was discussion at the
conference I attended on vision, values, culture, etc., as part of this process. Other issues
addressed which had echoes for me were priorities for advocacy/campaigning and designing a
new corporate identity. Some documentation relating to these issues accompanies this report.

Looking to the future Ian Calder envisages further expansion of services, especially in
managing welfare services under contract to the Children, Young Persons and Their Families
Service (CYPS) which is the national statutory authority. He sees Barnardos becoming a
major provider of services for children and young people at risk and also those who have
offended. In this regard Barnardos is currently developing, under contract, a residential
treatment centre in Christchurch, which will be a secure unit for young people who have
sexually offended. Future priorities can be summarised as

— Growing the welfare services
— Developing the funding base
— Nurturing the early childhood services
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FAMILY SUPPORT SERVICE

Visit to Mangere Family Support Service, South Auckland

South Auckland is quite a sprawling area with a large Polynesian population which comprises
a number of active and well-organised ethnic and religious communities. However they tend
to be marginalised from mainstream New Zealand society and there are significant problems of
unemployment, family breakdown, violence, parenting difficulties, etc.. The family cenire 1
visited was the base for Barnardos’ first services for children and families in New Zealand
approximately thirty years ago. It has recently been renovated and, in addition to providing a
base for family support staff, a number of parenting programmes and initiatives are run from
the centre.

It is important to note that the term family support service as used in New Zealand applies to a
specific service of support to vulnerable families, essentially of a practical nature, as opposed
to the more generic way we use it. It resembles the work of our Family Support Worker, but
without much of the more broadly based services we offer in our various projects which also
generally have a strong local community dimension. Family support in New Zealand is largely
a one-to-one goals based programme for vulnerable families. Family support workers visit
families in their homes to develop skills in parenting, family relationships, household
management, budgeting and how to use community resources. A number of group-based
parenting programmes are also offered from the Mangere centre. Notices for two such
programmes - (a) ‘Growing as Parents - a class for mothers and fathers linking child behaviour
development with child behaviour management’; and (b) ‘I’'m on the Right Track - a class for
women building confidence and dealing with difficuli feelings” - are attached.

EARLY LEARNING CENTRES

a) Mangere Early Learning Centre

Next to the Family Centre is an early learning centre which provides group day care for thirty
pre-school children and twenty infants 6 months to 2% year olds. The service is primarily for
children of working parents who pay a fee to Barnardos.

b) Cranwell Park Early Learning Centre

This service is based in a modern, purpose built centre which was developed by the local
authority and Barnardos has been contracted to manage it. Numbers of children are basically
the same as in Mangere and at the time of my visit all the 50 children attending were children
of fee-paying working parents. Where a child is referred to reasons of vulnerability, the costs
can be paid by CYPS. New Zealand has a national early learning curriculum, Te Whariki,
Early Childhood Education Curriculum Document, which forms the basis of the Barnardos
programme.
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If you have chif:!dren
and you're having problems with:

- how you deal with their behaviour

- the other adult(s) in your family |
- organising your home and family Ilfe
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- finding out vyhat help you can get

can help you change thnngs

To find out more
about this free service,
ring your local Barnardo’s office:

or ring freephoneKOBOO 222 345

Barnardos
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Working with families, caring for children
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Attached as an appendix is a copy of the very detailed information provided to parents
covering all aspects of the service offered, including fees, daily programme and sun protection

policy.

Other points

Staff:Child ratios are as follows

Barnardos National Standard
mths -2 years 1:3 1:5
years 1:7 1:10

— Funding Support is also received from the Ministry of Education according to number of
children, by age, based on attendance. There is allowance for 15 days absence, through
illness, per child.

— Parents on low pay receive a subsidy.
— Centres open from 7.30am to 5.30pm.

— There is a 12 week cycle of review for each child,






FAMILY DAY CARE

Family day care is a developed form of what we know as childminding. Barnardos recruits,
trains, supports and supervises family day carers who care for children in their own home.
The children are primarily children of working parents who pay a fee to Barnardos and
Barnardos pays the carers. The carers are not considered as Barnardos staff, however.
Currently there are over 2,000 family carers nationally who are, collectively, caring for up to
7,000 children daily.

Family day care is described as day care and early education for babies to school-age children
(including those with special needs) whose parents are working, studying, needing time-out,
under stress or experiencing difficulties. Care is provided in the caregivers home and hours
are flexible. The caregivers are trained to provide an early childhood education in a home
environment. All projects are “chartered” with the Ministry of Education. Some children are
cared for under the Family Day Care Projects before and/or after school. Parents pay
NZ$2.80 per hour (IR£1 = NZ$2.70) between 9am-3pm and NZ$3.60 outside those hours,
Carers are reimbursed by Barnardos NZ$3.20 per hour. Carers can earn up to NZ$12.80 per
hour (i.e. for four children) tax free. Parents also get tax relief on child care fees. Under the
regulations carers may care for up to four children under six years but no more than two
children under 2 years, including their own.

The statutory basis of this service is the Education (Home-Based Care) Order 1992 as
amended by the Education (Home-Based Care) Amendment Order 1998. Both of these
instruments can be accessed through the NCRC.

{(note - In the Wellington area Barnardos have developed a “Nanny Service” where the child
can be cared for in his/her own home).







If you are working or studying, or just need a break, we can care for your child.

We carefully select and train experienced parents to prowde safe, educational
childcare in their homes.

Family Day Care is for babies and chiidren of any age and for any time of day.

In some communities care can be avranged in your own home.

We would also like to hear from you if you are mrerested in being a Barnardo’s
Family Day Care caregiver.

Freephone 0800 222 345, Freepost 2091,
Barnardo’s National Office, Box 6434, Wellingt
or ring your local Barnardo's office § Barnardos
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RESIDENTIAL/FOSTER CARE

Barnardos New Zealand only provided residential care for the first time in late 1994 and, in
addition to a foster care programme, currently manages four family group homes in Auckland
where I met senior staff of their Residential Services Management Unit. Separately,
Barnardos is developing a secure Residential Treatment Centre in Christchurch (South Island)
for young people who have sexually offended.

The Residential Services Management Unit is headed by a residential services manager
supported by two senior staff, one each for foster care and famity group homes.

a) Foster Care

Barnardos foster care programme began in Auckland in 1990 and provides temporary families
and respite care for children when their families are experiencing crisis. Where possible
children are placed with extended family. Referrals come from the Children, Young Persons
and their Families Service (CYPFS) but Barnardos also accepts community/self referrals.

The Children, Young Persons and Their Families Act (1989) led to a reduction in the use of
foster care in the interests of children being supported to return to their families from care.
However the experiences in the interim has been that there is a continual under supply of
foster placements. There are a number of agencies providing foster placements but Barnardos
tend to be used first as they are seen to be most professional and effective. Barnardos is
contracted by CYPFS to provide 1,000 bed nights per month in foster care but the managers
of the service were estimating that the allocation would be exhausted by April (1999) - i.e.
12,000 bed nights would have been used in the period 1 July to 30 April. Placements are
mostly short to medium term, i.e. one night to 6 months, but twelve children have been with
their foster parents for several years.

Foster parents are paid NZ$20 (c. £7.50) per night per child/young person, or NZ$170 per
week. It is estimated that NZ$100 covers food, power, etc. while the remaining NZ$40
covers extras and basic medical care. The payments are considered to be appropriate - they
cover costs but don’t represent a lucrative income by any means. Where a child with special
needs is being placed, Barnardos can negotiate additional payments with CYPES at the outset.
There is an ongoing tension with regard to fostering in that it is often viewed as an easy job
which allows the carer to remain at home whereas the services are continually increasing
demands on them and expecting them to be more professional.

Barnardos recruits new foster parents through advertising, but finds word of mouth is more
effective. When advertising, they use “situations vacant” columns which indicates that it is
seen as a job. Many fosters parents are “solo parents” (lone parents). CYPFS have the
statutory responsibility for the children placed and Barnardos don’t have much contact with
the natural family.







b) Residential Care

The development of residential programmes by Barnardos commenced in late 1994, partly as a
response to the increasing difficulty being experienced in placing adolescents in foster care.
Barnardos now manages four family homes in the Auckland area - three generic and one
specialist. The ‘generic family homes’ are short to medium term and comprise two which are
mixed gender and one for young women. Young people are referred by CYPFS or the police
- eg. shoplifting, homeless - “unaccompanied child in need of care and protection”.

The specialist family home is for young people who have sexually offended and had just
opened on 1 October 1998 - about six weeks prior to my visit. It operates under a tripartite
arrangement between CYPFS (which has the statutory responsibility), an organisation called
SAFE (which provides therapeutic programmes for sex offenders) and Barnardos (which
manages the home). It takes up to six young people aged 13-17 years who have been assessed
by SAFE as representing a low to medium risk of re-offending. Three of the beds are
designated for Auckland and the other three for the rest of the North Island, but in reality it is
seen as a national resource. Barnardos has a right of veto over admission of any young person
if it considers the risk of reoffending is too high. The therapeutic programme runs for two
years but new admissions can join at any time. The establishment of this home was very
controversial politically and a lot of work was needed to reassure neighbours.

The model that Barnardos applies to its family homes is of staff recruited primarily for their
personal qualities as “family home caregivers” and upskilled by training provided by
Barnardos. In addition, the Residential Services Management Unit provides back-up support
and supervision. The caregivers provide 24 hour care, supported by two youth workers who
work on a rota basis. Approximately 75% of the caregivers are Maori or Pacific Islanders
which also reflects the ethnic backgrounds of the majority of children in care. The support
staff operate an after-hours duty system on a seven-week roster. CYPFS social workers
remain involved with the young people after they have been placed in the family home,
providing operational social work support to individual young people. Barnardos anticipates
further expansion of its family homes, particularly those of a specialist nature.

c) Residential Treatment Centre, Christchurch

This is a new specialist residential treatment centre for young people who have sexually
abused and is currently being developed in Christchurch. The development had been delayed
due to political controversy and local opposition but is now going ahead and is expected to be
operational in late 1999. It is effectively a secure unit and will have educational provision on-
sie.







WAIWERA FAMILY SUPPORT RESIDENTIAL UNIT

This is a short-stay residential unit which I visited, about 45 minutes north of Auckland in a
very beautiful rural coastal setting. The unit comprises five small buildings, the main centre ( a
former local school), a caretakers’ house and three cabins, each of which provides
accommodation for one family.

The service aims to provide space and respite for families under stress who are referred mainly
from other Barnardos services in the region, but may also be referred by other agencies. The
whole family comes for a period of almost two weeks (ie. Monday to Friday week). Each
morning from Monday to Friday there 1s a structured programme for two hours which may
cover issues such as parenting, child development, home management, budgeting,
relationships, etc.. While these sessions are taking place the children are cared for by the chiid
care worker. The staffing is all part-time and most live in the area where the unit is based. A
couple are employed as caretakers and they live on-site. Other than for the structured sessions
the families are largely left to their own devices, including at the weekend. This is seen as
valuable time for the families to have some space and also to enjoy the environment where the
unit is located. In addition, since there are three families on-site at a time, they often provide
support to one another.
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SUPERVISED ACCESS SERVICE, WAITAKERE

Barnardos New Zealand provides a supervised access service in many parts of the country for
children visiting their non-custodial parent when there is concern for their safety, there is a
need for help to form a good relationship with the parent, or where there have been problems
i handling access arrangements.

I met with Marie Reilly and Trish Reid, who are joint co-ordinators (20 hours per week) of the
access service in Waitakere, an area in Auckland. The balance of their work is as joint co-
ordinators of the Family Day Care Service in the area.

The service operates on Sundays from the Barnardos premises at the Cranwell Park Early
Learning Centre (see separate report on group day care). Marie and Trish operate from a
different location nearby which is where T met them. They provide the access service on
alternate Sundays. They used to provide the service on Saturdays as well but have now
dropped it as there was a fall-off in demand. Most referrals are self-referrals but others come
from third parties, eg. police, courts, solicitors. Trish or Marie carry out an assessment of
each referral and recommend acceptance or otherwise. There are detailed contracts with
accompanying guidelines between Barnardos and both the custodial and non-custodial parents
(copies are available).












FAIR (Family Advocacy and Information Resource Centre)

The Fair Centre was initially established in 1991/92 but only acquired its current name in
1994/95 when a number of developments were introduced following a visit to our National
Children’s Resource Centre by Barnardos New Zealand Chief Executive, Ian Calder, in
September 1993. The Fair Centre is based at the Barnardos head office in Wellington.
Virtually all of its work 15 conducted by phone and through the production of information
materials. As it is located on an upper floor of the building it is not accessible to callers and
indeed it is not really designed as a ‘drop-in’ service. It operates a national freephone and
over 90% of its calls come through this number.

The most obvious other difference between the Fair Centre and the NCRC is that the Fair
Centre adopts a strong advocacy role and provides a comprehensive range of information to
families on, for example, social and welfare services, financial entitlements and how to appeal
decisions, make complaints or stand up for their rights. Recent leaflets produced include
Looking After Other People’s Children, Costs in Health Care Services, Applying for a Benefit,
Rights and Appeals, Families Challenging Decisions (1 and 2) etc.. (These and others are
available through the NCRC). In addition the Fair Centre advocates at a naticnal level with
government departments and other organisations and initiates or supports research on families
and issues that affect them. Currently the manager of the Fair Centre, Mike Coleman, is
working with his Policy and Communications colleagues in developing an Advocacy Strategy
for Barnardos NZ. A paper and some further documentation on this is also available,

The Fair Centre links with other information centres and they meet regularly. It also has an
advisory group which meets quarterly. Its membership includes representatives, for example,
from the Community Law Centre and Citizens’ Advice Bureau,

Mike Coleman would like to exchange literature and publications on a routine basis with the
NCRC.

10






SERVICE POLICY GROUP

Reporting to the Director, Service Policy (to whom the Fair Centre also reports), the Service
Policy Group has responsibility for policy development for early childhood and family services;
support and advice to area managers and service delivery staff, analysis, research and advice to
semor management on strategic issues; liaison with Government departments, etc. on issues
concerning services for children and families; quality assurance processes and information; and
a national system for purchasing nursery and play equipment and advice on equipment safety.
The Service Policy Group comprises a manager, three national advisors and a purchasing
officer. It is important to note that they have responsibility for internal policy development
(eg. ratios, standards, procedures, curricula) as well as external policies where they seek, for
example, to influence Government policy and provision.

11






COMMUNICATIONS

Barnardos New Zealand appointed a new Communications Advisor, Jeremy Harrison, in mid
1998. He has now prepared a draft communication plan 1998-99, a copy of which is available.
In implementing it, he faces a number of challenges which are all too familiar to us. He has
identified that Barnardos New Zealand has

o high level brand awareness
o confused brand identity
» low brand understanding

His priority is to establish a simple and understandable brand identity in the public mind. To
this end he is recommending that the Barnardos brand be clearly defined, that a simple and
catchy descriptor (strapline) be developed, and that the links between Barnardos and the
Children’s Trust of Barnardos be defined. In promoting the brand identity he proposes to use

advertising

public relations and advocacy campaign
promotional and information publications
events and exhibitions

12







CHILDREN’S TRUST OF BARNARDOS (NEW ZEALAND)

All of Barnardos New Zealand fundraising activities are now grouped under the Barnardos
Children’s Trust. The Director of Fundraising, Catherine Pirie, is Director of the Trust. The
Trust was established in November 1997 to counteract confusion in the public mind about
Barnardos need for funds. Barnardos was a large organisation with diverse services but had a
low level of public awareness. What awareness there was, perceived Barnardos as a provider
of early childhood services for which it was paid, either by parents or by the Government. The
establishment of the Trust effectively separates the early childhood services from the welfare
services and allows a more focused approach, centred around the common theme of poverty,
to be developed.

The Trust is governed by a trust deed and it is an entity within Barnardos. The Director
reports to the Chief Executive of Barnardos NZ but also has a Board of Trustees which
includes the President (Chairman) and Vice-President of Barnardos. The trustees inform the
Council of Barnardos about their activities and there are two meetings a year between the two
sets of trustees. Currently the Trust has six trustees and the intention 1s that this will rise to
eight. The criteria for inviting one to become a trustee are that they are wealthy, relatively
high profile and/or have significant networks which they are prepared to leverage on behalf of
Barnardos, It is hoped to improve on the geographical spread of the current trustees, four of
whom are from Wellington, with one each from Auckland and Christchurch.

Strategies that are now being pursued include increased targetting of the corporate sector,
direct marketing, annual appeal days and development of legacy income. Particular emphasis
is being given to the development of direct mail donors while the national annual (house to
house) appeal is being supported by television advertising.

Corporate Sector

The Children’s Trust has now appointed a Business Development Manager, Laurian George,
whose task is to raise its profile within the corporate sector. Major sponsors to date include
Shell NZ who sponsor the Annual Appeal, and NZ Cricket. Shell also sell Children’s Trust
rock candy at their outlets. A snack box company donates a percentage of sales in companies
to Barnardos, while referrals of customers to car dealers and estate agents produces a
percentage commission to Bamardos. A supplier of office equipment is giving 10% of his
monthly income to Barnardos. A book publisher is giving a percentage of sales on parenting-
related titles to Barnardos in return for an endorsement, 1.e. “as recommended by Barnardos™.
A bus company donates a percentage of monthly ticket sales to Barnardos.

Legacies

Lorraine Milne has responsibility for the development of legacy income and has commissioned
a report on a strategic approach to its expansion from a commercial consultant which she
shared with me. She is in the process of producing a legacy leaflet and a promotional video
which she agreed to send me when ready. Essentially the strategy operates on the basis of
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stgning people up to a “club” - which recruits potential donors in each area. Each local branch
is supported by a volunteer, for example, a former member of Barnardos staff, and they
organise local events, talks, etc. The concept is that when you leave a legacy, you are simply
giving away money you no longer own, and you have the opportunity to do something useful
for your community. Also, legacies don’t have to be large - even the equivalent of £100 is
useful - especially if you get enough of them! And in that respect Lorraine is determined to
start with Barnardos own staff.

Trusts

In addition to her responsibility for legacies, Lorraine has also had responsibility for more than
ten years for trust income. All applications go through her and she has built up an impressive
amount of expertise in this area. Each application has to be customised for each potential
target, eg. on service or geographical grounds, etc.. It is important to be informed about
closing dates and decision-making processes of all trusts. It is also worth pursuing trusts that,
while they make only small grants, they may give them every year.

Direct Marketing

Ellen McKee-Voller is responsible for the direct marketing programme which is increasing in
importance as an income source. They have 30,000 on their database, of whom approximately
8,000 are parents or caregivers. They are not found to be particularly profitable - they
contributed about NZ$8,000 (c. £3,000) last year. Barnardos rent mailing lists, segmenting
high socio-economic areas and also do leaflet drops in these areas. Each year they issue two
“hard asks” - appeal letters - and two “soft asks” - the Barnardos Voice newsletter and other
literature - to those on the database. They are trymg to convert their regular donors to a
donor pledge scheme which is effectively direct debit. In order to build donor affinity and
loyalty they have established a number of clubs or groups - eg. Child Promise Partners,
Carrots Club, Gold Leaf Club.

Barnardos NZ have agreed a system of automatic swaps of all literature, mailings, etc. with
Barnardos UK. They have discontinued their own mail order operation due to difficulties with
stock control but they have quite a substantial Christmas Card operation based at the rear of
head office which I visited - mid November was their peak season due to the number of cards
New Zealanders send abroad by surface mail. They would also be interested in exchanging
Christmas and catalogues/brochures with us.

Celebrities

The Children’s Trust also has a member of staff, Alannah Kalafatelis who has responsibility for
the recruitment and management of celebrities who are willing to be associated with
Barnardos. She sees them as ‘bait’ to attract public and media attention and add flavour to
events. She is developing a database of people who have a public profile and are prepared to
use it for Barnardos benefit. It is important to have a significant number of celebrities in order
to accommodate their work schedules and to ensure that none are subjected to excessive
demands. This is also a reason for them to be co-ordinated nationally although, where
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appropriate, the main link with a particular celebrity may be the local fundraising development
co-ordinator who is also empowered to create a local VIP supporter network. Retention of
celebrities is important and to this end it is essential that their experience of Barnardos is that it
is professional, respectful and fun. Celebrities are used both to highlight service delivery and
fundraising events.

15






CHILDREN, YOUNG PERSONS AND THEIR FAMILIES SERVICE (CYPFES)

1. Meeting with Ms Pam Philips, Manager, Practice Policy, Child Care, Protection
and Youth Justice at the Department of Social Welfare (Children, Young
Persons and Their Families Service), Wellington

The origins of New Zealand’s child protection and juvenile jusiice legislation, the Children,
Young Persons and Their Families Act 1989 can be traced back to the early 1980s when
growing dissatisfaction with the existing legislation coincided with the growth in demand for
self-determination by the Maori community and a recognition that Maori children and young
people were over-represented within the care system.

The new legislation and the structures established to implement it combine care and protection
with youth justice in order to ensure a coherent approach, while recognising that differences
do exist. In this meeting we concentrated largely on the youth justice aspects - the care and
protection dimension was explored in a separate meeting which is reported on subsequently.

Where the police are aware of a crime and suspect a young person of being responsible, in
80% of cases the matter is dealt with informally - by way of a warning. 10% are arrested and
must appear in court within 24 hours, and a similar proportion (10%) are referred directly for
a Family Group Conference (FGC). It is interesting to note that when the legislation was first
implemented (in 1990) referrals for FGCs outnumbered those to the Courts by 4:1 - now they
are effectively equal. Family Group Conferences are arranged by FGC Co-ordinators of
whom there are 65 nationally, who collectively organise 6,500 FGCs a year, Where the police
request a FGC, one must be held. Where a young person is arrested and appears before the
Court, the Court can direct that a FGC be held.

A central plank of the system is that rather than a young person being asked to plead “guilty”
or “not guilty”, they are asked whether they “deny” or “do not deny” the charge. Where it is
denied, the matter goes to trial by the Court. If 1t 1s “not denied”, a FGC is generally held.

The FGC Co-ordinator is employed by the CYPFS and in their selection account is taken of
their life experience, personality and training. Most are social workers but they may be
teachers, youth workers, etc.. Ms Philips felt that training as mediators was most valuable and
felt that social workers are not always the most appropriate as co-ordinators as they can often
expernience conflicts regarding their role.

The timeframes for holding Family Group Conferences are set in law. Where the request
comes from a Court, it must be held within 14 days. A referral from the police indicating
“intention to charge” requires a FGC to be held within 21 days. FGCs are not seen as crisis
work - they are all planned - but Ms Philips conceded that there have been problems of
management which have led to processing delays within these timeframes. If the delay is
excessive, the case can collapse.

Those who are entitled to attend the FGC are the young person, his/her family, the police and

the victim. Others can attend to give information, etc. but are not part of the decision-making
process. Importantly, following an amendment to the legislation in 1994, victims are no
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longer part of the decision-making process. In practice, where there is a lone parent, there can
often be resistance to the involvement of the non-custodial parent (or his/her family) in the
FGC. Family/Whanau is defined as widely as possible and can include anyone with whom the
young person has a psychological/femotional attachment, eg. neighbour, teacher, mentor, etc..
Victims may be accompanied by a support person or they can send a representative which is
increasingly the case - and it can include a representative of their insurers. The Co-ordinator
links with all members and consults with the police regarding the time and place of the FGC.
It is considered good practice for the Co-ordinator to speak with the young person and also to
establish the young person’s commitment to the decision. Tt is found that FGCs too often
focus on the adults present rather than the young person - it is important to emphasise that
they are there, not as adults, but in the context of their relationship to the young person.
The Co-ordinator composes the decision of FGC in the first person, eg. “Iwilido ........
Co-ordinators work between 8am and 6pm. However it is recognised that there is a need to
improve the facilitation of attendees by having more FGCs at night and at weekends. There is
staff resistance to this but it is seen by management to be essential if commitment to the FGC
concept is to be demonstrated.

Equally, it is seen as important that the venue of the FGC be considered neutral. In this
context Ms Philips agreed that it would be difficult to see a police station as being neutral,
However in her experience there can be tensions between what families and victims want and
she feels that too many FGCs are still being held in CYPFS offices. If the young person is
referred for FGC by the Court, they will always have a ‘Youth Counsel’. Very few cases are
defended (i.e. where the charge i1s “denied’).

Main features of FGCs in youth justice cases

¢ the charge is ‘not denied’

e victim input - they are usually looking for justice and sometimes very angry - “why me?”

» family and young person - are entitled to private time - Co-ordinator has to be proactive as
some families (particularly Samoans) can be very unassertive

e planning of the FGC is critical

e agreement is essential - achieved in 88-90% of cases. The Co-ordinator must agree with
the decision as being fair and equitable. It has to be concrete, with specific timeframes

» responsibility for implementation of the decision is on the young person and his/her family
- not on CYPFS

o there also has to be agreement on any funding implications of the decision and any person
whose participation in its implementation is required must so agree

Insofar as FGCs’ purpose is to deal with the offence, they may be said to be effective,
Problems have been reported, however, in cases involving serious or repeat offenders. Forty
five young people who had had at least six FGCs over a period of 212 years were reviewed and
it was concluded that, without FGCs they were likely to have had at least as many court
appearances - i.e. the FGCs may not be effective in such cases but they are not any less
effective than any alternative. In practice the experience has been that where Courts have
disposed of cases the sentencing has been very light - but the threat of going back to Court is
the main sanction available to the FGC - and it tends to work.
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The New Zealand experience suggests that, in dealing with youth offending, there must be
immediate consequences - no matter how petty the offence. Good information is essential if
the FGC is to be effective and ail participants need to be clear about each other’s role.

“Young Persons’ are defined as 14-17 year olds (age of criminal responsibility) and it is
considered that the current system is generally effective. However in the case of child
offenders (i.e. aged 10-13 year olds) Ms Perry feels that they are not being as effective as they
should. There is currently a working committee on improving standards of practice. This is
where there 1s an interface between youth justice and care and protection considerations. The
current feeling is that the provision of care and protection services in the case of young
offenders needs to be reformed and, in particular, they are looking for ways to give more
information to FGCs where there are other relevant issues - eg. drug/alcohol abuse, family
violence, sexualised behaviour, etc.. Risk and needs assessment procedures and skills need
improving and intervention needs to be more targeted. There is probably too much
differentiation between care and protection, on the one hand, and youth justice on the other
and 1t needs to be recognised that, in a significant number of cases, there will be an overlap
between the two systems.

The police should not refer child offenders for a FGC unless they believe there are real care
and protection issues or because of the sertousness of the offence.

It is important to note that while the child’s ‘best interest” is the key consideration in care and
protection issues, it is not the only one in the youth justice system where the child/young
person’s interest has to be balanced with the public interest. For this reason New Zealand
entered a reservation to this effect when ratifying the UN Convention on the Rights of the
Child.

Except in situations where there is concern for the immediate safety of the child, in care and
protection proceedings or in voluntary care proceedings the social worker (from CYPFS or
another agency) refers the case for a FGC - this is to avoid a situation where a child is
admitted to care on the basis of only one person’s opinion. Each of the relevant participants at
a FGC has to agree that the child is in need of care and protection.

Note 1 I learned at this meeting that Frank Fahey TD has arranged to send his draft juvenile
justice legislation to Ms Philips’ boss, Mike Doolan, whom he met on his recent visit,

Note 2 Under the New Zealand system cabinet responsibility in this area rests with the
Minister of Social Welfare (Roger Sowry MP) who funds and monitors service
provision. The Director-General of Social Welfare, Margaret Bazley, has
responsibility for the implementation of programmes and services designed to achieve
the outcomes desired by government. Since 1992 the Department of Social Welfare
has been organised into four business units all reporting to the Director-General, as
follows:

e NZ Community Funding Agency - funds community groups and monitors use and effects

of such funding. (it also purchases services from agencies like Barnardos on behalf of
CYPEFS - however it is now being disbanded and absorbed into CYPFS).
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e NZ Income Support Services -income support/maintenance. (This has recently been
restructured to combine employment and income maintenance programmes - Working and
Incomes New Zealand or “WINZ’).

¢ Social Policy Agency - advises government on social policy matters.

¢ Children, Young Persons and Their Familtes Service - provides programmes and services
associated with care and protection, youth justice and adoption.

The Children, Young Persons and Their Families Service (CYPES) is headed by a General
Manager who reports directly to the Director-General of the Department of Social Welfare
who reports, in turn, directly to the Minister of Social Welfare. All children taken into care
are removed in the name of the Director-General. The country is divided into 14 areas of
management, each headed by an Area Manager.

See attached organisational chart

2. Meeting with Ms Shona Flynn, Chief Social Worker, Auckland Care and
Protection area of management

In most areas of New Zealand, the care and protection and youth justice responsibilities are
combined under one area manager. However due to the size of Auckland (population 1
million +) they are separated. Shona has responsibility for care and protection matters. She
finds that the distinction can be arbitrary - a sigmficant number of youth justice cases have 2
care and protection dimension. Auckland is divided into 7 care and protection “site offices’.
In response to the identified difficulty for the public in knowing which was the appropriate
office to contact to report a concern about a child, a Call Centre was established in late
October 1997 and had been operating just over a year when I visited.

Essentially the Call Centre receives all referrals/reports relating to child protection concerns in
the Auckland area. There is a single, freephone number so callers don’t have to worry about
finding the appropriate office. It also relieves some of the pressure on local offices in terms of
duty social workers. However, not entirely, as will be seen below.

The Call Centre is staffed by telephonists (5) and social workers (8), with two more to
commence shortly. Calls are answered by the telephonists but passed to a social worker if
they establish the caller wants to make a report or to talk to a social worker. Protocols have
been established for dealing with reports and CYPFS have powers to force disclosure of
relevant information where there are reasonable grounds for concern regarding the well-being
of a child. There is no mandatory reporting in NZ - there had been a major national debate
culminating in a vote in parliament in 1995 which rejected it.

It has been found that the Call Centre 1s an efficient way of receiving dealing with and
distributing reports on children at risk. It operates on the basis of sophisticated technology.
All calls are electronically controlled and timed and performance is automatically measured
against pre-set standards - e.g. the policy is to clear all work each day (in practice at least 90%
is cleared), 80% of calls are to be answered within 20 seconds (routinely bettered) and they
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aspire to not losing any calls (in practice they lose a few each day). The day’s performance is
continually flashed on a screen which can be seen by all staff and detailed up-to-the-minute
reports can be printed at the touch of a button at any stage of the day. The Call Centre
operates from 8.30am to Spm at which time calls are routed to a private call centre run by a
security company who call out social workers from home, if required.

The social workers in the Call Centre take the information and categorise into pre-set levels of
seripusness - each of which have a standard set response. For example, where a child is
reported to have been hit on the head or face, it requires a same-day response. The social
workers are not responsible for investigation - where required, they pass on the information to
the appropriate area office. (This suggests there must always be a social worker available in
the local offtce to respond). Not every call results in a notification - some callers are looking
for reassurance, information, advice, etc.. All of the social workers in the Call Centre are
qualified and experienced - it is not considered a training ground.

The Call Centre was established in the expectation of further expansion - and currently a
working party is considering expansion geographically, rather than hours of operation. This
may include coverage of the north of the North Island, but with a potential range of 500km,
they have to consider the implications of the lack of local knowledge on the part of the
recipient of the report.

The experience of the first year’s operation of the Call Centre suggests that there is a much
improved service to the public at the first point of contact. However it appears, if anything,
that the Call Centre has actually increased the workioad at the local site offices. The system
requires that there is a social worker available in the site office to respond to a report from the
Call Centre - yet because they have not been the first point of contact they feel distanced from
the calier. Also the system involves sending a letter of acknowledgement to the person
making the report so there is more paperwork. While most of the genuinely critical cases are
dealt with very speedily, others can take days, weeks or even months to follow up.

In addition, people are still inclined to make contact with their local office. An analysis of
notifications to one local office showed that 37 were received directly and only 8 via the Call
Centre!

CYPFS commissioned a report on the Call Centre from Deloittes (Australia) which was very
favourable but suggested some finetuning which is now being implemented. They interviewed
people making notifications - it might have been more relevant to evaluate the effectiveness of
the follow-up after the notification had been made.

There is no Childline in New Zealand but an organisation called Lifeline, which provides a

helpline for people contemplating suicide, has established a Kidsline service ~ which is
receiving calls from children.
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CONCLUSION

My visit to Barnardos New Zealand was most rewarding and undoubtedly will lead to closer
contacts and exchanges of information in the future. All colleagues I met were exceptionally
welcoming and generous with their time and expertise.

Inevitably, it was not possible to meet with or visit all aspects of Barnardos - for example, 1
did not have an opportunity to meet with colleagues providing the adoption or bereavement
counselling services or to have indepth meetings with their finance or human resources
personnel. I know that our AAS staff have contact with Barnardos NZ colleagues from time
to time and there 1s the opportunity to develop links with other services and functions -
certainly all the indications were that they would greatly welcome contacts from Barnardos
colleagues in Ireland.

Finally, I was able to acquire a substantial amount of reports, leaflets, booklets, posters and
videos both relating to Barnardos and the legislation, structures and services for children and

young people in New Zealand. These have now been deposited in the NCRC and may be
accessed there.

OWEN KEENAN
Chief Executive

January 1999
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