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Foreword

Dear Colleagues, However, despite the challenges faced

in 2017 there has been tremendous
growth and progress across the Agency.
2017 started with us receiving additional
welcome investment based on a credible
business case submitted to the Department
of Children and Youth Affairs (DCYA)

in order to grow and develop the
organisation. The pace of change, now
that we are in our second year of investing
in our support services and our self-
sufficiency, is particularly evident in areas
such as Information Communications
Technology (ICT), the Programme
Management Office and Communications
as follows:

2017 has undoubtedly been the most
challenging year yet faced by the
Agency, predominantly because of an
unprecedented level of external scrutiny
including a programme of inspections
and investigation by Health Information
and Quality Authority as well as a
Tribunal of Inquiry, Commission of
Inquiry and investigations by the Data
Protection Commissioner, Ombudsman
and Ombudsman for Children. The
Agency was also requested to appear on
numerous occasions before the Public
Accounts Committee and Joint Oireachtas

Committee on Children and Youth Affairs.
@ Tusla recruited our first dedicated

The impact of this scrutiny on the Agency’s Director of ICT who has developed a
capacity to maintain business as usual robust three-year strategy across six
services while addressing the demands of themes: applications, infrastructure,
the various inquiries cannot be understated data management and analytics,

as it drew significantly on frontline child service delivery, service strategy and
protection services and core supporting increased capability.

resources. This was also in the context of e The establishment of the Programme

increasing demands as evidenced by the
highest number of referrals yet received
in a single year by the Agency i.e. 42,446
referrals received by the end of October
2017 and trending to be in excess of
50,000 by year end in advance of knowing
the impact of mandatory reporting under
Children First legislation.

As well as a requirement to prepare for

the introduction of mandatory reporting
under Children First legislation the Agency
was required to respond to legislative
changes within adoption information and
tracing and aftercare. The social context
within which Tusla operates also changes
constantly with new demands emerging
e.g. arising from homelessness, addiction
and mental health. In 2017 we also
responded to the crisis of unaccompanied
minors living in unofficial refugee camps in
Calais, at the Minister’s request.

Management Office, which is now fully
resourced, has been a key achievement
for the Agency. The Programme
Management Office is the engine
behind the Transformation Programme
which will see the implementation

of the Child Protection and Welfare
Strategy, Children First Legislation,
Alternative Care Strategy and
Prevention, Partnership and Family
Support programmes as well as other
key supporting programmes required
by the Agency to ensure self-sufficiency
e.g. the ICT strategy, Human Resources
(HR) strategy, commissioning, and
organisation and cultural reform.

The communications unit is showing

a similar pace of progress since the
recruitment of Tusla’s first Head of
Communications who has embarked
upon a programme of reactive,
proactive and strategic work both with
internal and external stakeholders.



e Within operations, the Chief Operations
Officer-led on a number of initiatives
to enhance service quality and to
improve governance and oversight
including the introduction of service
improvement teams to address the
backlog of cases of retrospective
allegations of abuse; the roll-out of
leadership training for area managers
and service directors; development of
national, regional and area frameworks
for the provision of psychology and
therapeutic interventions including
review of therapeutic services for special
care, roll-out of Creative Community
Alternative Programme to prevent
children coming into care and the
continued roll-out of Prevention,
Partnership and Family Support and
Meitheal which seeks to provide services
in a co-ordinated, multi-disciplinary
framework with a focus on early
intervention and prevention.

The Agency has not been blown off course
by the challenges faced in 2017 but has
grown and progressed and this is not just
evidenced in our achievements but also in
the feedback and support received from our
staff and other key stakeholders. We have
recently completed our second staff survey
where I invited additional feedback from
staff directly to my email address and it has
been overwhelmingly positive. I have also
met with staff both in their work setting
and at various work-related conferences
and events and again the feedback is almost
without exception constructive and positive.

The 2018 Business Plan is the detail of the
first year of the new three-year Corporate
Plan for 2018—2020 which incorporates
themes of participation, power sharing and
responsibility. It is based on principles of
maximising family’s dignity and self-respect
by giving them as much power, choice,
control and responsibility over their own
lives as is possible.

Foreword

Service delivery and the integration of
national approaches to all Tusla services is
a core strategic objective under the Child
Protection and Welfare Strategy and our
new national approach to practice, Signs of
Safety. However, this whole system change,
which is critical to the future of the Agency,
takes time and requires a robust and
healthy organisational culture upon which
to build.

The Agency will support its people to
develop skills including decision-making,
conflict resolution and critique which
guide how we relate to each other, how

we collaborate and how we challenge

each other to create even better solutions.
Ultimately this will be what defines Tusla’s
culture.

It is therefore with great optimism that I
look ahead to 2018 and to building on the
growth and progress seen in 2017.

In summary, while the challenges this

year have not been insignificant, there is
clear evidence of major achievements and
progress despite those challenges. I retain
pride in the Agency and, like the majority
of our staff, service users and stakeholders,
am confident it will continue, undeterred,
on the transformation journey towards its
renewed vision and mission.

@um@m\

Fred McBride
Chief Executive
Tusla — Child and Family Agency
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Introduction

Tusla — Child and Family Agency was established on the 1st of January, 2014. The Agency
operates under the Child and Family Agency Act 2013. Business Plan 2018 is the first
business plan to be issued under the second triennial cycle for the Agency’s Corporate Plan
2018-2020. The Agency has responsibility for a wide range of services that fall under the
overarching frameworks for child protection and welfare services, alternative care strategy,
prevention, partnership and family support services and educational welfare services.
Business Plan 2018 outlines the service activity that is planned for the coming year.

Business Plan 2018 and Performance Statement

In accordance with Section 46 of the Act, it is required that the Agency presents its
Business Plan to the Minister within 30 days of the issuing of the Performance Statement
by the Minister for Children and Youth Affairs. Business Plan 2018 is underpinned by
the Corporate Plan 2018—2020, the Agency’s performance information and also takes
into account the direction provided in the Performance Framework and the Performance
Statement issued by the Minister.

Progress in 2017

During 2017 there was significant progress made by the Agency against the priorities in
Business Plan 2017. A snap shot of some key service developments is provided below to
illustrate the level of progress made:

e A 10% reduction in unallocated cases in 2017.

e Establishment of review, evaluate, and direct teams to maintain oversight of
unallocated cases.

e Revision of duty and intake processes and implementation of a new referral
prioritisation system ready to be rolled out to all areas in 2018.

e Introduction of service improvement teams to address the backlog of cases of
retrospective allegations of abuse.

e Service improvement plans developed in response to Health Information and
Quality Authority inspections.

e Development of quality standards for domestic, sexual and gender-based
violence services.

e Further embedding of Prevention, Partnership and Family Support nationally —

75 child and family support networks operational, participation strategy completed,

900 participants trained in participation training and further roll-out of Meitheal.

Provisions of Dublin Region Homeless Executive Protocol extended nationally.

Recruitment of key director and head of services’ posts.

E-learning programme for Children First developed and available to all staff.

Implementation of the Quality Improvement Framework.

Implementation of Code of Practice for the Governance of State Bodies 2016.

Sign off of joint Health Service Executive (HSE)/Tusla disability protocol to

ensure a cohesive response to children in care with a disability.

Governance and leadership training for all area managers and service directors.

e Development of national, regional and area frameworks for the provision of
psychology and therapeutic interventions including review of therapeutic services
for special care'.

e Roll-out of Creative Community Alternative Programme to prevent children
coming into care.

e Roll-out of National Child Care Information System in nine Tusla areas.

1. There will be engagement with the DCYA on the development of Therapy Services.
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Content of Business Plan 2018

The introduction chapter presents the context of the Corporate Plan 2018—2020 and
the overarching policy and legislative framework within which the Business Plan 2018
has been prepared. It also sets out the risks and the planned mitigating actions that the
Agency will implement in order to deliver on its priorities.

Chapter two outlines the key metrics and demographics on the basis of which the Agency’s
services are planned, delivered and monitored. Chapter three, the financial framework,
presents the funding that is available to Tusla for 2018. The HR workforce planning
chapter (chapter four) explains the recruitment plan to support the Business Plan 2018.
The remaining sections are set out in chapter five (Delivering on Corporate Plan Year One)
and are structured using the seven strategic objectives from the Corporate Plan.

They provide specific information on the actions that the Agency has committed to
for 2018.

The following have been identified as the overarching strategic objectives:
1. Integrated support and services;

Regulatory functions;

Quality, evidence-informed and measurable;

Relationship, collaboration and communication;

Policy and Legislation;

Corporate services;

N oo s e

People, culture and learning.










1.1 Overview

Tusla — Child and Family Agency was established on 1st January 2014 and is responsible
for improving well-being and outcomes for children. Through a process of comprehensive
reform of services for the development, welfare and protection of children and the
support of families, it brought together over 4,000 staff who were previously employed
within Children and Family Services of the HSE, the National Educational Welfare Board
and the Family Support Agency.

Tusla has responsibility for the following range of services:

Child protection and welfare services, including family support services;
Family Resource Centres and associated national programmes;

Early years (pre-school) inspection services;

Educational welfare responsibilities including School Completion Programmes
and home school liaison;

Domestic, sexual and gender-based violence services;

e Services related to the psychological welfare of children.

1.2 The Business Plan 2018 Context

The Business Plan 2018 is the first business plan of a three-year cycle based on the
Agency’s Corporate Plan 2018-20. It represents an exciting period for the Agency as it
embarks on the first year delivery of its second Corporate Plan.

This section provides the context in which the Business Plan 2018 is prepared. The style
and structure is aligned to the Corporate Plan using its strategic objectives to set out the
Business Plan 2018 actions.

1.3 Corporate Plan 2018-2020

In accordance with Section 41 (Child and Family Agency Act, 2013) Tusla has prepared
its second Corporate Plan. The Corporate Plan has been developed in response to the
high level priorities set out in the Performance Framework issued by the Minister to the
Agency. The Corporate Plan has also provided the opportunity for the Agency to renew its
vision, mission, values and behaviours in consultation with its stakeholders and to set out
its strategic objectives for the next three years.

Seven high level Strategic Objectives have been identified in the Corporate Plan to guide
the work of the Agency for the next three years. Each Strategic Objective is underpinned
by a set of Corporate Plan actions that will be achieved through the accomplishment of
Key Performance Indicators (KPI). Business Plan 2018 has been planned based on the
Corporate Plan actions and on the outputs required to achieve the KPI's relevant to 2018.

Figure 1 provides a summary of the Corporate Plan 2018—2020 key components including
Our Vision, Our Mission, Our Values and the seven Tusla Strategic Objectives.




Figure 1: Corporate Plan Summary 2018—2020

Our Vision

An Ireland that is committed to the
safety and well-being of children,
young people and families.
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Tusla’s
Strategic
Objectives
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Our Mission

Working together to provide
good quality, supportive services
to achieve better outcomes for
children, young people,

families and communities.

Our Values
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EMPATHY

Integrated
Supports and
Services

Regulatory
Functions

Quality,
Evidence-Informed
and Measurable

Relationship,
Collaboration and
Communication

Policy and
Legislation

Corporate
Services

People, Culture
and Learning

WORKING
TOGETHER

INTEGRITY

To implement integrated Agency-wide
approaches to all Tusla supports and services,
with clear responsive pathways to achieve
better outcomes.

To regulate services consistently and
proportionately using Quality and Regulatory
Frameworks to ensure compliance and drive
improvement and services for children.

To ensure Tusla provided and commissioned
services are safe, well-led, evidence-informed,
outcomes focused and measurable.

To develop collaborative relationships, participative
practices and effective communications with all key
stakeholders to provide a co-ordinated approach
to the delivery of services.

To support and inform government policy
and legislation through the development and
coordination of Tusla policies, strategies,
programmes and frameworks.

To ensure corporate services (estates, finance,
governance, HR, ICT, legal) are effective in
supporting the delivery of Tusla services.

To empower our people by continuing to
grow and develop a values-based culture and
learning organization.
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1.4 National Policy and Legislation

In line with statutory requirements under the Child and Family Agency Act, 2013, the
Performance Framework (Section 41) and the Performance Statement (Section 44)
provide the Agency with policy guidance, direction and prioritisation parameters in the
preparation of its annual business plan.

Child protection, welfare and alternative care policy is based on a legal framework provided
primarily by the Child Care Act 1991 and the Children First Act 2015. In 2017, a number
of key legislation and government policy areas were developed that have clear relevance
and significance to the work of Tusla. Key areas include, The Children First Act 2015, the
Child Care (Amendment) Act 2015, The Children and Family Relationship Act 2015, and
two significant pieces of legislation in respect of adoption, the Adoption (Information

and Tracing) Bill and the Adoption (Amendment) Act 2017. In addition, consultation has
also begun on the School Admissions Bill and the review of the Child Care Act 1991. Tusla
commits in 2018 to ongoing consultation processes in respect of the review of the act and
how this review can support the ongoing reform by the Agency including engagement with
Senior Management Teams and regional consultation with frontline staff.

The new developments have led to a number of important policy changes relating to

the publication of a revised DCYA Children First Act 2017, the development of a suite of
Tusla Children First policy documents, the publication of a revised Tulsa Aftercare Policy,
publication of the School Attendance Strategy Guidelines and actions relating to the
review of Delivering Equality Of Opportunity in Schools.

Tusla has also played a key role in supporting wider government policy and strategies in
the areas of Traveller/Roma, disability, young carers, drugs, migrants, research and data,
domestic, sexual and gender-based violence services, suicide prevention, and lesbian, gay,
bi-sexual, transgender and intersex. Once finalised, we will implement the agreed actions
identified in the relevant implementation plans.

In 2018, Tusla will continue to participate as part of the Youth Justice Action Project
inter-agency implementation team for children detention schools and youth justice
services. A sub group has been established with a view to developing further protocols in
relation to the interaction between the children’s residential care services and An Garda
Siochana. This group’s work will form part of the 2018 work plan for the Youth Justice
Action Project group and there will be widespread consultation with all parties.

The second corporate plan phase of 2018—2020 will coincide with the implementation
of the Child Protection Welfare Strategy which was launched in May 2017. The strategy
is a creative and innovative framework for the implementation of a whole system reform
of child protection and welfare services. It is designed to address the legislative and
policy requirements, critical systems learning and delivery of the changes the Agency
has identified for reform. The Corporate Plan 2018—2020 also provides an opportunity
for the Agency to integrate the Child Protection Welfare Strategy with other key
strategic programmes currently being implemented or in development including the
mainstreaming of Prevention, Partnership and Family Support, the soon to be published
Alternative Care Strategy; and alignment with other service areas such as domestic, sexual
and gender-based violence services and education welfare services.

The Agency continues to be committed to a strong prevention, participation and evidence
informed agenda. The best response to children and their families comes through co-created
solutions that keep children as our central focus, ensures that our responses are timely and
proportionate, and that we use our resources effectively within an evidence-informed and
learning environment.




Introduction

1.5 Overview of the Agency

The Agency is comprised of seven directorates under which 49 service delivery units
have been identified through which the actions from Business Plan 2018 will be
delivered. A full list of the service delivery units with the statement of purpose for each
one is outlined below.

Office of the Chief Executive Officer

Office of
the CEO

Corporate
Services

The Office of the Chief Executive Officer (OCEO) is responsible for all the functions
and activities of Tusla which aims to achieve improved outcomes for children and their
families.

Corporate Services has responsibility for Health and Safety, Data Protection, Freedom of
Information, Parliamentary Affairs and Emergency Planning.

Communications is responsible for leading the development of Tusla’s brand through

all communications accountabilities. It aims to position the Agency as the reputable
dedicated state Agency for the protection and well-being of children and families and to be
the primary source of information for child protection and welfare.

The Child Protection and Welfare Strategy office provides a special advisory function to
inform long term strategic planning and the development of key policy actions relevant to
child protection and welfare services.

The Policy and Research office provides a specialist advisory function to the CEO and
senior management team to inform long term strategic planning and the development of
key policy actions to achieve the organisation’s strategic objectives. In addition it manages
and coordinates all research activity across Tusla.

The Strategy Planning Unit provide strategic planning support, systems and processes for
the development and management of the triennial corporate and annual planning cycles.

The Programme Management Office is a centralised, coordinating PMO function within
Tusla that provides a focal point for the field of programme and project management as
well as monitoring, supporting and governing the Transformation Programme.

Adoption Services aim to provide children with eligible and suitable families through
adoption and provides information, counselling and support for members of birth families
who have been separated through adoption and historical care arrangements. Adoption
Services also facilitate contacts through information and tracing where all parties consent.

Information Communications Technology

ICT Applications

Data
Management
and Analytics

ICT
Infrastructure

ICT Service
Delivery

ICT Strategy
and Design

The ICT Applications function is to source and develop innovative applications that
support the work of Tusla and assist staff in maximising the use of technology to work
efficiently and effectively.

Data Management and Analytics support Tusla in obtaining the data analytics and
visualisation required for evidence based planning, policy development and programme
evaluation as well as gaining administration efficiencies by implementing data
management best practice.

The role of ICT Infrastructure is to ensure Tusla develops and maintains a technical
infrastructure that is secure, highly available and fit for use; and provides users with
the devices and connectivity required to enable users to access readily the systems and
information they require where and when they need it.

The function of ICT Service Delivery is to expand Tusla ICT to become self-sufficient in
the delivery of ICT services based on ICT service best practice and establishment of a
quality driven service delivery function providing users with the ICT devices, systems
and support they require to efficiently perform their role.

ICT Service Strategy and Design function focuses on business relationship management,
innovation, strategy, service improvement, policy and compliance, portfolio management,
information security and risk management.
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Quality Assurance

The Office of the Director of Quality Assurance and Regulation is responsible for
Office of continuous improvement and efficiencies across systems, operations and processes.
the Director The office works with the directorate management team to ensure necessary focus on
of Quality quality and safety of service delivery, supporting corporate system development and
Assurance implementing learning and recommendations from reviews. It works across the Agency
and with external stakeholders to inform practice and decision-making.

The National Quality Assurance and Monitoring Team provides internal assurance
to the Tusla Senior Management Team and Board that services are being delivered in
accordance with standards, regulations and legislative requirements, and that service
improvement activity takes place in response to reviews of services undertaken.

Quality
Assurance
and Monitoring

The Alternative Care function is responsible for the regulation of alternative care
settings for children who cannot live with their families. The goal is to deliver purposeful
intelligence-led regulation with a view to service improvement in contracted services. In
addition, the aim is to assist Tusla in its responsibilities to oversee and quality assure all
commissioned services.

Alternative
Care

The Alternative Education function is responsible for the regulation of provision for
education in places other than recognised schools. Its function is to make assessment

of the suitability of applications against ministerial guidance, in order to determine if a
child can be placed on the statutory register of children educated outside of a recognised
school.

Alternative
Education

The Performance Information and Reporting function is responsible for the collation,
Performance analysis and reporting of data and information that is required to support accountability
Reporting and and transparency, inform policy development and legislative reform, demonstrate where
Information standards and targets are being met, identify risk and support decision-making at all
levels of the organisation.

The purpose of the Risk and Incident Management team is to implement and maintain
risk and incident management systems within the Agency. The team aims to ensure
Tusla is aware of the nature of its risks, their status and how they are being managed.

Risk and Incident
Management

The Tusla Service Experience and Feedback Team deal with all aspects of complaints
and feedback nationally. It aims to improve how children, parents and carers experience
our services. This is achieved through hearing their perspectives, conveying this
feedback to the services concerned, and informing changes and improvements which
may be required in the way services are delivered and experienced.

Service
Experience
and Feedback

The role of the Early Years Inspectorate is to promote the quality, safety and appropriate
care of children by robust regulation of the sector. It is the independent statutory
regulator of early years services and is responsible for registering and inspecting pre-
schools, playgroups, créches, day care and similar services.

Early Year’s
Service
Regulation

To support and encourage providers of services engaged in relevant activity with
children to provide assurance that their measures for safeguarding of children are
devised and implemented in accordance with the relevant articles of the Children First
Act 2015.

Children First
Register of
Non-compliance




Fostering and
Children/Young
People in care

Children’s
Residential
Services

Aftercare
Services

Separated
Children’s
Services

Children and
Young People’s
Services
Committees

Commissioning

Therapy
Services

Homelessness

Child Protection
and Welfare
Teams

Educational
Welfare Services

Prevention,
Partnership and
Family Support

National Child
Care Information
System

Domestic,

Sexual and
Gender-based
Violence Services
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Foster Care Services have a responsibility to provide for the protection and care of
children who do not receive adequate care and protection at home. The service ensures
children and young people’s needs are met in their foster homes through allocation of
Social Care workers, care planning and review processes, and by providing training and
support to foster carers.

Children’s Residential Services aim to provide a physically, emotionally and
psychologically safe space in which children and young people can heal, develop and
move forward in their lives.

Aftercare Services are provided by Tusla to eligible young people in preparation for
leaving care, and to support and assist the young person in making a successful transition
to independent adult life in the community.

Separated Children’s services provides care, family reunification and aftercare
support to separated children seeking asylum with an equity of care principle to all
unaccompanied minors who are in receipt of the services.

Children and Young People’s Services Committees are a key structure identified by
Government to plan and co-ordinate services for children and young people in every
county in Ireland. The overall purpose is to improve outcomes for children and young
people through local and national inter-agency working.

Commissioning ensures that the total resources available to children and families are
applied to improving quality and outcomes in the most efficient, effective, equitable,
proportionate and sustainable way.

Therapy Services provide an integrated approach to the provision of services which
support and inform front line practitioners in their day to day work with children and
families as well as providing multidisciplinary therapeutic services which can address
more complex needs.

The Homelessness unit provide services and supports to children, young people and
families experiencing homelessness who require support and are engaging with other
statutory and voluntary agencies.

The purpose of the Child Protection and Welfare service is to meet the Agency’s statutory
responsibilities in accordance with Child Care Act, 1991 and Children Act 2001. The
Agency is required to identify and promote the welfare of children at risk or in need of
protection and to provide child protection services, including applications to remove
children into care, and family support services.

The Educational Welfare Services is a national service that holds the statutory
responsibility for ensuring that all children attend school or are otherwise in receipt of a
certain minimum education. It comprises the statutory Education Welfare Services and
the non-statutory Home School Community Liaison Scheme and School Completion
Programme services which are predominantly based in schools with Delivering Equality
Of Opportunity In Schools status.

The purpose of Prevention, Partnership and Family Support programme is to support
children, young people, parents and families in accessing preventative and support
services while enabling their participation in decisions which affect their lives.

The high level aim of National Child Care Information System is to improve the quality,
safety, responsiveness and delivery of children services. The programme is focused on
providing a technical solution to support this high level aim by configuring and deploying
the National Child Care Information System throughout the organisation.

Domestic, Sexual and Gender-based Violence Services role is to lead a coordinated
approach to developing, supporting and facilitating organisations, agencies (both
statutory and non-statutory) and communities in addressing the prevention of Domestic,
Sexual and Gender-based Violence and in providing care and protection for individuals,
children and families.
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Human Resources

The function of the Workforce Planning Unit is to develop a Workforce Plan and
workforce processes to ensure alignment with the organisational goals of operations and
finance.

Workforce
Planning

Workforce, Learning and Development provides leadership for the development of a
learning culture within the Agency by contributing to strategic developments within
Tusla and supporting the participation of staff in a broad range of applied learning and
development activities.

Workforce,
Learning and
Development

Employee The Health, Well-being and Employee Assistance Programmes provide the necessary
Well-being and systems and processes to enable and support all staff to reach and maintain their full
Welfare potential in the workplace and thus deliver a high quality of service.

Recruitment In supporting the HR Strategy and Tusla’s Business Plan 2018, Recruitment and Talent
and Talent Management will undertake to deliver safe recruitment and selection practices to meet
Management the resourcing needs of the Agency and focus on appropriate measures for retention.

To promote operational effectiveness across the HR function and ensure transactional
HR activity is effectively delivered across Tusla through transparent HR processes,
policies and procedures. HR systems, policies and procedures are reviewed and enhanced
to support delivery of the Agency strategy and business plans. Develop HR data and
Management Information (MI) that support and drive operational decisions.

Human Resource
Operations -
Organisational
Management

Employee Employee and Industrial Relations role is to create an Employee relations environment
and Industrial conducive to good employee relations within the public sector model.
Relations

Legal Service The in-house Legal Services Unit provides specialist legal services and support to our
Unit colleagues in all areas of child care law and corporate advices.

Finance

The purpose of the Finance Directorate is to support the Agency in operating in the most
Finance efficient and effective manner possible and within the allocated funding.

The purpose of the Procurement function is to support the management and monitoring
Procurement of contracts and provide guidance to managers and budget holders on compliance
reporting and regulations of procurement requirements.

Tusla Estates supports core activities by managing the delivery of the annual Capital
Estates Programme, as well as that of Property Management, Fire Safety and Infrastructural Risk
services.
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1.6 Risks for the Implementation of the
Business Plan 2018

The work of the Agency takes place within a high-risk environment. Some of the intractable
issues that cause this high-risk environment for the Agency are:

e The early stage of its development;

e The legacy issues it brought with it on establishment;

e The pressures brought to bear on the everyday business through inquiries and
investigations; and

e The years of under-resourcing that preceded its establishment that have impacted.

There are specific risks for the implementation of the Business Plan 2018 that may arise
from dependencies that are outside the control of Tulsa’s governance. To manage these risks
a number of mitigating actions have been identified to ensure that their potential impact is
minimised and controlled as set out in Table 1. Financial risks are outlined in chapter three.

1.7 Managing Risks for the Agency

Table 1: Risks for the implementation of the Business Plan

Compliance

Operational

People

Reputational

Failure to meet legal and
statutory obligations.
Insufficient organisational
capacity to respond to new areas
of legislation.

Failure to recruit and retain
adequate numbers of staff.
Failure to attract and retain social
work graduates for some of the
core roles required by

the agency.

The dependence on the HSE

for essential services including
ICT, HR and Estates to meet

the needs of Tusla is a risk to

the self-sufficiency and the
immediate access to services that
are required.

Absence of effective multi-agency
collaboration in delivery of
services.

The dependence on the HSE for
the provision of psychological
services to meet the needs of
children and young people
referred to it by Tusla.

» Reputational damage due to

ineffective communications.

» Implementation of quality improvement
framework.

» Engagement with the DCYA on timeframes
and implementation plans.

» Development of business cases for additional
resources to develop capacity.

« Establish systems and structures to support
new legislative requirements.

» Tusla commitment to continue prioritising the
recruitment of complementary staff in social care,
family support and clerical grades in 2018.

» Assessment of findings of the retention study.

» Appointment of a dedicated workforce planning
manager and the assignment of workforce planning
officers to each region.

» Multi-Annual Workforce Plan developed to address
recruitment and retention needs.

« Collaboration with relevant third level colleges on
graduate campaigns.

» Review the HSE Memorandum of Understanding to
ensure sufficient capacity
for Tusla’s needs.

» Develop a plan for self-sufficiency for all Corporate
Services.

» Continued shared service arrangements
with HSE.

« Develop strong working links with partners
and agree robust Memorandum of Understanding
as required.

» A Service Level Agreement to be developed between
Tusla and HSE to ensure that there
is sufficient capacity from this service to meet the
needs of children and young people referred by
Tusla.

» The investment and development of therapeutic
services within Tusla to provide further capacity.

» Develop and implement Communications Strategy
(internal/external).
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The nature of the work that is carried out by children and family services, in all
jurisdictions throughout the world, is fraught with high-risk and challenge given the
immense difficulties that are faced everyday by practitioners to make difficult decisions
that impact directly on children’s lives.

The Corporate Plan 2018—2020 provides an opportunity for the Agency to identify its
strategic direction, objectives and approach to the management of risk. The approach
recognises that no matter how well resourced or managed the Agency becomes it will
never be able to completely eradicate the risks associated with child protection and
welfare services.

Defining Risk Appetite for the Agency

In 2018, the Agency plans to shift from being risk-averse to a risk-sophisticated practice as

a key to the success of the Signs of Safety. To progress this we are working with an external
partner to assist us in defining our risk appetite. This will involve an analysis of our statutory
remit, our suite of risk management documentation including frameworks, policies,
procedures, governance documentation and an overview of our corporate and functional risk
registers in order to identify key risk areas for the Agency. This will enable the Corporate
Risk Register to be categorised into these risk areas in order to inform a dialogue on our risk
appetite for each risk area. The result will be the definition of a target level of risk appetite
for each risk area and a set of metrics to track performance against these.

The Agency will agree the defined minimum level of risk with stakeholders. Through this
agreement, the Agency can focus its efforts on reducing preventable risks to children
within the context of an acceptable risk appetite.

An internal audit function, for which there is both Tusla Board and DCYA support,
is currently being scoped by the Agency.




.0 Key Metrics and
Demographics
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2.1 Overview

This chapter outlines the priority