Response to Auditor General’s Report:   Toronto Region



Society:  Children’s Aid Society of Toronto






Date:   February 28, 2007


	Auditor General Recommendations
	Current Society Policy/Practice that Addresses recommendation
	Other Action Taken to Date to Address Recommendations
	Additional Action Required to Address Recommendations
	Timeframe Additional Action Required

	Purchasing Policies and Procedures
	Recommendation 1:
To help ensure that expenditures represent value for money spent while promoting fair dealings with vendors, Children’s Aid Societies should:
1.1 establish prudent requirements for the com​petitive acquisition of goods and services; and
	Revised policy approved by Finance and Audit Committee September 14, 2006 and approved by Board of Directors October 12, 2006. 


	Revised policy implemented with prescribed forms effective December 1, 2006

Ongoing refinement of forms and training of staff
	Policies will be updated to ensure adherence to M.C.Y.S. directives when they are issued by Ministry.
	30 days after receipt of directives from MYCS.

	
	1.2 adhere to those requirements, unless they can document adequate reasons for doing otherwise
	Revised policy approved by Finance and Audit Committee September 14, 2006 and approved by Board of Directors October 12, 2006. 


	Revised policy implemented with prescribed forms effective December 1, 2006
Finance staff regularly monitor adherence to policy
	Periodic audits will be implemented


	9 months

	Professional Services
	Recommendation 2:

In order to promote value for money spent in the purchase of professional services, Children’s Aid Societies should:

2.1 document the basis on which professional firms or individuals were selected and why the fees were commensurate with the qualifica​tions of those firms or individuals;
	Revised policy approved by Finance and Audit Committee September 14, 2006 and approved by Board of Directors October 12, 2006. 


	Revised policy implemented with prescribed forms effective December 1, 2006
Finance staff regularly monitor adherence to policy
	Policies will be updated to ensure adherence to M.C.Y.S. directives when they are issued by Ministry. 

Periodic audits will be implemented


	30 days after receipt of directives from MYCS
9 months

	
	2.2 enter into formal written agreements detail​ing the conditions under which services are to be provided and paid for, and periodically evaluate results achieved; and
	Template developed for Fee for Service which outlines services to be provided.
	
	Ensure written agreements / contracts are entered into as per expenditures policy
	

	
	2.3 Ensure that invoices contain sufficient detail to assess the appropriateness and reasonable​ness of amounts billed.
	Policy drafted on Hospitality & Business Reimbursement policy revised.
	Staff informed regarding requirement for detailed receipts.  Requests for payment are returned if not in compliance.
Ensure responsible staff “sign off” on services received in accordance with agreement or contract on invoice.
	
	

	Vehicles Leased or Owned by Societies
	Recommendation 3:

In order to help ensure that vehicles are owned or leased only when necessary, and that trans​portation requirements are acquired economically, those Children’s Aid Societies that have vehicles should:

3.1 analyze their transportation requirements and ensure that the number of vehicles they own or lease is justified based on those requirements;
	
	Fleet reduced by 20% or 10 vehicles. Completed fleet survey from M.C.Y.S.


	MYCS is working on study
	Unknown

	
	3.2 reassess the appropriateness of acquiring high-end luxury vehicles; and
	The Society will follow OPS dollar amount guidelines in acquisition of vehicles.
	
	Awaiting Ministry/Government guidelines.
	30 days from date of receipt

	
	3.3 Maintain logs for all vehicles to effectively control and monitor their use.
	Procedures in place
	Logging and tracking system implemented and sample spot audit by Finance.


	See 3.1 above
	30 days from date of receipt

	Use of Society Credit Cards
	Recommendation 4:

In order to ensure that payments made for credit-card purchases are legitimate and reason​able in the circumstances, Children’s Aid Societies should:
4.1 obtain sufficiently detailed receipts neces​sary to establish the appropriateness and reasonableness of items purchased, and the amounts billed and to be paid, and recon​cile these receipts with the credit-card com​panies’ monthly statements;
	Policy and practices with respect to the use of Society credit cards have been reinforced with all managers.
	Finance staff regularly monitor adherence to policy.
	Policies are being updated to ensure  adherence to M.C.Y.S. directives and that receipts for credit card purchases are 

detailed and accurate 
	April 1, 2007

	
	4.2 ensure that all amounts paid are reasonable and for valid business purposes; and
	
	
	Policies are being updated to ensure adherence to M.C.Y.S. directives and that receipts for credit card purchases are detailed and accurate.
	April 1, 2007

	
	4.3 Develop a policy regarding out-of-country travel that clearly indicates under which cir​cumstances such travel is permissible, and sets out reasonable fare guidelines.
	New policy has been drafted to address staff out of country travel for business.

New policy has been implemented to address the approval process for client out of country travel. 
	Out of country travel for children in care implemented.


	Draft policy to be reviewed against Ministry directive and appropriate changes to be made to ensure compliance.
	To be completed by April 1, 2007.

	Reimbursements for Use of Personal Vehicles
	Recommendation 5:

In order to help ensure that amounts reim​bursed for the use of personal vehicles are reasonable and work-related, Children’s Aid Societies should: 

5.1 require the purpose of each trip be docu​mented, and ensure that all claim forms indicate start and end points for the trips claimed; and 
	Society Procedures in place
	Sample spot audit implemented by Finance
	
	

	
	5.2 Ensure that kilometres claimed for longer trips are reasonable relative to distances indicated by Internet mapping programs, unless otherwise explained.
	Society Procedures in place
	Logging and tracking system implemented.  Sample spot audit implemented by Finance
	
	

	Residential Care Costs
	Recommendation 6:

In order to help ensure that children are appro​priately and economically placed, Children’s Aid Societies should:

6.1 obtain from the Ministry of Children and Youth Services detailed information on the specific services covered by the per diem rates in the contracts with outside purchased institutions and on whether any other ser​vices are available; and 
	
	Executive Director co-chairs Shared Service Provincial initiative regarding purchase of OPR resources.  Proposal for funding from Ministry of Finance is being prepared.  Should this initiative be funded, CASs will be able to obtain bulk savings and built-in quality assurance. 
The Society has participated in meetings convened at the Regional office of our Ministry to review the current rate setting process.


	Awaiting implementation arising from the Ministry’s Residential Review.  It is assumed that these issues will be addressed.
	Unknown as process currently rests with the Ministry.

	
	6.2 Formally document the basis and factors on which placement decisions are made.
	Staff have been reminded to complete all necessary documentation in a timely fashion and to make evident in such documentation the rationale for the placement decision and choice of resource.  
	Supervisory approval

is required for placement in any outside paid resource.  
	Societies in the GTA are meeting to develop consistent documentation practices related to placement decisions.
	3 months

	Special Rate Agreements
	Recommendation 7:

In order to ensure that Children’s Aid Societies enter into Special Rate Agreements only when necessary, and that contracted-for services are reasonably priced and actually received, Chil​dren’s Aid Societies should:

7.1 periodically assess and document the need for additional services over and above those provided for under the Ministry-negotiated per diem rate;
	The Society has implemented policies and practices to closely monitor our use of SCRs.  All SCR agreements are supported by contracts that specify the services to be received and at what cost. Contracts are regularly revised to reflect changes in the circumstances of a particular child who is receiving services through a SCR.
	These contracts are regularly reviewed by the assigned case worker and the Manager of Service Administration to ensure that the services contracted for are received and continue to be required at the same level or at all.
	
	

	
	7.2 enter into written agreements spelling out what additional services are to be provided, and at what cost; and
	As above
	
	
	

	
	7.3 Periodically visit the institution providing the services to verify and document that they actually receive the additional services for which they pay.
	As above
	
	
	

	Intake/Investigation Process
	Recommendation 8:

To ensure that all referrals of children poten​tially in need are appropriately assessed and investigated on a timely basis, and that Chil​dren’s Aid Societies can demonstrate that they have done so, Societies should conduct and adequately document the Intake/Investigation Process required under the Ontario Risk Assess​ment Model, within the required time frames, for all referrals.
	We have put systems in place to monitor on a weekly basis the flow of cases through our Intake Services  This will allow us to address unanticipated volume changes on a more timely basis. 

We have established a longer rotation for our Telephone Intake team as we believe that this will achieve increased efficiency.  A proposal to move to a permanent screening team is being processed with staff, Human Resources & our Union. These plans are being developed in the context of the changed expectations of the screening function with the implementation of Differential Response. (Transformation Agenda)
Other measures taken to decrease the volume pressure  at Intake include a decision to have all re-openings within 6 months of case closure return

to the community based branch where the case had been closed, and a plan to divert all kinship service home assessments to the Kinship team.   


	We have undertaken a detailed analysis of the work flow at intake in an effort to more clearly understand what impedes our ability to maintain all standards for investigations. We have established more realistic benchmarks around completed investigations/worker.  We have conducted a scan of other CASs to inform our deliberations. We determined that our staffing levels were inadequate particularly when we are faced with staff turnover or unplanned absences.   We have implemented a plan of actively over hiring in anticipation of vacancies rather than “gapping” as well as a more aggressive assignment of Floaters to Intake. We have recently added 5 positions to our Society’s Floater complement. This will allow us to dedicate increased Floater resources on a consistent basis to our Intake Branch.  We have established a work group with members of Intake Management and HR to ensure adequate recruitment and retention strategies are in place to meet the staffing demands of our Intake service. 


	Continue to explore the potential of a shared screening function with CCAS. A number of meetings have already occurred to look at this option however no final recommendations have been developed. 

In December, 2006 we along with CCAS and JF&CS successfully submitted a funding proposal to the Ministry Community Capacity Fund to hire a consultant to complete a business plan for a Child Advocacy Center.  We believe this model of service will increase the broader system’s efficiency in providing high quality forensic investigations.  A joint committee (CAST, CCAS, Police) has been working over the last year to develop this model of service.

The business plan development is the next step in clarifying what resources will be necessary to ensure successful implementation.  This info is needed before any decision to proceed can be taken by the partners.


	6-12 months

	Ongoing Protection Services
	Recommendation 9:

To ensure that all children and families get the services they require on a timely basis, and to ensure that Children’s Aid Societies can demon​strate that they are properly monitoring cases, all Societies should conduct and adequately document the ongoing protection services pro​cedures required under legislation and the Ontario Risk Assessment Model.


	
	The Society has closely analyzed lost service capacity due to unplanned absences, vacancies etc. As a result of this analysis the Society has increased its Floater complement by 5 positions. This increased staffing will assist us in ensuring an adequate service response as set out in the Ontario Risk Assessment Model and the New Differential Response Model coming into effect April 1 
	
	Internal audit of level of compliance on quarterly basis.

	Quality Assurance over Case Files
	Recommendation 10:

Children’s Aid Societies should implement periodic quality assurance reviews of referrals deemed ineligible for service, as well as of open case files, to ensure compliance with Ontario Risk Assessment Model requirements and to assess the appropriateness of decisions being made by front-line caseworker staff.

	A plan for the systematic review of these cases to ensure compliance with ORAM standards has been established. 

An audit of referrals deemed ineligible for service was completed in November /December 2006.

The frequency of future audits of this nature may change with the implementation of Bill 210 and the accompanying standards.
	
	
	

	Extended Care and Maintenance Agreements
	Recommendation 11:

To comply with the intent of Extended Care and Maintenance Agreements, Children’s Aid Societies should ensure that:

11.1  agreements are properly completed and signed by all required parties, and include all ministry-required goals and conditions; and
	New guidelines were established for the delivery and documentation of this service. 


	Files will be regularly audited to ensure that workers are consistently applying these expectations to their work. 


	
	

	
	11.2  youth are adequately monitored and assessed for compliance with the terms of their agreement.
	As above
	See above
	
	

	Society-operated Foster Care
	Recommendation 12:

To help ensure that foster parents have the necessary skills and resources to provide quality care to the children entrusted to them, Chil​dren’s Aid Societies should verify and document adherence to the requirements for the recruit​ing, approving, training, and monitoring of fos​ter parents.


	A Consistency of Practice committee has been established by the Foster Care & Adoption Branch Director.  This committee has been meeting regularly to review practice by foster care resource workers with the goal of ensuring greater consistency between teams, and adherence to agency and Ministry policy.  


	Staff teams within Foster Care have recently been reorganized.  The new team structures will result in enhanced systems to monitor adherence to policy and practice.  
	A review of all policies and practices and an update of our service manual for this area are underway.
	3-6  months

	3
	Recommendation 13:

To help ensure that children are placed in Out​side Purchased Institutions that provide qual​ity care and services, Children’s Aid Societies should have policies and procedures requiring them to perform annual evaluations of the Insti​tutions used, and they should comply with these policies. In addition, Societies should provide the Ministry with copies of the annual evalua​tions for consideration during the licensing and contracting process.


	
	Executive Director co-chairs Shared Service Provincial initiative regarding the purchase and ongoing assessment of OPR resources.  A proposal for funding from Ministry of Finance is being prepared.  This proposal if funded, will address the need for regular evaluations of OPR’s based upon system-wide input.
	Awaiting M.C.Y.S. approval to submit funding proposal to “Ontario Buys”
	Unknown as process 
currently rests with the Ministry.


	
	The Society supports the Interagency HR response to the Auditor General’s Report on this issue. Specifically that: the report on Workload Language in collective agreements that was conducted in early 2006 be updated in 2007; that the CASs in partnership with the Ministry sponsor a “third party”  Workload Measurement Study to assess the impact of Transformation on workload in order to develop reasonable caseloads and adopt common language to ensure uniformity of response; that the period of the study be over a 3-4 week period; and that funding be obtained from M.C.Y.S. to support this study. 


	Awaiting government response

	
	14.1  Collect information on caseworker caseloads in a format that allows comparison to estab​lished benchmarks in order to determine whether current Society caseloads are appropriate.
	The Society has an automated Case Cap program. This allows supervisors to closely monitor their worker’s assigned workload and ensure they do not go beyond our negotiated “caseload cap.”
	
	
	

	Time Accounting
	Recommendation 15:

In order to ensure that staff time is properly monitored and accounted for, Children’s Aid Societies should institute a time-accounting sys​tem to track how their caseworkers use their time.
	In January 2007 a different sign out sheet that more effectively tracks staff activity was implemented. This will be used as a tool by supervisors to assist them in their management function. 

 
	Service Management teams are focusing on effective supervision and time management along with the implementation and   monitoring of consistent practices across the agency
	As indicated in item 14.1  we support

a workload measurement study to assist in developing reasonable benchmarks 

 for caseloads. 
	See 14.1
Dependent on M.C.Y.S. funding of study

	After-hours Program
	Recommendation 16:

In order to properly allocate after-hours staff based on call volume, and to determine optimal staffing levels, Children’s Aid Societies should have systems in place to monitor and analyze after-hours call volumes and the utilization of staff, and then assign staff accordingly.


	We regularly review the volume of calls received by our EAHS and the required staffing to meet this demand. It should be noted that the volume of calls is not easily predicted and we must be able to respond to calls received as per our legislated mandate. 
	
	CAS’s are compelled to provide protection services 24 hours a day, 7 days a week yet  are only funded to provide a very limited Emergency After Hours response. This results in real limitations to our ability to respond to anything other than emergency situations. We would need to increase our infrastructure and thus our costs to expand this service to respond to different expectations.
	

	Staff Qualifications and Requirements
	Recommendation 17:

Children’s Aid Societies should have 

supervisory personnel perform spot checks to ensure compliance with internal policies regarding hir​ing practices and the ongoing management of employee performance.


	· A new policy on Background Checks has been developed which addresses the issues re proof of age and credentials, approved February 28, 2007.
· The policy on References has been reviewed and revisions have been approved February 28, 2007.  


	· The Human Resources Department put a tracking system in place in 2002 to ensure that it has proof that all employment conditions have been met by new hires. This process results in compliance in most instances; however the Society has terminated four employees since 2001 for not meeting their conditions of employment. 

· Supervisors are now required to submit all references to the Human Resources Department for new hires to be processed. A system has been established for tracking references for promotions/ transfers. 

· References are now being held separate from the competition file so that they will be retained for easy reference. 

· Reminders are sent to supervisors regarding the status of performance appraisals. 


	Further internal auditing of compliance levels will be undertaken.
	6 months

	Other Human Resource Issues
	Recommendation 18:

Children’s Aid Societies should ensure that addi​tional remuneration paid to employees over and above their regular salary is in compliance with established policies and approved by sen​ior management and the Board of Directors as appropriate.
	Policies & practices in place. Deviation from policy will require appropriate level of approval. Additional policy re: Pay for Performance developed & approved for Executive Team members. 
	Managers apprised of requirements & documentation needs.  Further discussion & procedures to be negotiated with Executive Team members. 
	Ministry policy re: Executive Compensation requested as part of OPS Policy.  It has not been supplied.
	

	Complaints
	Recommendation 19:

In order to help ensure that complaints get timely and appropriate attention and resolution as required under the Child and Family Services Act, Children’s Aid Societies should:

19.1 ensure that internal policies and time requirements are adequate and complied with; and 
	We have developed policies and practices to ensure complaints are identified in a timely way and that the response to these complaints complies with the expectations as set out in the new regulation.  


	We are conducting an ongoing assessment of the  impact of  the new regulation so we can develop systems/training to support   effective implementation
	Auditing of compliance with these policies & practices to be undertaken.
	9 months

	
	19.2 Maintain adequate records in order to prop​erly track all complaints received, along with their resolution.
	A new tracking system has been developed which reflects the new regulations for 
processing client complaints
	
	
	

	Serious Occurrences
	Recommendation 20:

All Children’s Aid Societies should:

20.1 comply with ministry requirements to ensure all serious occurrences are reported to the Ministry in a timely fashion; and
	Our Manager of Service Administration who has lead responsibility for the Society’s Serious Occurrence reporting has developed additional systems to ensure the areas of concern identified by the Provincial Audit have been addressed.   This has included training staff on Serious Occurrence Reporting and the required documentation,

developing systems to more closely monitor the content of Serious Occurrence Reporting to ensure compliance with these standards and the establishment of a bring forward system to ensure follow up reports to the Ministry are documented. 


	
	Periodic review of requirements to be communicated to management staff.
	

	
	20.2 Ensure the required follow-up action is taken and documented for the protection of all par​ties involved.
	 As above
	
	As above
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