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Delegated Authority Background

On the 29t of October 2018, the Child Protection Act 1999 was amended to enable the Chief Executive (Child Safety)
to delegate one or more of their functions and powers to the Chief Executive Officer of an Aboriginal or Torres Strait
Islander entity in relation to an Aboriginal or Torres Strait Islander child (Chapter 4, Part 2A section 148BB). DA
represents a fundamental shift in how child protection, family support and other services work with, and for,
Queensland'’s Aboriginal and Torres Strait Islander children and families. It places the safety of children first,
acknowledging the safety and wellbeing of children is best served by Aboriginal and Torres Strait Islander people
and entities who know their families and communities best and can provide the support they need.

DA implementation is part of several processes being undertaken within the Our Way Strategy' (Our Way) which
enables delegation of statutory child protection decision making, and transfer of service delivery to Aboriginal and
Torres Strait Islander peoples and organisations.

Action Learning Process

Since our first action research report was released in 20212 critical lessons have continued to be captured through
an action learning process. Action research enables everyday service delivery and practice to be intrinsically
involved in the both the design and delivery of the work and reflective on the work leading to understanding how to
improve. In an evaluation context, action research allows for the design and refinement of questions as the research
develops, enabling question identification, design of a strategy, and testing of new approaches within an interactive
process.

Action research has played a vital role in supporting the implementation of Delegated Authority in the early adopter
sites. As well as collecting evidence to understand the nature of implementation and support refinements to the
approach, our action research also helps ensure we have the right processes, policies, and methodologies to deliver
the ongoing expansion of delegated authority state-wide.

Critical Reflections 2023

The following provides an overview of the critical lessons that have been captured during 2023. Please note that
there were no formal action learning cycles undertaken in 2022 due to the development of the DA blueprint,
Reclaiming Our Storyline: Transforming systems and practice by making decisions in our way. This process involved
consultations with the sector and the DCSSDS.

The following sections provide an overview of the critical reflections shared at the following events in 2023:

e Action Research cycle in March 2023

e Sector Forum May 2023

e Community of Practice hosted by the Department of Child Safety, Seniors, and Disability Services Oct 2023
¢ Community of Practice hosted by QATSICPP Nov 2023

Action Research March 2023

An Action Research cycle was held in Brisbane in March 2023 which included presentations from Refocus and CQID
about their experiences with DA implementation. Attendees from the CQID, Refocus, QATSICPP, and the Department
then shared their ideas about the learnings and future hopes for DA.

! Queensland Government (2017) Our Way: A generational strategy for Aboriginal and Torres Strait Islander children and families
2017-2037

2 QATSICPP (2021). Implementing Delegated Authority — Capturing Our Story Final Action Research Report, October, 2021
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Successes
Reunification, connection with kin, and increased family time

While noting that change will take time, both early adopter sites reported early successes in supporting children
through reunification, connection with kin, and increased family time. Refocus reported 74 children in scope for DA,
with 17 on those children being reunified at that time. They also reported a 40% increase in the time children were
having with their families. CQID reported having had kids who have never had connection to kin since being in care
starting to connect with family — for them this is massive — but it takes time and cannot happen overnight.

Better engagement with and support for families

Success was also seen in the ways families were responding to DA, and the ways DA facilitated increased contact
between Aboriginal and Torres Strait Islander Community Controlled Organisations (ATSICCOs) and families.

Strong organisations with the right people and processes

The importance of having a strong, resilient team, with the right people, and the right processes in place was
highlighted as an important component of success, which helped to build confidence within the organisation.
Energy, commitment and resilience were mentioned as important attributes.

Building positive relationships with the Department

Both early adopter sites highlighted the critical impact that a strong relationship with the Department had on
supporting their success. This included having great support service centre managers, good collaborative problem
solving between ATSICCO and Service Centre, and honest communication. Having a similar vision between the
ATSICCOs and the Department contributed to the relationship.

Identifying local advocates for DA
Finding local Departmental advocates for DA was noted as important to success.
Expanding DA

Because the teams and the relationships were strong there was evidence of DA expanding, with the early adopter
sites taking on more delegations and/or supporting other ATSICCOs to take on DA.

DA integrating well with other programs

The organisations reported a strong interface between DA, Family Wellbeing Services (FWS) and Family Participation
Programs (FPP). A practice mapping exercise was recommended to capture these new ways of working.

Systemic change needed

Systemic change needed to support DA implementation centred on shifting from old ways to building new ways of
working through respectful, equal partnership between the DCSSDS & ATSICCOs, including a shift in mindset where
culture is respected, and cultural knowledge recognised and valued. Strong leadership was seen as central to
driving this change.

Barriers to Change

Reflection on the barriers to change highlighted how issues relating to recruitment and resourcing could impede DA
expansion. The capacity to work differently could be undermined by things like risk aversion, complicated decision-
making processes, and a lack of guidance around DA implementation and practice.

Policies and processes unclear

Ambiguity about policies and processes was raised as a potential problem. Unknowns around conflict resolution
and risk management added to the complexity. A lack of strong leadership to communicate about DA, and direct
implementation was seen as a significant barrier. Concerns were raised about current policies and practices which
were seen as not always accommodating DA. For example, some service agreements and practice guidelines were
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restricting service delivery, and processes did not necessarily allow for families to be directed to the ATSICCOs early:
“There are too many concerns about consent, but not enough about a family not receiving a service.”

Participants mentioned the need for streamlined processes to deliver DA and measure successes. Challenges
arising from the process of delegation to the CEO alone were also highlighted.

Low understanding of DA in service centres

Participants described that ATSICCOs were driving the communications about DA, noting a lack of understanding in
the Service Centres, and a need for more training. Having more people within the Service Centres speaking up about
DA was seen as a way to educate and drive change.

Cultural knowledge and expertise undervalued

An imbalance in the way cultural expertise is valued and renumerated, and the harms this could cause to the
partnership was highlighted. Sometimes ATSICCO staff can feel intimidated by this, and a lack of understanding in
Departmental staff about richness of cultural knowledge was noted. Wage disparity between the Departmental and
ATSICCO staff was also said to create tension.

Pressure on other programs

Although DA was seen as working well with other programs such as FWS and FPP, the added pressure it will put on
these services was also noted.

Solutions- enablers of change

Solutions suggested to counter these barriers to change centred on changing mindsets in the Department through
leadership and clear communication about DA. Clarity about what is needed to change in relation to things like
values, training, and commissioning, and the barriers and enablers of this change will help to enable change across
all of the department. The need for robust monitoring and evaluation of DA implementation and outcomes was
called for:

“Safety and risk assessment and evaluation tools that are developed by [QATSICPP] and endorsed by them
would assist in creating renewed faith in processes that organisations are creating” (Participant).

Genuine partnership

Reflection on the actions needed to support a cultural shift within the department reinforced the need to build new
ways of working in genuine partnership. Relational aspects like trust, and shared vision and accountability were
emphasised.

Workforce training

Workforce training was recommended to respond to the challenges of implementing DA, particularly in responding
to increased risks.

Education and training in relation to DA purpose and processes, along with shifting mindsets within in the
department were seen as crucial to facilitate change. It was highlighted that these new ways of working need to
reflect “our way” of working, and not replicate poor government processes:

“We need to support ATSICCO to be different or we could lose our cultural uniqueness..We must not
systemise processes and lose the important culture of our organisations in doing so” (Participant).

Focus on implementation processes

A need to focus on implementation was called for, with an implementation team, quality assurance mechanisms, a
centralised office, and streamlined, timely processes suggested as actions to support implementation. Attendees
also agreed on the importance of access to real time data for ATSICCOs.
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Community of Practice — October 2023

In October 2023, the Centre of Excellence team were invited to attend the Community of Practice hosted by the
DCSSDS. Attendees at this Community of Practice included all of the Child Safety regions from across the state. The
following are the key critical questions that were asked and the critical reflections that were provided.

Question 1. What do we hope to achieve with delegated authority?

The overall aspiration for the group was to reduce the over-representation of Aboriginal and Torres Strait Islander
young people in Out of Home Care. The group highlighted that DA can be an opportunity for enabling ATSICCOs
leadership and culturally responsive service delivery. It is an opportunity for education of frontline staff about the
past policies and practices on Aboriginal and Torres Strait Islander peoples and families.

There is hope that there will be voice and choice and a challenging of the Western lens. Furthermore, there is an
aspiration that there is an improvement in the services provided by the department and that there is a new way of
working that recognises the importance of collective decision making and coming together. There is an opportunity
for change at all levels. The purpose is that children go home to family, and they are connected to culture and
language.

Question 2. What will help or hinder us achieving these aspirations?

The discussion around what will help highlighted the importance of a focus on the relationships. There is a need for
new relationships to be built, and ongoing strong relationships must be supported. Additionally, the need for strong
practice and guidelines around practice was noted.

Leadership was seen as twofold in terms of being a potential opportunity to help, but could be seen as a hindrance.
This was due to a leader’s ability to role model the importance of DA and the letting go of power. Furthermore, when
discussing what could hinder, participants reflected on lack of communication.

The participants further highlighted the importance of Aboriginal and Torres Strait Islander roles within the
department being pivotal to the success of the above aspirations especially cultural practice advisors. They need
to be a part of the process, and they need to have roles and responsibilities that acknowledge their cultural
authority.

Question 3. From your knowledge of Delegated Authority to date, what has worked well to date in implementing
delegated authority?

Participants shared that the partnerships between the Department, ATSICCOs and QATSICPP has worked well in
implementing delegated authority to date.

There was recognition of the commitment and motivation of CQID and REFOCUS and that there have been
significant outcomes to date for children and families. The emphasis on the importance of connection and a place
of belonging for a child and drawing on their experiences has been a key driver in what has worked well in
implementing Delegated Authority.

The messaging of DA internally has worked well and the capturing of the evidence has been done well and this
should continue to be done in a way that works best for all stakeholders.

Question 4 - What could get in the way of success?

Participants reflected that if there was a lack of strong relationships and communication this could impact
significantly on the success of DA. There also needs to be the right people recruited into the teams that are working
alongside ATSICCOs to roll-out DA.
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The filling out of forms and navigating the system can be a barrier and therefore, there needs to be space for
ATSICCOs and the Department to sit collaboratively. There needs to be an opportunity to walk alongside ATSICCOs
and support each other for the journey ahead. Each stakeholder needs to have accountability to children and
embedding DA.

Although this question wasn't asked, the group reflected on the importance of having governance group. They saw
that these groups are important to navigate the space, ensure participation of all parties and having equal voice in
the process, they are an opportunity to celebrate success.

The participants further highlighted the importance of having clear processes which can include process mapping,
identifying what works best collaboratively and having living documents that can be adapted as required.

They all highlighted the importance of having action research cycles and the opportunity to learn and reflect on the
journey of delegated authority.

Community of Practice - November 2023

In November 2023, the Centre of Excellence team were invited to attend the Community of Practice hosted by
QATSICPP. Attendees at this Community of Practice included the two early adopter sites as well as those
organisations looking to take on delegations in 2024. The following are the key critical questions that were asked
and the critical reflections that were provided:

What do we hope to achieve with DA?

The ATSICCOs who attended this Community of Practice shared their hopes and aspirations for Delegated Authority.
These hopes and aspirations included having children placed with family using a cultural lens, that programs and
services dre able to be adapted to best suit the needs of communities, that there is community trust in our services
and that services are drawing upon storytelling and visual ways to work alongside children and families.

One of the key aspirations and hopes was that Delegated Authority is implemented in its entirety across the state
and that Aboriginal and Torres Strait Islander people aren’t needing to come to the attention of the Department
because there will be supports earlier and in a timely manner.

What will help or hinder us achieving these aspirations?

The ATSICCOs were open and honest about what would either help or hinder these aspirations. First and foremost,
ATSICCOs respond to children and families, and they need to be afforded the opportunity to keep doing what they
know works best for children and families. ATSICCOs need to be able to work through barriers with department and
bring them along.

To help achieve these aspirations there needs to be strong and effective working relationships between the
Department and our ATSICCOs. There needs to be the sharing of knowledge and support between these two key
stakeholders.

There needs to be the opportunity for the model to be adaptable and to not be a one size fits all approach. We need
to ensure that we have data sovereignty, and this includes having the right data for each organisation to
adequately prepare for DA.

In relation to what would hinder the above aspirations, the ATSICCOs shared not having clear working agreements in
place alongside the Department which will cause confusion and hinder the process. Furthermore, not having
adequate resources and brokerage for services and programs to implement delegated authority. This extended to
the importance of having a skilled workforce. Most importantly there was shared agreement that all DA
stakeholders need to decolonise our ways of working, and embed an Aboriginal and Torres Strait Islander way of
knowing, being and doing in child protection.
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From your knowledge of DA what has worked well inimplementing DA?

ATSICCOs shared that when it came to what has worked well so far, they spoke about the positive data and
outcomes that the two early adopter sites have been achieving. There has been an impact in diverting families
away from the system, more family mapping and connection. They are hearing and seeing a strengthening in the
voice of community. Family led decision making has been embedded and enhanced through DA.

ATSICCOs are hearing from community that they want DA and that there has been relationship strengthening
across other sectors such as health and education.

What could get in the way of success?

The following was shared in terms of what could get in the way of success. Key issues that were raised included
having poor governance and operation system, workforce capability in the area of training, support and staff
turnover as well as not having clear collaboration agreements.

When it comes to families and the broader community, there may be poor communication, and a lack of trust.
There also needs to be appropriate language used and not falling into the trap of using jargon or language that
community and families do not understand.

Another key area that may hinder success if a focus on outputs as opposed to outcomes, as well as and there being
multiple services in the one region without clear roles and responsibilities. A lack of support services and
infrastructure particularly within our regional and remote areas could be seen as a barrier to success.

One of the key messages was that ATSICCOs need to be unified and have strong partnerships across the sector to
ensure the success of DA is realised.

What will support good communication happening and being maintained?

Keeping the safety of children is central to good communication. There needs to be clear Memorandums of
understanding (MOUs) and an acknowledgement of the good and strong relationships that currently exists between
ATSICCOs and the Department. By having key documents such as MOUs, there is an opportunity to shift the power
dynamic and help maintain good communication towards a shared goal.

There needs to be an opportunity to develop trust through open communication and transparency. Their needs to
be mutual respect. There also needs to be regular and purposeful check ins that are child focused. We also need to
ensure families are informed through regular communication.

What will success look like for families and children?

Success in DA for ATSICCOs means that there is no intervention from the department. Children and families are
back together, kids are thriving, families are being heard and they feel empowered. Aboriginal and Torres Strait
Islander communities are connected and there is a sense of belonging.

Between the ATSICCOs and Department, there is flexibility, trust and genuine collaboration. Our ATSICCOs are being
resourced properly and they are working alongside families to build their capacity to ensure that their children grow
up strong, connected to kin, community and culture.

Centre of Excellence



Focussing on Evaluation

In addition to the March Action Research cycle there were other opportunities in 2023 to connect and share
knowledge. Throughout our critical reflections and earlier action research the need for a robust monitoring and
evaluation framework to track the progress of DA was consistently mentioned. Throughout 2023, the QATSICPP
Centre of Excellence worked with the sector and the department to develop a shared understanding about
expected outcomes as a results of DA.

In May 2023, stakeholders gathered at the Measuring Success Forum, and the DA sector forum, which provided
opportunities to share knowledge, reflect on experiences of the early adopter sites, and for those considering taking
on DA to ask questions and raise any concerns. These gatherings were also opportunities to reflect on the outcomes
we are hoping to achieve with DA.

Following these earlier meetings QATSICPP hosted our Story of Change workshop in August 2023 facilitated by
Professor Daryl Higgins from the Australian Catholic University’s Institute of Child Protection Studies. At this workshop
DA stakeholders from community organisations and the Department participated in a structured brainstorming
process to identify what success would look like under DA, what would change for whom, and what outcomes were
expected as a result of that change.

Learnings from the workshop were collated and analysed by the Centre of Excellence team, and from this work the
Story of Change and Learning and Adaption Framework were created. Below is a summary of each of these key
documents however the full documents will be available on both the QATSICPP website and the QATSICPP Centre of
Excellence website in 2024.

Our Story of Change

Our Story of Change is the theory of change for delegated authority developed by Queensland Aboriginal and Torres
Strait Islander Child Protection Peak (QATSICPP), the Department of Child Safety, Seniors, and Disability Services
(DCsSDS), and the two early adopter sites, Refocus and Central Queensland Indigenous Development (CQID).

A Theory of Change is an explicit process of thinking through and documenting how a programme is supposed to
work, why it will work, who it will benefit (and in what way), and the conditions required for success. We use the term
“story” of change” to acknowledge the importance of Storylines for Aboriginal and Torres Strait Islander Peoples, and
to recognise the importance of embedding Aboriginal and Torres Strait Islander ways of knowing, being, and doing
within our work.

Our Story of Change for delegated authority describes what we hope changes for whom as delegated authority is
implemented, and the elements that need to be in place to support those changes. It is grounded in the importance
of voice and choice for Aboriginal and Torres Strait Islander children, families and communities, and emphasises the
importance of genuine partnership and collective decision making. Our Story of Change highlights how we can
bring to life the changes we are seeking for Aboriginal and Torres Strait Islander children, families and communities
across Queensland, and ensures that we identify effective outcome measures that are relevant, reliable and
realistic.

The three key domains of change are:

e Self-determination: re-balancing of power and authority to ATSICCOs, children, families, and community
enabled through strong system elements of legislation, policy, practice, programs and processes.

¢ Reconciliation: collective faith and trust in the child protection system facilitated through strong networks
and genuine collaborative partnerships among all stakeholders in the family support and child protection
system. Relationships strengthened through shared understandings, goals, commitments, and
accountabilities, underpinned by mutual respect and trust, and driven by strong leadership at all levels.

¢ Healing: Aboriginal and Torres Strait Islander children involved in the child protection system are connected
to family, kin, culture, Country, and community. Children and families have access to culturally grounded
practice that has healing informed approaches at the centre. Healing Practices include but are not limited
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to restorative family work and efforts that seek to support and empower Aboriginal and Torres Strait Islander
families, children and communities to engage in cultural activities that restore their overall emotional,
physical, cultural and spiritual well-being.

We believe that our Story of Change highlights the system elements, collaboration activities, and practice shifts that
are required for Aboriginal and Torres Strait Islander children, families, and communities to have sovereign
responsibility to make decisions that impact on the lives of our children.

Our Learning and Adaption Framework

Drawing on Our Story of Change, The Delegated Authority Learning and Adaption Framework (L&A Framework) was
developed by Queensland Aboriginal and Torres Strait Islander Child Protection Peak in partnership with the
Department of Child Safety, Seniors, and Disability Services (DCSSDS), and the two early adopter sites, Refocus and
Central Queensland Indigenous Development (CQID). The Framework was designed to enable us to learn and
gather evidence for measuring our progress and to help us understand the outcomes of this new way of working
under delegated authority. The Framework outlines the rationale, methodology and timeframes for the 3-year
evaluation of the implementation and outcomes of delegated authority implementation across Queensland.

We have chosen to call it a “Learning and Adaption” Framework to reflect the iterative process of learning from
findings, which may lead to adjustments in methodological design. Additionally, the Learning and Adaption
Framework aims to tell the story of DA in a way that is consistent with Aboriginal and Torres Strait Islander ways of
exploring outcomes for children, families and communities, and reporting that can inform rather than determine
policy design and implementation.

The objective of the L&A Framework is to enable a framework that embeds Aboriginal and Torres Strait Islander ways
of knowing and provides for continuous learning. Our Learning and Adaption Framework will mean we can:

e understand what works and how change occurs at both systemic and practice levels,

e create opportunities to reflect on both the process and the impact of the work throughout implementation,

¢ understand the outcomes of this new way of working including hearing from children and families about
their experiences,

e track our implementation progress and identify barriers and enablers to learn continuously and improve our
practice,

¢ enable accountability through publishing reports and insights.

The Learning and Adaption framework will continue to embed action learning processes and will also identify other
appropriate quantitative and qualitative measures that will support robust evaluation processes being embedded.
This will build on existing processes to ensure consistency of approach.

Next Steps

In 2024, we will continue to undertake critical reflection activities with all key stakeholders. Formal evaluation
activities are scheduled to commence late 2024 or early 2025 pending ethics approval.
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