
Project Learning Report

Details of Bespoke Support Project (BSP):
Partnership name: East Riding

Core partner agencies
involved:

Social Care, Police, Health and the wider Contextual Safeguarding
Strategic Group

Number of local authority
areas covered:

One, although at key points in the project support and challenge
were provided jointly with and through the Hull BSP

Regional area: Yorkshire and The Humber
BSP size: Standard
BSP methodology /
methodologies

Partnership

Digital /face-to-face / mixed
delivery

Digital

Date BSP commenced: July 2021
Summary:
Project goal: to improve the understanding of key risks in relation to child exploitation at a strategic level in
East Riding

Intervention: partnership mapping and workshops / action planning linked to risk and data

Significant learning: importance of relationships, both within the East Riding Partnership and regionally with
Hull

Reasons why the local area requested the TCE Support Programme:

The TCE Programme team was asked to help map local child exploitation and extra-familial harm
activity, to improve information flows and ensure senior leaders were able to make decisions based
on a clear understanding of what exploitation looks like in East Riding.

Overall goal of BSP :

Agreed change goal(s) What changes needed to take place in order for

goal to be achieved

Pull together all the current exploitation

workstreams e.g. PREMACE, MACE, Missing &

Runaway Group, Operational & Strategic

Safeguarding Partnership Meetings.

Review the Terms of Reference of all
exploitation meetings (ensuring all relevant
agencies are involved, e.g. Education).

Undertake a partnership-wide mapping
exercise to map and review all the networks
and activities currently taking place in relation
to child exploitation and extra-familial harm
within East Riding. This includes mapping
activity at a governance, strategic, operational
and direct service delivery level.
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Use the mapping to review the Terms of
Reference for groups that either seem to
duplicate each other or for areas where gaps
are identified.

Make amends to the structure/nature of
meetings as necessary.

Improve the strategic understanding of what

exploitation in the Riding looks like.

Be clear(er) on what keeps children in East
Riding safe.

Have the space to reflect on shared / divergent
understandings of risk and how data is being
used across the partnership. Use the
opportunity to work with Hull as a (mutual)
peer support and challenge.

Develop core principles/priorities in relation to
how risk and data are worked with.

Use this to prepare for the implementation of
the police-led Pan-Humberside Vulnerability
Tracker tool.

Understand other available resources and

utilise existing data (e.g. Vulnerability Tracker).

Hold space to reflect on how the partnership
wants to work with - and through - the
Vulnerability Tracker and ensure it is a useful
analytical tool that supports effective strategic
decision-making, rather than just using it as a
performance monitoring tool.

Approaches / methods taken to achieve project goal and deliver the BSP:

There were three, interlinked but distinct, strands of work within the East Riding BSP:

1. The mapping work allowed the East Riding partnership to see ‘on a page’ the work already

happening in relation to child exploitation and extra-familial harm. As a tool it provided a

strengths-based way for the partnership to collectively describe and then reflect on

whether the forums, and linked systems and processes, felt like the best fit for local need,

and where changes might add value.

2. Building from this, the risk and data work strands allowed the East Riding partnership the

support and space to explore what underpinned their understanding of local need, i.e.:

a. what information about child exploitation and extra-familial harm did they collect?

b. why was it needed?

c. what was it used for?

d. what was either not needed or missed altogether?
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Data and risk workshops and reflective sessions were run jointly with East Riding and Hull

(East Riding’s geographical neighbour and a separate but simultaneous Bespoke Support

Project) to provide an opportunity for peer support and challenge, as well as to engender

the identification of areas where joint work might be possible and unlock capacity.

3. The final strand of work for East Riding was to then think about flows of information to and

from these meetings, with a particular focus on, ‘So what for children and young people?’

This had a particular focus on information flowing to and from MACE, and whether the link

between operational and strategic insight was strong enough. This is also linked to the

consideration of Humberside Police Force’s Vulnerability Tracker (a scored, multi-agency

risk assessment tool in relation to child exploitation and extra-familial harm developed by

Humberside Police and approved for implementation in all four of the safeguarding

partnerships it covers).

Key issues that arose during the delivery of the BSP:
- for a local area and those delivering the BSP

Through the mapping work, the East Riding partnership was very quickly able to reflect on the scale
and complexity of activity responding to multiple forms of child exploitation and extra-familial
harm. Whilst, on the one hand, there was reassurance that, ‘a lot was happening,’ on the other, the
partnership recognised the volume of information and activity in the system was actually at risk of
impeding the development and communication of clear thematic analysis, from operational leaders
to strategic leaders in particular.

Linked to this there was a recognition, discussed through the data and risk workshops, that data,
information and intelligence were still relatively fragmented across the system. For example, senior
leaders involved in the project wanted to be able to more confidently answer, ‘What does
exploitation look like in East Riding?’

Information and intelligence flows through MACE were identified as key. The restructuring of teams
locally, including the operational context for MACE, provided the partnership with an opportunity
to acknowledge that intelligence ‘held’ at MACE - and by the MACE Chair specifically - needed to be
better integrated into the wider system so that information could flow more freely.

The partnership thought the most effective question to help consider this was, ‘So what for young
people?’ Through reflective conversations, the Contextual Safeguarding Strategic Group
(re-modelled as the Extra-Familial Harm Group) articulated the ambition to better understand,
through data and intelligence, ‘What does life in East Riding look like for our young people?’ To
answer this, the group prioritised looking at how to ensure information from MACE is:

1. used to understand analytical themes, patterns and trends, rather than just for individual

case monitoring.
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2. effectively fed ‘upwards’ to strategic leaders so that discussions about resources and

priorities are sharply focused on local need.

3. effectively fed ‘downwards’ to individual plans for young people, with clear actions and

accountabilities that will support both that individual young person and what is known

thematically about the context in which the harm is occurring.

Moving swiftly to respond to these self-determined priorities, the previously centralised MACE
meeting has been locally devolved and these, smaller, meetings occur more regularly, including
cross-border discussions with Hull. This allows both areas to a) improve their ability to identify and
respond to cross border issues, and b) increase capacity, which has in turn allowed for smaller but
more frequent (and therefore agile) meetings by reducing the duplication of professionals who
work across both areas.

In addition, East Riding has established a new Vulnerable Adolescent Risk Panel, which meets
fortnightly to look thematically at emerging local trends in extra-familial harm and to ‘manage risk’.
The group expressly explores, ‘What is going on for children?’ and ‘What does life look like for
children in East Riding?’ Its frequency and local nature allows it to respond dynamically to a
dynamic form of harm. Analysis from the group feeds back up to and informs strategic meetings
through the creation of a thematic ‘dashboard’.

This group has the potential to link effectively to the (delayed) Vulnerability Tracker developed by
Humberside Constabulary, but it is important to engage senior operational leaders in these
conversations as soon as possible to avoid disconnect and a replication of the kind of
fragmentation the East riding partnership is working so hard to overcome.

As a tool, the tracker is explicitly designed to pull data and intelligence from multiple sources into a
single framework, and so has significant potential to support the East Riding Partnership in its
ambition to use data to underpin local intelligence. However,  engaging with operational teams
about the vital role they have to play in the tracker’s success is key to its implementation. As with
all such tools, how data is inputted, analysed, and applied is important. To define its approach, the
partnership will need to consider things like:

● the staff time and commitment required to accurately input data
● how the data is then interpreted and used to invite questions
● identifying gaps and disproportionality to inform thematic conversations
● the way young people, parents, communities and the professionals who work with them

are included, and how feedback loops across all networks are created and used.

Joining the dots:
Describes the thematic approach taken by the TCE Support Programme to respond to system
challenges. These three themes are intended to prompt new and innovative thinking and
constructively challenge the status quo by encouraging the sector to make new links and approach
strategic decisions from new angles and perspectives.

Key reflections on the Joining the Dots themes within the BSP:
1. Leading with care
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2. Blurring boundaries

3. Holding complexity, uncertainty and curiosity

Blurring boundaries
Much of the work of the BSP focused on unlocking how information could flow freely and with
purpose, and how the partnership could be creative in structure and approach, particularly to
ensure that thematic information could be gathered, analysed and effectively shared to inform and
underpin collective leadership decisions. One of the key gains for the East Riding Partnership was
making links across to the Hull Contextual Safeguarding Partnership. The two partnerships are
geographical neighbours with a high level of cross-over between individuals engaged in partnership
activity at a strategic level. Despite this, the two partnerships operated separately. The BSP was
able to bring all the leads together to collectively look at data and risk. From this, both partnerships
a) developed key strategic relationships and links for ongoing discussions, engendering b) the
decision to merge their MACE structures at a local level.

Leading with care
A central tenant for the East Riding Partnership throughout the project has been, ‘So what for
children and young people in East Riding?’ Whilst the partnership has been clear, it doesn’t (yet)
have the information it needs to fully answer this. This work is at the core of its strategic
development ambitions. Key to realising this will be ensuring that the thematic analysis of data and
intelligence is triangulated with work to directly engage with and understand the perspectives of
children, young people and their parents, carers and communities. To ensure leaders at a strategic
level do understand what exploitation looks like in East Riding, the strategic partnership group
needs to be proactive in seeking out meaningful opportunities to invite the perspectives of
children, young people and their families – both into their individual agencies and into the
Extra-Familial Risk Group as a whole – to foster a two-way exchange of expertise.

Holding complexity, uncertainty and curiosity
Slowing down to allow time and space to reflect is perhaps the biggest reflection back from the TCE
team to the local East Riding Partnership. The mapping exercise identified both the breadth and
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depth of activity occurring across the partnership. Where improvements are wanted, the
partnership is (understandably) keen to act with pace to achieve change and measure impact.
Individually, however, there is an acknowledgement that agencies are, at times, overwhelmed
serving such a broad and fast-paced agenda.

In this context, messages about slowing down and building on reflections to identify purpose and,
where needed, resist pace, are important. The partnership has identified a key ambition to increase
the extent to which information is analysed (rather than just transmitted). This will necessarily
require time to stand back and reflect, and to invite the support and challenge of others to help
triangulate and contextualise information.

Leaders engaged with this BSP have worked at pace to put in place increased ‘spaces’ and
processes to enable this reflection. To ensure this space is used for reflection and analysis, the
strategic partnership also needs to be both supported to hold this space for itself and continue to
model and support it in operational and direct delivery contexts.

All four of the Joining the Dots domains in relation to working with complexity will support the East
Riding Partnership to do this with confidence:

● Using data to invite questions – especially in relation to the Vulnerability Tracker.

● Prioritising purpose over pace – reflections on mapping suggested capacity might be

created by removing and revising some meetings, rather than adding new ones.

● Basing local approaches on local need – becoming confident that the best fit approach for

East Riding won’t be an ‘off the peg’ ‘solution’ from somewhere else, but a collaborative

‘home grown’ approach that emerges from the knowledge, skills and expertise of the

partnership.

● Focusing on protective and safety factors – this chimed with reflections on how to move

focus further ‘upstream’ and challenge the pull within partnership working towards ‘high

risk perpetrators’.

Significant learning and transferability from the BSP for other areas:

One of the strongest reflections from East Riding has been the value of working directly with a peer
partnership. Whilst the two BSPs were run separately, they were (naturally) working on closely
aligned change goals, so formal and informal links were made throughout the project. The data and
risk workshops, and the reflective session pulling out key learning, were run as joint sessions and
both project SPOCs and sponsors formed close working relationships. With several agencies
spanning both local partnerships (Health, Police and Probation most notably) this allowed for a
high level of mutual support and challenge, and both partnerships have taken forward ideas and
approaches from the other. East Riding and Hull now hold daily Locate Missing Meetings which
directly address boundary-spanning issues and enable strategic leaders to identify shared emerging
patterns and trends.
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Working more closely with Hull has probably been the biggest positive disruption, as reflected back
to the programme team with the links, support and connections made being highly valued.

Emerging evidence of how the project has positively disrupted the system response to child
exploitation and extra-familial harm:

The East Riding Partnership’s commitment to creating space to analyse (rather than just transmit)
data and to use it to collectively reflect on themes and their meaning for the lives of children and
young people is a key and positive change.

This space is vital as the partnership is open to continuing to reflect – both as individual agencies
and collectively  – on what it means by ‘risk’ and what information it is using and sharing to
underwrite decision-making. The next step, strategically, will be to find ways to explicitly include
children, young people, parents, carers and communities in these conversations. This is vital if the
partnership wants to realise the benefits of using data for intelligence, rather than just for
performance monitoring.

Immediate reflections from the local area:

As a local area, what were the outcomes of the BSP? Do you agree with the substantive points in
the report?
We’re managing risks more responsively, especially with the police. Building relationships with Hull
has also been key. We are really starting to see results.

Do you have any reflections on the way the TCE delivery team worked with you?
Some of the sessions felt reparative, but we can also see the impact of having these conversations.

What are the key learning points for the local area? Does the report reflect these learning
points?
The BSP underlined the importance of active partnerships and relationships. Relationships are
much better, not just in a formal sense, i.e. the importance of being able to pick up the phone and
deal with things directly. And this is true from the most senior relationships to those ‘on the
ground’.

Please tick this box if there is an agreement for the Project Learning
Report to be shared via the TCE Support programme’s Microsite for
other local areas:

Date: 23.05.2022

Signed by local area: Anna Racher
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