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Part 1: Local Area Case Studies
From December 2025 to February 2026, three local areas volunteered to participate in  
conversations to share their experience of adopting the TCE Practice Principles. These  
conversations explored their experience of adopting and implementing the Practice Principles, 
and their influence on governance structures, partnership working, and practice across different 
local contexts. The following case studies seek to synthesise this learning, highlighting key  
developments, challenges and enablers.

1. Greater Manchester Combined Authority
1.1 Context and rationale

Greater Manchester Combined Authority (GMCA) is a city region made up of ten local  
authorities, a single police force, and a single Integrated Care Partnership influencing a complex 
landscape of commissioning groups, providers and services responsible for keeping young people 
safe. A central Complex Safeguarding Hub drives strategic alignment and practice coherence 
across the city region, while preserving localised structures and provision in each authority.  
The Complex Safeguarding Hub comprises policy and development, social work and insight and 
intelligence officers, led by a Head of Service. Complex Safeguarding Teams, in each local  
authority comprise Children’s Social Care, Police, Health and Trusted Relationship therapists. 
Some teams also include a parenting worker, early help workers and children who go missing.
Teams work closely with Youth Justice, Education officers, Adult Services, Probation and Schools. 
Together, teams and services collectively identify children and young people at risk of harm 
through exploitation and implement plans to tackle child exploitation.  Prior to engaging in the 
TCE consultation process in 2023, the GMCA had already been on an innovation journey  
developing a principle-based approach Complex Safeguarding framework supported by Research 
in Practice. As a result, the region had an existing organisational culture to integrate new  
guidance, underpinned by a mature multi-level governance structure, robust data frameworks 
and quality assurance processes.

1.2 Applying and implementing the TCE Practice Principles

In GMCA, the Practice Principles have been integrated into an established process of peer  
review audits between regional local authorities. The Greater Manchester Complex Safeguarding 
Strategy 2024-27 provides an excellent example of incorporating the Practice Principles in a  
strategic document. Through using the TCE partnership self-assessment reflective tool as a 
self-assessment tool, regional governance leads and auditors reflected not only on individual 
service responses (practice) but on how the wider system responded to exploitation  
(partnerships). The Practice Principles were described as a ‘golden thread’, ensuring that  
feedback was consistently grounded in a strong research and evidence base. This approach has 
strengthened the use of critical thinking and reflective practice within the auditing process and 
improved strategic coherence of the recommendations. As a city region, there is a new focus on 
exploring improved outcomes for adolescents and transition into adult services. Participants
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highlighted the applicability of the Practice Principles beyond high-risk groups, noting their  
relevance to the wider adolescent population. 

“TCE principles apply really well to that wider adolescent group as well… You could look at a group 
of adolescents and apply them, not just thinking about those who are at risk of exploitation. And we 
felt that was really important so that we could adopt that approach in our adolescent framework 
thinking as well.”

GMCA method for testing their model included identifying two local pilot authorities, to  
develop an integrated approach to using the Practice Principles underpinned by systemic  
action plans in each locality. Children’s experiences provided the evidential base for focused 
action planning. Four children’s case files were audited by multi-agency auditors in each area’s 
complex safeguarding team. The audit tool required each auditor to comment on how the eight 
Practice Principles were applied in practice. Multi-agency feedback was provided to each area, 
framed as areas of strength and reflection, with children and family’s views integral to the  
auditing framework. Three multi-agency TCE sessions were then arranged with relevant system 
leaders from each area, with the first focused around the voice of the child, the second based on 
systems, and the third around places and spaces.

Each workshop provided dedicated time and space for multi-agency partnerships to focus  
in-depth on individual or grouped principles in thinking around early preventative interventions. 
An example provided was looking at systems through pairing the Practice Principle of being  
curious and evidence informed along with respecting the voice, experience and expertise of  
children and young people. This structured approach encouraged reflective discussion and  
supported partners to challenge existing assumptions and practice. The Complex  
Safeguarding Hub facilitated the workshops, producing a condensed version of the Practice 
Principles to engage parts of their organisations for whom exploitation forms a relatively small 
part of their remit. This adaptation made the resource accessible and practical for time-pressed 
professionals with limited prior knowledge of exploitation.

1.3 Impact and outcomes

The peer review audit process and thematic sessions led to a range of actions, themes and  
emergent plans supporting better holistic practice. A key outcome in GMCA has been increased 
collaboration between children’s services, adult social care, health, police and education to 
invest in developing new arrangements for adolescents transitioning to adulthood. Participants 
highlighted the ability to use the Practice Principles to develop consensus through using a 
systemic perspective. Through a thematic workshop on the places and spaces principle, action 
plans have been created in collaboration with neighbourhood policing, community safety teams, 
taxi licensing, environmental services, and detached youth work. One participant stated:

“Revising that approach and setting it up, but certainly the sessions that we’ve adopted I think have 
been much more informative into understanding what the response is to all forms of exploitation 
because it brings it back to focusing much more around the early intervention prevention elements.”
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The local area identified strengthening partnerships between complex safeguarding teams and 
schools with the objective being to reduce school exclusions through increased understanding  
of behaviour and confidence in providing relational and need-led responses. For example, by 
involving psychologists and psychotherapists from the complex safeguarding teams to build 
trusted relationships with young people. A significant proportion of actions focused on building 
direct links with individual schools and involvement of Virtual School Headteachers. In addition 
to connecting contextual information from schools with plans and approaches drawn up with 
detached youth workers and early help services. 

Similarly, objectives have been set to reduce delays in court proceedings by working  
systematically with the Police and Crown Prosecution Service (CPS) to expedite processes, 
where appropriate. The aim of these changes is to reduce anxiety experienced by young people 
and their families and reduce delays to being connected to support through Youth Justice  
Services. There is continued emphasis on maintaining a child-centred approach, especially when 
young people are positioned as both victim and perpetrator, ensuring legal processes do not 
override their welfare needs.

GMCA reported distinct changes in the promotion of trauma-informed language throughout 
case files through reducing the use of stigmatising terminology, and an increased use of  
coaching style language being used by line management. This illustrates behaviour change being 
mirrored at the practice and managerial level, in line with the design of the Practice Principles. 
Professional communication with young people has shifted to ensure clear articulation of powers 
and duties being enacted, with examples of young people changing their opinion of professionals 
as they understand what is happening to them. We were told:

“And there’s been some really strong examples of young people’s views and increasing safety […] So 
a 17-year-old boy who said that without the intervention […] He’d be in prison or worse. He described 
it, and he talked about working with police officers as well, and about the fact that they’ve been 
very transparent about their role was really helpful to him. He was saying it would be really shady, 
his terminology, if they’d not actually been upfront about their powers and their duties, but he said, 
I really find it difficult thinking of the Police. But on a human level, they’ve really cared and been able 
to form a relationship that’s been protective in and of itself.”

A range of developments include investment in parent workers, recognising the emotional 
impact parents experience and the need for someone to speak to about what it is like to  
parent a child who is at risk of or experiencing exploitation.

Regarding the principle of approaching parents and carers as partners wherever possible, 
feedback from a parent about being part of a peer group, with other parents, helped her for 
the first time to understand the abuse through exploitation that her daughter was  
experiencing. This moment “when the penny dropped” was devastating to her; she received 
support from peers and the parenting worker. This example of the power of peer parental support 
was illustrative to colleagues in different areas, who were thinking about the value of introducing 
parenting support.
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2. Lancashire County Council
2.1 Context and rationale

Lancashire County Council is the fourth largest local authority in England and covers a large 
geographical area consisting of a range of urban and rural communities. The authority identified 
entrenched siloed working in its previous service structure, with separate exploitation,  
extra-familial harm and missing from home teams, and a need to front load early intervention to 
support children and young people not seen by statutory services. Subsequently, they launched 
the EmPower Contextual Safeguarding Model in 2024, to strengthen their multi-disciplinary 
working arrangements. Made up of seven district teams, it has a staffing structure which  
includes social workers, child and family practitioners, parenting workers, targeted youth  
workers, mentors, speech and language therapists, substance misuse workers, clinical  
psychologists, mental health practitioners, exploitation nurses and PACE workers.

2.2 Applying and implementing the TCE Practice Principles

The Practice Principles were launched at the same time as the new EmPower Contextual  
Safeguarding service in Lancashire. The adoption of the Practice Principles had an explicit aim of 
improving practice and fostering a shared understanding of child exploitation and extra-familial 
harm across the multi-agency team. All eight Practice Principles have been adopted to support 
an organisational cultural shift away from risk-oriented narratives that focus on young people’s 
behaviours and perceived parental deficits, towards approaches that prioritise the disruption of 
perpetrators and the creation of safer spaces and places. Participants referred to the Practice 
Principles as ‘being a golden thread through your practice’. As a new multi-agency service, the 
team have been investing in strengths-based, and relationship-based practice and becoming 
trauma-informed.

The Practice Principles have been used as a reflective tool for improving management oversight 
of case files, as a check list to improve the quality of assessment for children, and improving 
methods for recording and surfacing the voice of the child such as writing in their voice, marking 
it in bold. Aligned with the new multi-agency working, practitioners felt they could challenge 
more effectively the use of language and understanding of exploitation within Multi-Agency 
Child Exploitation (MACE) panels. With police colleagues in the local area, the Practice Principles 
have supported a focus on shifting victim-blaming language and adultification bias towards a 
trauma-informed approach that recognise structural vulnerabilities and centres the young  
person’s lived experience in assessment and intervention.

The social care team have incorporated the Practice Principles into their learning and  
development programme, this ranged from supporting onboarding newly trained social workers, 
team training sessions and developing a competency framework. A practice manager told us:
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“But I think it really helped simplify and the way I explained it to my social workers and I do as part 
of their induction is if on any file you sat and you’re thinking I’m really struggling with this child and 
family, I’m struggling with intervention, I’m struggling with these harder to reach young people. Are 
you achieving all of these almost in a way? Use it as a tick box, but it doesn’t need to be linear. […] I 
think it helps you simplify your brain when it’s very busy with these children and I think that is what 
we’ve got.”

Lancashire has used the Practice Principles to strengthen participation, both in regard to  
children and young people and parents and carers. One participant commented, “We try and do 
a lot of co-production participation within our team. Nothing’s done to, it’s all done with even 
down to the smallest of things and I think that that has been really huge for us.” Through  
considering the approaching parents and carers as partners principle, the local area has  
established a parenting group to facilitate sharing lived experience and promote support  
pathways.

2.3 Impact and outcomes

Participants reflected that, historically, decision-making in cases of child exploitation often  
followed a risk-escalation model, whereby once a young person reached a certain threshold of 
perceived risk the primary response was to remove them from the family home. The Practice 
Principles alongside a Contextual Safeguarding Model have increased recognition that parents 
and carers have a role, where appropriate, in safeguarding their children. Through increased 
attention to capturing the family voice within case recording and advocacy at multi-agency 
safeguarding panels and a focus on intervention in the context where risk and harms are taking 
place, the partnership is able to explore alternative interventions.

The Practice Principles have strengthened managerial oversight of front-line decision-making. 
Participants described having a clearer ‘line of sight’ through using the Practice Principles as 
a footprint for shaping case file review and supervision processes. MACE meetings have been 
restructured to centre the young person more explicitly. This has included developing a visual 
board with reference photographs of the young person and using information that reflects them 
in different spaces of their life, such as school, neighbourhoods and peer networks, reinforcing a 
Contextual Safeguarding approach. Although wider service restructuring within the partnership 
was largely driven through top-down organisational change, the Practice Principles have helped 
provide a common language through which practitioners from different agencies coordinate 
decision-making. One practice manager stated: 

“I think everybody does have their own skill set, everybody has their own job role to complete as  
part of the wider system. But it’s a shared set of principles, isn’t it, that can be utilised. I think that’s 
the reason that we advocate for it so heavily. I think because whether you’re in a position of senior 
leadership or you’re a missing from home worker out on the ground going seeing the children, you 
still have a role to play in implementing them.”
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Participants reported that collaborative efforts with police and other partners have improved, 
specifically in identifying vulnerable locations and individuals at risk of exploitation. Key findings 
include the use of community-based intelligence gathering and hotspot mapping, which have 
shifted the partnership’s focus from managing individual children to disrupting perpetrators and 
harmful environments. For example, one participant described:

“So, there’s a big focus on perpetrators rather than the child. So, targeting like what we know about 
the perpetrators and things like that. So, we start off with that at the beginning of MACE and kind of 
hotspots and things like that. And there’s less talk around actual the child, if you will, and more talk 
around what we’re going to do about it.”

This reorientation was also perceived to have improved inter-agency relationships. Several  
participants noted that historically, high-risk cases have generated tensions between agencies 
as responsibilities are contested. The shared framework offered by the Practice Principles was 
seen to help mitigate this dynamic by grounding discussions in a common set of expectations 
and keeping the focus on the child’s safety rather than organisational accountability. One  
participant described a reduction in inter-agency conflict:

“We prevented what usually becomes a battle and it does unfortunately between agencies when 
things escalate of, you’re not doing this, you’re not doing this. I think following this system [the  
Practice Principles] It stopped us getting to the point of agency bashing because we all were able  
to keep remembering there is just a child at the heart of this and what could we be doing  
differently? We could challenge each other in a way that was respectful and I think that’s massively 
helped it being embedded within health.” 

3. Slough Borough Council
3.1 Context and rationale

Slough Borough Council is an ethnically diverse urban borough in Berkshire with a relatively young 
population and significant levels of socioeconomic deprivation and inequality. The statutory 
safeguarding partners are the Slough Borough Council, who commissions the Slough Children’s 
Services Trust to deliver the statutory services, NHS Frimley Integrated Care Board and Thames 
Valley Police. The local area has been impacted by a succession of three fatal stabbing incidents. 
Two Child Safeguarding Practice Reviews (CSPRs) have been conducted, one relating to the 
death of a 15-year-old child and another relating to a young adult who was a care leaver. These 
reviews have prompted the partnership to consider a whole system change, with prioritisation to 
improving processes to better capture the voice of the child, enhance multi-agency information 
sharing, and review the operational functions within the Multi-Agency Safeguarding Hub (MASH).

3.2 Applying and implementing the TCE Practice Principles

The Child Safeguarding Practice Reviews held a series of workshops with parents, the  
community, CYP and the workforce to identify areas that needed improvement and supported 
the development of a locally owned actions plan. 
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The most recent CSPR in 2023 placed a strong emphasis on engaging both the victim and  
perpetrator parents, alongside members of the wider community. Through a programme of 
workshops, parents were supported to lead these conversations. The partnership referenced the 
Practice Principles at the start of every session with the parent groups to ground conversations. 
This process generated locally owned actions plans incorporated in the learning from the review. 
A senior manager told us: 

“We produced the strategy – a result of 18-months work - with everyone working with consensus. 
The principles enhanced that development work, crystallised where we thought we were with those 
issues, what to expect of different people in the organization. [It] clearly articulated how we want to 
do that.”

The Practice Principles were integrated into an ongoing ‘whole system development’  
process supported by an external consultant. We heard of how both existing and emergent  
governance structures, including strategic boards or multi-agency panels, have used the  
Practice Principles to clarify roles and responsibilities. This has contributed to the development 
of the Safeguarding Children from Exploitation Group with stronger and more formalised  
representation from community and voluntary sector partners. One participant described  
them as ‘the noise in the system that is guiding us’. In particular, the Practice Principles have  
accelerated the partnership’s ability to clarify the distinction between management and  
operational roles, addressing their CSPR findings that identified ambiguity in leadership and  
lines of accountability.

3.3 Impact and outcomes

In Slough, the Practice Principles have been the most impactful at the strategic and  
governance level. Following the adoption of the Practice Principles, Slough has published its 
Action Plan 2025–27, built around four clear strategic objectives: first, prioritising the safety and 
welfare of children, young people, and young adults (CYPYA); second, seeking and centring the 
voices of children, young people, and young adults; third, improving insight, communication, and 
learning; and fourth, fostering collaborative leadership and a relational approach to tackling  
exploitation. Each objective is constructed by a set of outcomes which in turn are clearly linked 
to the role of the strategic MACE panel, the role of an implementation group, the impact on 
CYPYA, the impact on parents and carers, and an identified method for measuring each  
outcome – with a clear line of sight to the Joint Targeted Area Inspection (JTAI) evaluation  
criteria each objective is fulfilling. 

Partnership working between Slough and Thames Valley Harm Reduction Unit has been 
strengthened with both organisations investing in the Practice Principles. Specifically, the shift 
has driven consensus on working with vulnerable young people. Power dynamics between social 
workers and police have been flattened to facilitate open conversations about the balance  
between disruptive tactics and welfare considerations.
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“We’ve just started an operation with the police called OP Cascade, which is focusing on a group 
of children. […] So again, that becomes a conversation and I will often push back and say actually, 
no, I don’t agree with that, or I don’t agree with the limitations you’ve put on that child. It’s going 
to affect their education, whatever it might be. So, I think it’s it is, it’s kind of gradually seeping into 
everything we’re doing.”

The putting children and young people first principle has played a significant role in shifting  
local partnerships thinking from rigid victim – perpetrator binaries. It has challenged the  
tendency for young people to be framed as primarily perpetrators once they turn 18, even when 
their histories reflect victimisation and exploitation. Practitioners described sustained work with 
police colleagues to promote reflection on professional language and decision making,  
supporting a more consistent recognition of transitional safeguarding responsibilities.

The local area is now in a process of understanding and building capacity to implement learning 
from the Practice Principles though the development of a capabilities framework. We heard from 
one participant: 

“And we gathered together all our evidence from audits and learning from reviews and all the rest of 
it. And we pulled it all together, amalgamated all the data, and we did a training needs analysis and 
we came up with the competencies we think the workforce needs to function well.”

The training program is focused on enhancing professional competencies to navigate children 
and parents through the system according to their needs and vulnerabilities; however, it is too 
soon to identify the impact of this work.
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Part 2: Cross-cutting Themes and Learning
1. Learning and reflection
Barriers

All three local areas acknowledged current and anticipated resourcing and capacity issues as 
limiting factors in adopting new policy and practice. The pressures are particularly acute as a 
workforce development issue, as cycles of restructuring and short-term funding can result in  
frequent staff rotation and leave specialist posts vacant. As a consequence, it can be a challenge 
to retain organisational memory, senior leadership buy-in and relational continuity that effective 
multi-agency safeguarding depends on. While different parts of the partnership are managing 
resource pressures, there is evidence of solutions being found through stronger collaboration, 
prompting increased joint funding arrangements and co-commissioning of services.

When implementing systems change, participants reflected on anxieties around inspections 
and the careful path organisations needed to navigate to ensure alignment with the frameworks 
used by Ofsted and the HM Inspectorate of Probation. While the Practice Principles have the 
credibility to give local areas confidence to take them forward, participants’ feedback is needed 
for further clarity on the commitment to the Practice Principles across inspection standards.

One local area identified the need for strengthening work on inequalities within the guidance 
and the use of an intersectional lens to reflect on links to other principles, particularly around 
the differential treatment between sexually exploited girls and criminally exploited boys. As a 
key systemic issue faced by safeguarding partnerships, professionals reflected that progress on 
disproportionality was often partial and inconsistent across the wider system.

Participants highlighted the challenge of managing continuous improvement while preparing 
partnerships to adopt additional governmental reforms. Since the Practice Principles were  
published in 2023, all three case studies have reflected their progress along an innovation  
process, which is still in the developing and integrating improvements stage. Continuous work is 
still needed to scale and diffuse learning across broader parts of the system. Whether this was 
at an inter-agency level, across neighbouring local authorities, or with voluntary and community 
partners. Strategic and governance leaders interviewed were aware of the demands required to 
pivot across different parts of the partnership, while retaining focus on the action plans  
developed using the Practice Principles. 
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Enablers

Across all three case studies, the Practice Principles have provided a clear structure for  
developing ‘good practice’ across organisational cultures. Whether applied to coordinating policy 
across regional areas, commissioning new services, or innovating within existing structures, the 
framework served as a golden thread to guide system improvement. 

Acknowledging the complexity and multifaceted nature of responding to exploitation requires 
the skills and knowledge of multiple agencies; one participant encouraged other local areas to 
embrace the multidimensional nature of the Practice Principles and their ability to empower 
partnerships to enact change.

For many participants, the principles align with existing local ambitions to strengthen relational 
practice, become trauma-informed, and to be professionally curious. Similarly, the purpose for 
attempting to innovate or improve responses to exploitation was often initiated by context and 
events that predated the publication of the Practice Principles. Instead, the principles provided 
a compass to guide and direct efforts or served as a catalyst for local areas to arrive at solutions 
more efficiently and collaboratively. The framework helps provide scaffolding for collaboration 
across multiple levels of the safeguarding system, and to develop professional competencies, 
skills, and understanding within partnerships, rather than within individual professions or  
services. 

The endorsement by a broad coalition of government departments and organisations has  
enabled participants to galvanise partners and strategic leaders to buy into their innovation 
journey. Providing individual champions with the credibility to mobilise and persuade key  
stakeholders. In particular, the National Police Chiefs Council endorsement has facilitated  
conversations with police partners to develop shared agendas.

The extent to which the Practice Principles are underpinned by a robust methodology of research 
and evidence, professional consultation, and the lived experience of children, parents, and carers 
was seen as a key enabler for local areas with limited capacity to conduct their own research. 
While we heard that the depth of information could be overwhelming for professionals with  
limited time to read and absorb extensive research; local areas have been able to put in place 
processes for taking ownership of the Practice Principles by adapting and refining the guidance 
for dissemination locally. 

11 Funded by the Department for Education tce.researchinpractice.org.uk

https://tce.researchinpractice.org.uk/


2. Conclusion

The three case studies illustrate the Practice Principles’ impact on ways of working at multiple 
levels within safeguarding partnerships. As partnerships attempt to respond to the complexity  
of child exploitation and extra-familial harm, the principles were most commonly used as a  
reflective tool to examine existing practices, governance arrangements and strategic priorities. 
In this function, the Practice Principles offered coherence, legitimacy and strategic direction 
to existing partnership ambitions, typically around becoming strengths-based, relational and 
trauma-informed. Across all three local areas, there was evidence that the Practice Principles 
were forming the foundation of new learning and development strategies to embed new ways of 
working. Professionals highlighted the value in providing a shared reference point for challenging 
practice that did not align with the Practice Principles. One of the key challenges facing  
multi-agency partnerships is translating policies from multiple government departments and 
institutional identities. The range of activities reported demonstrates methods for developing 
shared agendas and stronger alignment across the three statutory partners and wider  
stakeholders. 
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