LSCB 6

1
LSCB 6

AUGUST 2007

BOLTON FRAMEWORK FOR ACTION GUIDANCE: 
INVESTIGATIONS OF COMPLEX (ORGANISED OR MULTIPLE) ABUSE
(See also:-
Complex Child Abuse Investigations: Inter-Agency Issues (Home 


Office and DoH 2002


1. Complex abuse (sometimes called organised or multiple abuse) may be defined as abuse involving more than one abuser, and a number of children and young people. 

This may include:

· Paedophile rings, where adults in the community who have contact with one another create access to large numbers of children. 
· Family based abuse, where children are abused mainly by adult relatives (although non-relatives may be involved).
· "Institutional abuse" where adults working with children in community based and residential settings misuse their power and authority in order to physically, sexually or emotionally abuse children and young people.  

Organised abuse may not come to light until several years after events have taken place and the victims have reached adulthood.

Separate LSCB guidance exist for the investigation and management of allegations of child abuse against those working with children and young people.  In the case of suspected institutional abuse this guidance needs to be read in conjunction with that on managing allegations against individuals working with children (see B10 Framework for Action).

2. ACTING ON SUSPICIONS

Any member of staff who hears allegations, or suspects complex abuse, should discuss them with a manager responsible for child protection as a matter of urgency.  However, it is unlikely that clear allegations will be made initially about the existence of organised or institutional abuse.  It is much more likely that a number of children, possibly unrelated, will begin to make statements and allegations about their abuse, which over the course of time will suggest to workers the possibility of connections and a degree of organisation.

Frontline workers in Childrens Services and the Police, or the NSPCC, or those who co-ordinate and manage investigations in the Child Protection Unit, Police 
Public Protection Unit are those most likely to begin to have suspicions and make connections between cases.


On occasions childcare staff working in community based or residential childcare agencies will have concerns or suspicions about the activities of colleagues, which may be difficult to raise through the normal child protection procedures.

Practitioners in all agencies are assured that if they begin to suspect organised abuse, or connections between cases, that they can take their suspicions to their managers, and/or the child protection agencies, and they will be taken seriously.

If staff feel unable, for any reason, to share concerns within their own agency arrangements have been made for them to contact the NSPCC (see Framework for Action Handbook( Section C1), who will provide professional consultation and advice as to how to take matters forward.

3. INITIATING AN INVESTIGATION

Each investigation of organised abuse will be different, according to the characteristics of the particular situation, and the scale and complexity of the issues.  Each requires thorough planning, good inter-agency working, and attention to the welfare needs of the children involved.

However the basic procedure for initiating an investigation will be the same:

· Where frontline workers have suspicions or concerns they should share these with colleagues, or consult the NSPCC (see Framework for Action Handbook Section C1). 


If concerns remain they should:

· Discuss concerns with their immediate managers, or the NSPCC, 


Who will, if concerns remain:

· Liaise with the Head of Service, Child Protection Unit (Children’s Services)


Who will initiate a formal investigation.

4. Responsibility for co-ordinating investigations of organised abuse rests initially with the Head of Service, Child Protection, based in the Children’s Services Department's Child Protection Unit.

Where allegations of complex, organised or multiple abuse involve staff working in either a professional or voluntary capacity in childcare agencies, whether statutory or community based, these guidance notes should be read in conjunction with Procedures and Guidance on managing allegations against those working with children.









Where the Head of Service, Child Protection, receives information about the possibility of organised or institutional child abuse, they will:

· liaise with senior managers in Children’s Services and Greater Manchester Police, and any other relevant agency, and
· convene an Information Sharing and Planning Meeting with relevant senior and operational managers.

5. STRATEGY MEETING
The purpose of the Strategy Meeting is to bring together as much information as is available at an early stage in order to determine:

· Whether an investigation under these procedures is appropriate, and if so to determine:

· The initial parameters of the investigation, and
· The agencies which need to be involved in more detailed planning.

At this stage the need for confidentiality cannot be over emphasised.  The criteria for sharing information should be on a strict 'need to know' basis, recognising that the extent of links and abuse may not yet be known.


Where it is decided that concerns warrant further investigation the Director of Children’s Services, Divisional Superintendent or nominated Detective Chief Inspector, and Senior Officer from Public Protection Unit Headquarters will be notified and asked to nominate senior managers to have strategic oversight of the investigation.  Where necessary chief officers of other relevant agencies (e.g. health or education) will be contacted and asked to nominate a senior officer to the Strategic Management Team (SMT) managing the investigation.

Duties of the SMT are set out below.

The SMT will identify an operational manager (from Children’s Services, Police or NSPCC) to lead the investigation, and establish a Multi-Agency Investigation Team for that purpose.


6.
STRATEGIC MANAGEMENT TEAM

Membership: Senior officers from appropriate agencies, ie:

Children’s Services

Greater Manchester Police

DCI, Public Protection Unit 


and others (e.g. CPS, health, education, etc.) as appropriate


ACPC Chair


Representative from Local Authority Legal Department.

7.
FUNCTIONS OF STRATEGIC MANAGEMENT TEAM

· Set out clearly the terms of reference for the team.
· Establish the aims and objectives, extent and limits of the investigation.
· Ensure a shared understanding of the principles upon which the investigation will be conducted, including access to expert legal and psychological advice.
· Provide and allocate resources:


Nominate a lead officer for the Investigation Team, who will also be a member of the Strategic Management Team. 
Investigating Team.  How many staff will be needed from different agencies, and what arrangements need to be made to relieve them of other work.  Experience suggests that it is desirable that staff should be seconded full time to investigations of this sort.
Accommodation and facilities.  It is likely that the investigation team will need it's own accommodation, both to allow it to function as an integrated team, and in order to protect confidentiality.  Additional facilities may be necessary for interviewing children.
Administrative Support.  Consideration will need to be given to the provision of appropriate support, including secretarial/admin staff, telephones and IT.  Special measures on the recording and storage of information and access to it are likely to be necessary.










Staff Care and Support.  Experience in some investigations has highlighted the value of staff having access to counselling/consultation with somebody external to the investigation process, to assist with the emotional demands of an investigation of this type.  Whilst staff cannot clearly be compelled to use a service of this sort, it is suggested that it should be presented as an established part of the arrangements for the investigation, with an expectation that staff attend sessions, rather than simply opting in at the point where they begin to experience stress.


Suitable placements for children as necessary, to include financial resources for witness support, etc.

· Establish clear lines of communication between themselves and the investigation.
· Negotiate inter-agency difficulties and inter-authority relationships, including clear lines of accountability for reporting and decision making which will be followed by staff from different agencies working in the multi-agency investigation team. 
· Co-ordinate investigations which cross-operational boundaries.
· Manage relationships with the media and be a single source of information regarding the process of the investigation.  Determine who needs to be briefed, e.g. Ofsted, Chief Officers, MPs.
· Develop a detailed timetable for the investigation.

8.
THE INVESTIGATIVE TEAM: MEMBERSHIP

Lead Officer, appointed by a SMT, plus experienced operational staff from Police, Childrens Services and other agencies.

9.
ROLE OF THE INVESTIGATION TEAM MANAGER
· Bring together a trusted and vetted team from police and social work.
· Agree terms of reference and ways of working.
· Agree clear written protocols for recording and sharing information.

· Make a thorough assessment of victim's needs, and provide or access services to meet those needs.
· Secure access to expert legal advice.
· Ensure the availability of consultants/experts to support interviewing teams.
· Ensure that records are safely and securely stored.
· Use weekly strategic planning meetings to consider the conduct of the investigation, next steps, and the effectiveness of joint working.
· Provide a confidential and independent counselling service for victims and families. In particular the team will need to consider how to maximise support and co-operation from "safe" family members, to minimise the trauma to children and young people as much as possible.
· Arrange care and support for those involved with the investigation, including administrative staff.  Refer to LSCB Staff Care Scheme/Departmental Staff Care/Occupational Health or other resources as appropriate.
· Consider the use of an external consultant to de-brief team in particularly traumatic situations, or at end of investigation.

10.
CASE CONFERENCES
Complex organised abuse investigations create considerable difficulties for both the management and chairing of case conferences.  The management of the investigation, and any ongoing allegations, need to be kept separate from the conference process, so that conferences on children involved in organised abuse can focus exclusively on the protection needs of the child or sibling groups involved.  Groups of unrelated children should not be the subjects of case conferences. 

As far as possible, conferences on individual children or sibling groups should be as normal as possible.  Members should be invited on a ‘need to know’ basis.

The question of parental participation is also potentially difficult.  Under current procedures parents can be excluded from case conferences where investigations are still continuing, and it may be appropriate to invoke this exclusion in cases of organised abuse.  However, where investigations are complete, then as far as possible, normal procedures should apply, and parents should be invited in the normal way.
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ALLEGED OR SUSPECTED ABUSE CARRIED OUT BY PEOPLE ACTING ON BEHALF OF AN AGENCY IN A POSITION OF TRUST

List of Senior Nominated officers in key agencies

Social Services Department
Lynne Jones , Assistant Director, 


Children & Families Division

Education & Culture Department
Ian Price, Principal Education Social Worker

Education & Culture Department
Julie Thompson, Assistant Director Positive Contributions, Children and Families
Health: Community Trust
Pam Jones,  Team Leader, Primary Care Trust
Royal Bolton Hospital Trust
Susan Holland, Director of Nursing Services

Probation Service
John Brimley, District Manager

Police
DCI Carol Ashworth, Greater Manchester Police
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