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The Rt Hon James Cleverly MP 
Home Secretary 
Home Office 
2 Marsham Street 
London  
  

Our ref:TP/VS   
 

 
 
 
17 January 2024 
 
 
Dear Home Secretary 
 
 
 
RE: HMICFRS – National Child Protection Inspection (Re-inspection) Report for Suffolk Constabulary. 
 
Thank you for the opportunity to comment on this re-inspection.  
 
Suffolk Constabulary has provided an update on the recommendations, to my public Accountability 
and Performance Panel on 19 January 2024, which is attached and published on my website. 
 
I am pleased that the re-inspection found that only four of the ten original recommendations still have 
elements to address. Whilst I am pleased by the progress made, the outstanding recommendations 
will be kept under review.  
 
 
Yours sincerely 
 
 
 
 
 
 
 
Tim Passmore, Police and Crime Commissioner for Suffolk 
 

mailto:timothy.passmore@suffolk.police.uk
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ORIGINATOR:   CHIEF CONSTABLE   
  

 

 

PAPER NO: AP23/07 

 

 

 
SUBMITTED TO:  ACCOUNTABILITY AND PERFORMANCE PANEL –  
   19 JANUARY 2024 

 

 

 
SUBJECT:     UPDATE IN RESPONSE TO RECOMMENDATIONS CONTAINED WITHIN THE 
   NATIONAL CHILD PROTECTION INSPECTION (NCPI) RE-INSPECTION REPORT 
   FOR SUFFOLK CONSTABULARY 

 

 
SUMMARY:   
 
1. His Majesty's Inspectorate of Constabulary and Fire and Rescue Services (HMICFRS) completed 

an inspection of Suffolk Constabulary Child Protection capabilities between 18th and 29th July 
2022. 

 
2. During this inspection HMICFRS examined how effective the police’s decisions were at each 

stage of their interactions with or for children. This was from initial contact through to the 
investigation of offences against them. HMICFRS also scrutinised how the force treated 
children in custody and assessed how the force is structured, led and governed, in relation to 
its child protection services. 

 
3. The findings of this nationally governed child protection inspection (NCPI) were published by 

the HMICFRS on 22nd December 2022. This NCPI report positively recognised Suffolk 
Constabulary as having a number of strengths relative to its child protection capabilities, most 
notably: 

 
 • Good Practice evident in response to children involved in incidents where children 

 require immediate protection. 
 • Well established partnership arrangements, including a well-established Multi 

 Agency Safeguarding Hub (MASH). 
 • High quality multi-agency child protection investigations. 
 • Good multi-agency management of sex offenders.  
 • Good care and treatment of detained children. 
 • A committed and enthusiastic workforce, with a clear focus on the voice of the child.  
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4. Whilst recognising these strengths, the NCPI findings also identified some areas for 
improvement, resulting in ten recommendations for the Constabulary to consider and act 
upon.  Four of these recommendations required the Constabulary to take immediate action. 

 
5. In July 2023, HMICFRS returned to the Constabulary to undertake a post-inspection review. 

During this inspection they examined force policies, strategies, and other documents. They 
interviewed force leaders, frontline personnel, and senior managers from our partnerships. In 
addition, they completed thirty audits of child protection cases to understand how well Suffolk 
Constabulary keeps children safe. 

 
6. The purpose of this report is to outline the findings of the HMICFRS re-inspection and detail 

the Constabulary’s response to continued recommendations.                    
 

 

 
RECOMMENDATION:     
 
1.  The Police and Crime Commissioner (PCC) is asked to consider the progress made by the 

Constabulary, and raise issues with the Chief Constable as appropriate to the PCC’s role in 
holding the Chief Constable to account. 
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1.  HIS MAJESTY'S INSPECTORATE OF CONSTABULARY AND FIRE AND RESCUE SERVICES 
 (HMICFRS) NATIONAL CHILD INSPECTION (NCPI) RE-INSPECTION FINDINGS 
 

1.2 The following updates are from HMICFRS findings in respect of their post inspection (June 
2023) of actions and activities undertaken by Suffolk Constabulary to improve their 
performance against the ten recommendations identified during the National Child Protection 
Inspection in July 2022. 
 

1.3 In respect of the ten recommendations, HMICFRS found sufficient evidence of improvement 
to sign off six of the ten recommendations. In respect of the remaining four recommendations, 
there were favourable comments in relation to progress made, but some further 
improvements were still required.  
 
 

Recommendation 1 – Signed off   
 
That Suffolk Constabulary immediately works with its statutory safeguarding partners to resolve 
problems that are reducing the effectiveness of multi-agency arrangements to safeguard children. 

 

 Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
 recommendations  
 
1.4  The Constabulary works closely with safeguarding partners to ensure appropriate 

 arrangements for children who need safe places to stay are in place. 
 

1.5  The Suffolk Safeguarding Partnership has introduced formal escalation and risk register 
 processes to help resolve complex safeguarding concerns raised by organisations. 

 
1.6  The process has increased alternative accommodation for children charged with criminal 

 offences, and denied bail before their court appearances.  
 

1.7  The Local Authority and Suffolk Constabulary are aware of national shortages for secure 
 accommodation for detained children, and are proactively engaged with the local community 
to increase specialist foster care provision with training in place. 
 

1.8  The Local Authority and Police are still developing understanding and practises around 
children taken into police protection. A multi-agency audit process is underway to review a 
selection of cases to identify any learning for either agency in relation to risk assessment, or 
improve working practices.  The Constabulary is demonstrating an open, professional 
partnership with determination to improve communication to support better joint child 
protection work.  
 

 

Recommendation 2  (Remains outstanding)  

That Suffolk Constabulary immediately improves its arrangements and practices for responding to 

incidents of missing children This should include:  

 

-  Having regard to the College of Policing Authorise Professional Practice; 
-  Using the Philomena protocol; 
-  Improving risk assessment for missing children; 
-  Improving the way, it supervises responses; and 
-  Improving the way, it collects and uses information to prevent incidents of missing children. 
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Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
recommendations                 
 

1.9  Arrangements to reduce risk for missing children have improved, with better processes in 
 place to reduce the risk for children who go missing on a regular basis.  
 

1.10  In February 2023 the Constabulary introduced a new policy for missing children, which is 
 compliant with the College of Policing (CoP), Authorised Professional Practise (APP) and 
includes Contact and Control Room (CCR) Staff grading all missing children as either medium 
or high risk. However, it was observed this was not always followed.  
 

1.11 A specialist missing person system (COMPACT) is used to record details of all missing children, 
and automatically shared with the Multi-Agency Safeguarding Hub (MASH), and also the 
Constabulary’s Missing Person Advisors (MPA), who share appropriately with the local 
authority to improve knowledge of information around children regularly going missing.  
 

1.12 HMICFRS observed significant improvement in local authority completion and submission of  
       ‘return home interviews’. 

 
1.13  The Constabulary promotes the use of the Philomena protocol, providing staff within 

 children’s home guidance to understand their responsibilities and requirements of 
 when to contact police.  It was noted the roll out of this protocol was not complete, but had 
 already significantly reduced the number of ‘looked after children’ reported missing. This 
 enabled police to direct their focus to children at higher risk and prevent unfair 
 stigmatisation of ‘looked after children’ inappropriately reported missing from home.  
 

1.14  Police and partners support the expansion of Op Encompass, developing this initiative to 
 inform schools of missing episodes so all available information can be shared and 
 safeguarding measures considered.  

 
1.15 Specialist Intelligence personnel are available in the CCR from 0700-0200hrs, but this does 

leave a period of 5 hours, however the CCR are training some personnel on specialist 
intelligence training to manage this gap.  
 

1.16  Observed CCR personnel are effectively checking police systems to assist risk assessment of 
 missing children, and appropriately direct frontline officers.  

 
1.17  Frontline officers confirmed having additional training around COMPACT system. 

 
1.18  Regular missing children are included in Force wide daily management meetings and taskings 

 to ensure sufficient resource allocation.  
 

1.19  An example was raised of a supervisor using ‘victim blaming’ language (“it is not unusual 
 behaviour”). 

 
1.20 MPA’s review repeat “missing children and were missing more than three times in 42 days”. 

They create a response plan which is flagged on police systems. It was noted these plans had 
much improved as had the knowledge/awareness by frontline officers. It was noted MPA’s 
also consider multi agency strategy meetings and review risks around child sexual exploitation 
(CSE)/CCA, drug use, and mental health vulnerability. 
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1.21 MPA’s are effectively using information available on COMPACT and other systems to identify 
children who should be part of monthly multi agency missing person meetings.  
 

1.22 It was identified where children were located promptly, COMPACT records were not always 
created. Whilst this was not raised as an issue, it was identified MPA’s should review 
Protecting Vulnerable People (PVP) entries to obtain true accounts of potential missing 
episodes.  
 

 Improvement required 
 

1.23 Improved CCR risk assessments and supervision of missing children were observed, but some 
delays were still evident in various elements including initial risk assessment, through to the 
Area Inspector acknowledging responsibility and allocation of tasks, significantly where 
children are missing overnight.  Therefore, supervision of missing children can be inconsistent 
and delayed.  Work continues with further training inputs to CCR staff around the importance 
of prompt risk assessment and allocation. Missing children are routinely discussed at daily 
management meetings to ensure appropriate risk assessment and task allocation, and this 
also ensures individuals are held to account for prompt action including overnight.  
 

1.24 Inconsistency in the recording of a child’s ethnicity or cultural heritage was observed 
throughout the inspection. It was highlighted that the recording of children’s ethnicity and 
cultural heritage remains inconsistent, which can impact on their engagement and support 
with services. Leaders were aware and identified insufficient training and supervisory 
oversight.  Recommendations have been made through Seven Forces regarding compulsory 
fields within the Athena system to ensure completion of ethnicity and cultural heritage, 
currently awaiting update.  
 

 

Recommendation 3 (Signed off)  

 

That Suffolk Constabulary immediately reviews its risk assessment and information-sharing 

practices so it can:  

 

- Identify vulnerable children at the earliest possible stage; 
- Identify those who are a risk to children; 
- Assess what immediate action it needs to take to safeguard these children; and  
- Refer children without delay to the most appropriate level of support. 
 

 
Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
recommendations                 
 

1.25 Information sharing and risk assessment processes have improved.  
 

1.26 Managers have reviewed and improved the MASH processes, namely; 
 

• Police researchers regularly using Police National Database (PND) in their assessments; 

• All domestic abuse incidents affecting children under the age of five are automatically 
referred to children services; 

• Children’s services routinely notified of all cases where children are assessed as vulnerable 
due to domestic abuse, risk of exploitation, or have been missing from home; and 

• Ensuring information about cumulative risk is routinely included.  
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1.27 Additional training has been provided to MASH decision makers with updated guidance 
around additional sharing of information, reinforcing research of all available systems to 
consider cumulative risk of repeat low level incidents.  
 

1.28 MASH processes identify children at contextual risk of exploitation. MASH personnel check 
COMPACT and Local Authority systems for missing children, informing the Local Authority 
Missing Person Co-ordinator and any allocated Social Worker.  
 

1.29 The Constabulary records and updates risk assessments for children vulnerable to 
exploitation, sharing this information with the Local Authority and is used to devise plans to 
reduce risk at Multi-Agency Child Exploitation (MACE) meetings.  
 

1.30 Managers effectively audit MASH processes, which provides quality assurance.  
 

1.31 It is noted Police MASH does not operate over the weekend, so there are some delays to other 
organisations, but effective prioritisation processes meant delays were not excessive.  
 

1.32 Effective use of ARTHUR mnemonic and MASH staff provided feedback for poor or high quality 
referrals.  

 

Recommendation 4 (Remains outstanding) 

That Suffolk Constabulary immediately establishes clear guidance for its responses to online child 

abuse and makes sure these responses are effectively supervised. This is so its workforce knows:   

 

- How to secure, preserve and remove indecent images of children on digital media; 
- Which team is responsible for investigating online child abuse offences; 
- How and when to get specialist help and advice; and 
- To consider wider safeguarding for all children affected. 
 

 
Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
recommendations                 
 

1.33 There is clear guidance and an allocation policy for investigating online child abuse.  
 

1.34 Investigating officers refer child victims of online abuse to the MASH, ensuring information of 
wider risks are shared and, where relevant, schools are included in strategy meetings, 
providing better support to children and families.  
 

1.35 Managers from the Specialist Internet Child Abuse Investigation Team (ICAIT) provide training 
for all new officers, detective constable courses, and those on specialist child protection 
courses. 
 

1.36 Increase in ICAIT personnel has effectively increased capacity, and this includes Digital Support 
Officers (DSO’s) to provide specialist advice and assistance. 
 
Improvement required 
 

1.37 HMICFRS found frontline officers lack the knowledge and skills to effectively investigate online 
child abuse. A recent internal audit (June 2023) showed officers not always applying the 
current guidance in respect of online child abuse investigations. 

 



 
OFFICIAL 

7 
 

1.38 Investigators are not always considering the risk to siblings or friends of the victim, and need 
to ensure: 
 

• Voice of the child is considered; 

• Consideration of wider safeguarding elements; and 

• More robust supervision. 
 
Investigations of online child abuse was covered in recent Local Policing mandatory training, 
informing officers of the policy and application. 
 

1.39 Positive feedback was received in relation to literature available, but further work is required    
to  ensure frontline officers are aware of the policy, to ensure appropriate investigation and 
safeguarding, with potential opportunities to include appropriate images on the Child Abuse 
Image Database (CAID).   
 

 

Recommendation 5 – Signed off  

That, within three months, Suffolk Constabulary reviews how it collects, assesses, and uses 

information about crime, vulnerability, and risk. This is to make sure leaders and managers have 

good-quality information to prioritise safeguarding measures to reduce risk for vulnerable children. 

 Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
 recommendations                 
 

1.40  Leaders and managers have good quality information so they can prioritise safeguarding for 
 vulnerable children.  
 

1.41  The Constabulary’s Child Protection Delivery Board oversees work to improve its child 
protection and safeguarding services, with leaders feeding in knowledge of issues around 
vulnerability, missing, exploitation, and specialist child protection investigations from 
attendance at other Constabulary meetings. 
 

1.42  Leaders use Power BI technology to assess and understand the levels of demand and monitor 
 results of actions to protect children from harm.  
 

1.43  It was evident managers were reinforcing the importance of recording the ‘voice of the child’, 
and it was highlighted as a training need. Innovative mnemonic ARTHUR was seen to be 
increasingly used by non-specialist officers. 
 

1.44  It was noted the limited used of ‘ARTHUR’ by specialist officers, however confident voice of 
the child is often captured in more complex investigations through joint visits and through 
 documentation from social workers.  
 

1.45  Good evidence of the Constabulary using intelligence and analytical products to support 
 Suffolk Safeguarding Partnership (SSP) work.  

 

1.46  Timely assessment of intelligence, appropriate tasking of urgent action through daily 
 management meetings, with more complex cases being raised to monthly tasking meetings 
 or multi agency risk management meetings (such as MACE). 

 

1.47 Each area had dedicated personnel to provide intelligence to daily briefings to assist in the 
management of threat, harm, and risk of vulnerable people in the community. 
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1.48 Positive observations around disruption plans in the Southern Area, focused around the 4P 
 approach, providing clear operational methodology and appropriate resource allocation, 
 showing an effective organisational response to addressing complex or group based CSE risks.  

 
1.49 Whilst this recommendation was signed off, there were further improvements identified 

which will be monitored by the Constabulary. 
 

1.50 It was identified the Constabulary could do more to develop information around child sexual 
 exploitation (CSE) risk. Safeguarding partners were able to share information on CSE through 
 MASH referrals, but there was no evidence of discussions within MACE meetings.  
 
1.51 The Constabulary requires a CSE intelligence profile to inform strategic decision making and 
 help specialists develop comprehensive and layered tactical approaches to deal with the 
 complex risk.  

 
1.52 A CSE profile has been compiled by SBOS, but is currently under review to ascertain 

information contained and how this will be shared internally, and externally with partners to 
provide direction and prioritise actions, significantly in identifying new/emerging risks. 
 

1.53 Some concern that risk of CSE in some sexual abuse investigations is not always readily 
 identified by investigating officers or intelligence specialists, therefore missing 
 opportunities to disrupt CSE perpetrators. 
 
1.54 Consistent messaging around this priority action continues, with mandatory generic training 
 and more focused training to intelligence departments around their core functions and 
 opportunities to identify and manage risks. 
 

Recommendation 6 (Remains outstanding)  
 
That Suffolk Constabulary works with its safeguarding partners and reviews the terms of reference 
and practices of all its multi-agency risk-management meetings, including those for children at risk 
of exploitation and domestic abuse, and those who go missing from home. 

 
Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
recommendations                 

 
1.55 Constabulary and Safeguarding partners have reviewed the terms of reference and 

operational practises for multi-agency risk management meetings (MACE and Missing Tasking 
& Co-ordination meetings). 

 
1.56 Attendees reviewed, with education and additional third sector organisations routinely 
 invited, increasing information shared and support offered.  

 
1.57 All children adopted to MACE are risk assessed using a recently revised partnership risk 
 assessment tool. This tool is used to monitor the results of the services / activities provided to 
 the child, and identifies which children will be adopted to MACE.  

 
1.58 Effective use of Athena Flag for children adopted to MACE, which informs frontline officers. 

 This is removed when released from MACE. Best practice of other forces using CSE markers 
 more broadly to encourage greater intelligence gathering. 

 
1.59 Multi agency risk management of missing children is more effective, holding monthly multi 

 agency meetings to manage and reduce risk to vulnerable children when missing. This process 
 compliments MACE meetings. 
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1.60 Risks to children were clearly prioritised through Multi-Agency Risk Assessment Conference 

 (MARAC) meetings. 
 
 Improvements required 
 

1.61 Multi-agency meetings for families at risk from domestic abuse (MARAC) have some 
 ineffective and inefficient processes. Actions are not SMART and organisations are not held 
 to account.  
 

1.62 It was acknowledged this meeting structure is currently under multi agency review, which 
 includes the review of action allocation and accountability.  
 

 

Recommendation 7 – Signed off  
 
That, within three months, Suffolk Constabulary works with its partner organisations to review 
strategic and operational risk-management meetings for children at risk of exploitation, children 
reported as missing, and children in families included in multi-agency risk assessment conferences. 
This is so that good-quality partnership information is presented to support clear and effective 
strategies and decisions, reducing risks for the children who are included in these meetings. 

 
 Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
 recommendations                 
 

1.63 In 2022, HMICFRS found the Constabulary worked closely with safeguarding partners to plan 
 safeguarding activities through multi agency risk management meetings, but identified terms 
 of reference and agendas were sometimes insufficiently focused, causing duplication of 
 activity, some overlapping of case management and, in cases of MARAC, concerns affected 
 children were not always considered.  
 

1.64 The Partnership have reviewed Multi Agency Criminal Exploitation (MACE) meetings and 
missing  person meetings, which has resulted in the involvement of education and voluntary 
sector organisations. Pre-MACE meetings are held which ensure appropriate subjects are 
discussed, and avoids any overlap or duplication. 
 

1.65 During the inspection HMICFRS attended a MARAC meeting and observed it was well chaired 
 with good attendance from multi agencies. Good safeguarding considerations of affected 
 children were observed, but concerns raised around the lack of review of actions raised at 
 previous meetings. 

 
1.66 Police participate in multi-agency reviews of the MARAC process, which includes review of 

 action allocation, accountability and updates.  
 

Recommendation 8 (Signed off) 

That within three months, Suffolk Constabulary reviews its capability to respond to online offending 

and to forensically examine electronic devices. This is to make sure it has an effective digital triage 

capability to examine devices for unlawful digital content. It should also reduce how long it takes 

for results of forensic digital examinations to be returned to investigating officers. 

Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
recommendations                 
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1.67 There are better systems to secure timely forensic digital evidence, with a service level 
 agreement for the timeliness of examinations. 
 

1.68 The Constabulary has introduced advanced equipment to speed up and increase Digital 
Forensic Unit (DFU) capacity. Managers are solution focused, using various examination 
systems to aid triage and retrieval of evidence.  
 

1.69 Additional DSOs are trained to support online investigators by triaging digital devices before 
 officers make forensic submissions. This has been identified by HMICFRS as an effective and 
 efficient practice to prioritise submissions.  

 
1.70 The Cybercrime department have Digital Media Investigators (DMIs) who offer good specialist 

 digital forensic triage and are available to assist with planned operations.  
 

1.71 ICAIT officers use digital triage equipment during operations to assist with relevance of 
 seizures. 

 

Recommendation 9 (Remains outstanding) 
 
That, within three months, Suffolk Constabulary makes better use of the child abuse image database 
so it can improve its investigations and safeguarding of child victims. 
 

 
Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
recommendations                 
 

1.72 The Constabulary has improved its use of Child Abuse Image Database (CAID). 
 

1.73 The Constabulary has employed two Victim Identification Officers (VID), who upload images 
 to CAID and can assist by attending searches/crime scenes or advising investigators. VIDs also 
 proactively search Constabulary systems to identify further investigations and upload 
 additional images.  

 
1.74 VIDs are new roles, but the organisation is seeking to increase the use of CAID including 

location identification of crime scenes and facial mapping to identify victims. 
 

1.75 The Constabulary are seeking to invest in increasing bandwidth of digital link to CAID to 
improve efficiency.  
 

 Improvements required 
 

1.76 Whilst many frontline officers were aware of CAID, they were not sighted on its full capacity 
 and therefore inconsistent in its use. Managers need to ensure wider understanding and 
 consistency in the use of CAID.  
 

1.77 Benchmarking has been carried out with other forces to ascertain opportunities for increased 
 use of CAID. The introduction and training of VID officers will hopefully provide additional 
 opportunities for uploading of data and also training, education of the process for staff.  
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Recommendation 10 (Signed off) 
 
That, within six months, Suffolk Constabulary strengthens its working practices with local 
authorities to make sure children charged and refused bail are moved to appropriate alternative 
accommodation and not held in custody overnight.  
  

 
 Findings of the HMICFRS re-inspection and the Constabulary’s response to continued 
 recommendations                 
 

1.78 There are improved arrangements to provide alternative accommodation to detained children 
 with good multi agency arrangements and escalation processes in place.  
 

1.79 The Constabulary holds regular meetings with partners to ensure detention facilities are as 
good as possible, with all cells approved for child detention.  
 

1.80 Revised guidance about accommodation options for detained children (Harbinger protocol) 
 has been circulated to Custody Sgts, with intrusive checks completed by Inspectors to ensure 
 compliance.  

 
1.81 Custody personnel contacted the Local Authority for alternative accommodation in all cases. 

 Sufficient documentation around suitability of accommodation, however custody personnel 
 need to ensure reasons for refusal of local authority accommodation are recorded in all 
 instances.  

 
1.82 Good performance data is used to maintain effective custody arrangements, informing daily 

 management meetings, and being shared with partners.  
 

2.  SUMMARY 
 
2.1 HMICFRS identified significant improvements had been made by Suffolk Constabulary in 

 respect of the ten recommendations highlighted in the NCPI report 2022. They were content 
there was sufficient evidence to sign off six recommendations with good progress being made 
on the remaining four recommendations.  

 
2.3 An action tracker has been compiled to monitor improvements in respect of the remaining 

recommendations and ensure evidence is presented to HMICFRS at the earliest opportunity 
for review. Progress will be governed through the Child Protection Delivery Board. 

 
2.4 The Constabulary remains totally committed to collaborating effectively with partners to 
 achieve excellence in protecting the county’s children. 
 
3. FINANCIAL IMPLICATIONS  
 
3.1 There are no financial implications. 
 
4. OTHER IMPLICATIONS AND RISKS 
 
4.1 None. 
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5. CHIEF OFFICER CONCLUSION  
 
5.1 The Chief Constable’s Delivery Plan makes a commitment to keeping people safe and 

protecting people from serious harm, so protecting children and young people are among our 
highest priorities.  This inspection reflects how well we do this.  It is a difficult and complex 
area to do consistently well, and we strive to innovate and improve; we recognise there is 
always scope to improve.  We have worked hard on the ten recommendations and made 
significant progress to a standard that was commendable in the original inspection.  This focus 
and effort will continue. 
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