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Report to Scrutiny 

 

 
Item Number: 
 

 
 
Contains Confidential Or 
Exempt Information 

No 

 
 
Subject of Report: His Majesty’s Inspectorate of Probation (HMIP) Report on 

the Youth Justice Service (YJS) in Ealing 

Meeting: Overview and Scrutiny Committee   
 28 March 2024 
  
Service report author: Ian Jenkins 

Scrutiny officer: Sam Bailey, Head of Democratic Services 
 baileysa@ealing.gov.uk 

  
 
 

Cabinet Responsibility: Councillor Jasbir Anand – Tackling Inequality 
 
 

Director Responsibility: Robert South 
 

Brief: This report provides an update to members of the Overview 
and Scrutiny Committee on the HMI Inspection and the 
subsequent improvement plan in place to address the 
recommendations from the HMI Inspectors. 
 

Recommendations: 

 
That OSC: 
 

1. Notes the findings of the HMIP. 
 

 
2. Notes the improvement plan in place to address the 

recommendations of the HMI Inspectors, and the 
separate YJS Improvement plan will be merged in 
2024. 
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HMI Inspection Process and Finding 
 
In July 2023 His Majesty’s Inspectorate of Probation, (HMIP) – The Inspection oversight 
body for the Youth Justice Service (YJS) in England and Wales inspected the Service in 
Ealing. 
 
The HMIP inspect across 4 Domains: 
 

• Domain 1 – Organisational Delivery – The Inspectors focus on governance and 
leadership, staff, partnerships and services and information and facilities. 
 

• Domain 2 – Court Disposals – The Inspectors focus on the quality of practice. They 
examine tasks relating to the supervision of children, particularly assessment, 
planning, implementing, and reviewing the work. 
 

• Domain 3 – Out of Court Disposals – The Inspectors examine the quality of the 
practice in the supervision of the children subject to the Out of Court disposal 
supervision. This includes the assessment, decision making, planning, 
implementation, and delivery of services. 
 

• Resettlement – The Inspectors give a rating based on judgements on inspected 
resettlement cases – this domain does not count towards the final grading 
 

In addition to the 4 Domains the Inspectors also review all aspects of Diversity but this 
does not influence the final grading. 

Inspection 
 
The Inspectors provide 4 weeks’ notice of their arrival, and they arrive on the Monday of 
the 5th week.  
 
On the 10th of July Inspectors arrived in Ealing to undertake a short quality screening 
inspection which lasts 5 days. They interview strategic and operational partners, case 
managers, managers, and children. 
 
The Inspectors also review and audit cases in Domain 2 (n=13) and Domain 3 (n=20) and 
interview the individual case managers of these cases. 
 
Following this process all the evidence is triangulated and reviewed before indicative 
gradings are provided in the various domains. The gradings vary from inadequate, 
requires improvement, to good and outstanding. 
 
Outcome 
 
As a result of the Inspection the Inspectors produced their report (Appendix A). They 
found a significant amount of very strong practice, which is highlighted in their report at 
the beginning of each Domain summary. The strengths included: 
 

• Assessments around diversity – a real strength 
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• Our education, training, and employment (ETE) of children was strong.  Inspectors 

commented on this offer saying it was a “beacon of effective practice”. 
 

• The voice of the child being evident and strong. Participation and response to 
disproportionality - strong and leagues ahead. 
 

• Recognition of innovation and a forward-thinking service 
 
 

• Great ambition and the strength of the team with a stable workforce with 
manageable caseloads. Staff are motivated and passionate in their support of the 
children. 
 

• Inspectors shared that they feel we are a proactive learning organisation. 
 

• Good work done to maintain partnership - strong. 
 

• There is a strong health offer within the service. 
 

• Prevention and early intervention programmes are strong, with good relationships 
with the third sector. 
 

The HMIP also identified several key areas which need addressing which included: 
 
1. The Metropolitan Police must ensure consistent representation at board level and 

commit to strengthening their strategic contribution and collaboration with the YJS. 

2. The Management Board should increase connectivity with YJS practice by greater 
awareness, oversight, and support of operational delivery.  

3. The Probation Service must ensure consistent representation at and contribution to 
the YJS management board. 

4. The YJS must develop and embed effective management oversight and quality 
assurance processes to ensure they add value in improving the following of processes 
and the quality of case manager practise. 

5. The Probation Service should work with the YJS to develop effective localised policies 
and pathways to improve service delivery (particularly transitions) and bridge the gap 
between the services. 
 

6. The YJS should work with police partners to undertake a fundamental review of out-
of-court disposal policies, guidance, and provision. 

7. The Probation Service must ensure consistent representation at and contribution to 
the YJS management board. 
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8. The YJS should improve out-of-court disposal assessments of risks to and from the 
child, to ensure that all risks are fully understood and adequately analysed.  

9. The Metropolitan Police should complete a full review of out-of-court policy and 
provision in collaboration with the YJS and ensure all out-of-court practice and 
provision is effective and closely aligned with the YJS child first principles.  

 

Next steps 
 
An improvement plan has been adopted (Appendix B) and this has been agreed with the 
HMI Lead Inspector as delivering improvements on all the identified recommendations.  
 
This plan is being implemented and it is overseen by the Partnership Management Board 
(PMB) and the Youth Justice Board (YJB) as part of their scrutiny role. 

   
1. Legal Implications 
 
Section 40 of the Crime and Disorder Act 1998 requires each Council to consult with 
relevant persons and body to formulate and implement a youth justice plan.  The Ealing 
Strategic Youth Justice Plan 2023-24 includes the recommendations of the 
improvement plan.     

 
The responsibilities of the Overview and Scrutiny Committee is set out in Part 3 of the 
Ealing Council constitution.    

 
There are no legal decisions or implications arising from this report. 
  
2. Financial Implications  

 
There are no significant financial implications directly resulting from this improvement 
plan. The improvement plan is intended to address systemic changes within the service. 
There are training needs identified particularly to address the measurement and 
assessment of risk. 
 

• The YJS receives and applies for its funding from a wide range of sources, all of 
which are intended to support staffing costs, programmes, and activities across the 
team to support the children.  

• Partners contribute staff as their contribution to supporting the effective delivery of 
a YJS Service. The detail of the costs is provided below: 
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The current YJS budget is used to deliver our performance. 
 

• Ealing Council. 
Ealing Council is responsible for the YJS and contributes core funding to the 
Service. 
 

• Youth Justice Board 
The YJB grant comprises of an Effective practise Grant and a Remand Grant 
 

• Probation 
In the absence of a seconded Probation Officer the NPS funds a position and 
contributes financially towards the management of that position. 
 

• Police 
The pay for 1 Sergeant and 3 Police Constables to be seconded to the YJS.  

Additional funding is sought through partners, and through bespoke initiatives 
originating from National and Pan London organisations. These include: 

• Health 
Liaison and Diversion Mental Health professional is funded, and a Forensic 
psychologist is funded by 0.6 of a position. 
 
The NHS also funds a Wellbeing worker to provide restorative support to young 
victims of crime.  
 

• Home Office 
The Home Office funds the YJS Early intervention Turnaround programme.  
which engages and supports children who have been arrested or interviewed by 
the police but not charged. They may be released on bail, released under 
investigation, or released without any further action. In all cases the Turnabout 
criteria is reviewed before working with individual children. This programme will 
run until April 2025. (£116,000) 
 

• Your Choice Programme 
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The Youth Endowment Fund through London Councils fund the delivery of the 
Your Choice programme in Ealing. This programme aims to deliver a Cognitive 
Behavioural and Therapeutic (CBT) approach to support the children. This 
programme will be running until 2025. (£84,000) 
 

• MOPAC (Police and Crime Commissioner) 
The Mayor’s Office for Policing and Crime contribute funding for a serious youth 
violence manager as well as providing financial resources to reduce tensions in 
areas. This grant funding will run until 2025. (£60,000) 
 

• Change Grow Live  
The substance misuse team receives funding through MOPAC and attaches 2 
staff to the YJS. 

As can be seen most of the funding is directly linked to staffing costs and expenditure 
related to staff.  Other funding income: Turnaround, Your Choice and VRU funding is used 
to pay for programme and activities for young people to diver them away from offending 
or addressing the key risks identified in the early-stage assessment that has been 
completed.  
 
 
3.  Other Implications 

 
The reductions in funding described above will have an impact on the services currently 
provided with the beneficial Turnaround programme needing to find new funding to 
continue the positive work that has been started with children on the cusp of entering the 
Youth Justice System.  The Your choice programme is also funding a large proportion of 
the interventions offered to children and loss of this funding in 2025 will mean a significant 
reduction in the programmes and interventions offered. 

The Serious Youth Violence and Victims Manager post funded by MOPAC has been 
integral in providing the edge of exclusion programmes which are highly valued by 
schools as well intervening with children involved in serious youth violence including 
Robbery to prevent further involvement in this behaviour.  The YJS plans to bid for further 
funding for this post through MOPAC but receiving this funding is not guaranteed. 

Consultation 

Pre-publication sign-off 

Name  Department Date sent  Date response 
received 

Comments appear 
in report 

paragraph: 
 
Internal 

    

   Cllr Anand Cabinet Member 
Thriving 
Communities 

   

   Robert South Children’s 
Services 

   



7 
 

   Angie Dennison Childrens 
Services 

    

   Justin Morley Legal Services    
   Suzy Grihault Youth Justice 

Service 
    

    Vikram Lall Financial Services    
       
 
 
Report History 
 

Decision type: a. Urgency item? 
 
Non-key decision 

 
No 

 
 

Authorised by Cabinet 
member: 

Date report 
drafted: 

Report deadline: Date report sent: 
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 Appendix B   
 

HMIP Post-Inspection Improvement Plan  August 2023 
Area for improvement Actions Action 

Owner(s) 
Commencement 
date 

Completed 
Y/N (RAG) 

Organisational Delivery     
D1 Governance and Leadership     
HMI Identified areas     

Create a disproportionality forum with social 
care and SEND to consult staff and care – 
experienced children and children with 
neurodiverse needs with YJS experience to 
reduce their over-representation. 

SG, LG & 
HE 
 
 
 

Sept 2023 
 
 
 

Completed 
Nov 
 
 
 

Create a disproportionality plan to reduce the 
numbers of care experienced children or 
children with neurodiverse needs from 
entering the YJS cohort 

SG, LG & 
HE 
 

Sept 2023 
 

Oct 2023 

Review the trend data at the monthly 
performance review for OOCD and post court 
to identify learning. 

LB / AL 
 

Oct 2023 Completion 
in Jan - 
Ongoing 

1. Further develop our strategic 
and operational response to 
addressing over-representation 
for care-experienced children 
and those with neuro-diverse 
needs 

 

Increase the training offer to YJS staff on how 
to support care experienced, SEND and 
children with neurodiversity needs in the YJS  

SG, LG & 
HE 
 

Oct 2023 
 

Ongoing 

Review board membership to ensure all 
partnerships are consistently represented at 
an appropriate level of seniority. 

IJ 
 

Sept 2023 
 

Sept 2023 

Look at board “champions” to lead on areas 
of YJS work, to increase their operational 
oversight 

IJ Oct 2023 Ongoing 

2. Increase the stability, 
consistency, and organisational 
involvement of the partnership 
board members. 

 

To create joint training and shadowing 
opportunities for Board members 

SG Nov 2023 Ongoing 
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Conduct a joint review of local Policies and 
procedures and Pan London SLA with the 
Probation Service to improve service delivery. 

SG  
 
 

Sept 2023 
 
 

Nov 2023 3. Strengthen the partnership with 
the Probation service to bridge 
the gap left by the lack of a 
seconded officer and improve 
service delivery. 

Conduct a management review of the new 
procedures to evaluate their impact on 
service delivery 

SG Feb 2024 Planned for 
April 2024 

Review joint working with YJS police and 
managers to examine how to improve service 
delivery. 

SG 
 

Oct 2023 
 

In progress 4. Ensure consistent, appropriate 
level police board membership 
and that police are fully cited 
on the YJS strategy and vision Engage Police colleagues in delivery of the 

Disproportionality Action plan as part of a 
whole team approach. 

SG 
 

Nov 2023 
 

In progress 

Appoint link manager and frontline champions 
in MAST and Leaving Care to represent the 
YJS 

LG August 2023 Sept 2023 
 

Ensure that all staff in YJS and relevant social 
care teams, (ECIRS, MAST, CONNECT & 
Leaving Care), clearly understand each 
other’s roles and responsibilities through 
holding joint training workshops 

LG & SG 
 

Oct 2023 
 

Ongoing 

Draft a Joint working 
policy/SLA/Memorandum of understanding to 
guide the agreed new ways of working 
between social care and YJS and monitor the 
performance monthly. 

SG 
 

Oct 2023 
 

Ongoing 

5. Enhance joint working between 
YJS and Social care 

Ensure all staff to share assessments of 
children with SW colleagues to ensure there 
is one clear and consistent plan for the child. 

LG Aug 2023 
 

Sept 2023 

D1 Staff     
6. Increase the team’s diversity 
and     representation of the local 

Pro-active and targeted recruitment 
particularly around ethnicity and gender 

SG 
 

Oct 2023  
 

Ongoing  
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Use of the new Youth Justice Apprenticeship 
and Youth Justice Effective Practice course to 
grow our own talent. 

SG 
 

Jan 2024 
 

Sept 2024 community particularly around 
ethnicity and gender 

Review and identify recruitment opportunities 
for young people and the community to join 
the YJS.  

IJ Jan 2024 
 

Ongoing 

Design training session on the QA audit tool 
for managers and staff on how to QA case 
files, and then audit 3 cases per quarter each, 
(managers). 

SG 
 

October 23 
 

Feb 24 

Review the feedback from audits in 
supervision and performance meeting to 
highlight areas for individual and team 
improvement. 

All 
Managers 

April 2024 Planned for 
April 

7.Develop the policy, legislation 
and quality assurance framework 
to demonstrate impact on service 
Improvement 

Create a communication platform for all new 
legislation and policies for the team.  

SG Oct 2023 Nov 2023 

8. Create a revised team training 
plan. 

Conduct a new training needs analysis for the 
whole team including SALT, Trauma informed 
practise, AIM as well as policy and practise 
processes. 

SG 
 

Jan 2024 
 

In progress 
for next 
strategic 
plan April 
24 

D1 Partnership and Services     
Review all reparation projects with a view to 
increasing the range of YJS offers within the 
community. 

GB 
 

Sept 2023 
 

Nov 2023 9.Expand Reparation and Unpaid 
work 

Create a qualification award for reparation 
work completed. 

GB 
 

Oct 2023 
 

In progress 

Review the current RJ plan and achieve its 
objectives.  

LG Sept 2023 In progress 10. Develop the Restorative 
Justice (RJ) offer further 

Engage the police and probation to ensure as 
many victims are supported either through RJ 
or through Victim Liaison. 

GB 
 

Nov 2023 
 

Nov 2023 
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11. Review all in-house resources 
to ensure that they are child-
friendly, accessible to all, 
(including children with 
neurodiversity needs) and in an 
appealing format 

Create a partnership working group to review 
all resources and ensure that they are child-
friendly, accessible to all, (including children 
with neurodiversity needs) and in an 
appealing format 

LG 
 
 

Oct 2023 
 
 

Jan 2024 

Work with health colleagues on the Health 
and Wellbeing Board to secure funding for a 
SLT worker based in the YJS. 

IJ 
 

Oct 2023 
 

Jan 24 – 6 
months 
funding 

12. Continue to enhance the YJS 
Health offer. 
 

To assess which children already have SLT 
partner support and ensure the plans link for 
joint working. 

LG April 2024 In progress 

D1 Out of Court Disposals 
Policy and Provision 

    

Review the OOC process to ensure that the 
differences between disposals are outlined 
and clearly understood by children and 
families. 

MM 
 

Sept 2023 In progress 
following 
Awaited 
OOCD 
Guidance 
from YJB in 
Feb 2024 

13. Joint review of the OOCD 
Policy and guidance to be 
conducted with the police 

Ensure that there is a clear, structured offer 
for all disposals that is understood by the 
team and partners ensuring the YJS and 
police hold responsibility 

MM Jan 2024 In progress 
following 
Awaited 
OOCD 
Guidance 
from YJB in 
Feb 2024 

14. Conduct in-depth analysis and 
evaluation of the impact of the Out 
of Court (OOCD) offer 

The performance review report to contain 
data on monthly re-offending by children 
subject to an OOCD. 

LB/AL Sept 2023 In progress 
Feb 2024 



38 
 

Conduct an annual evaluation of the OOCD 
offer looking at the effectiveness of 
interventions and offers to keep children off 
the statutory caseload 

SG & MM April 2024 Planned for 
April 24 

Resettlement     
15. Review local arrangements for 
transfer of custody cases to adult 
services 

Ensure adult social care is aware of transfers 
across to NPS if they are a child with 
disabilities or diagnosed mental health or 
learning needs. 

HE Nov 23 Dec 2023 

Review the implementation of the HMI 
Thematic reviews on the overrepresentation 
of black and mixed heritage boys in the 
criminal justice system as it relates to custody 
and resettlement. 

SG & HE 
 

Oct 2023 
 
 

In progress 
Feb 24 
 

16. Evaluate previous Custody 
cases and resettlement provision 
to inform practice. 
 

Examine custody cases over the past 3 years 
and findings of the custody review panel to 
identify commonalities to intervene earlier to 
prevent custody 

SG & HE 
 

Jan 2024 In progress 

Domain Two: Court Disposals     
D2 Planning     
17. Increase the cohesiveness 
between services through 
increasing the effectiveness of 
joint planning 

Introduce a joint planning and delivery review 
process at the beginning of intervention and 
to review cases 3 months after the initial 
planning meeting to monitor joint working. 

LG 
 
 

Dec 2023 
 
 

In progress 

D2 Implementation and Delivery     
18. Improve sequencing and 
delivery of interventions beginning 
with those most likely to reduce 
the child’s risk of harm to others 
 

Managers to review each case sequentially 
every 3 months during delivery in supervision 
to ensure planned interventions and controls 
have been introduced to keep others and the 
child safe and that the review plan remains 
appropriate to the identified needs. 

QA 
Managers 
 
 
 

Oct 2023 
 
 

Dec 23 



39 
 

Managers to lead on enforcement action by 
ensuring engagement panels are held and 
appropriate action introduced using data. 

LB/AL 
 

Nov 2023 
 
 

Dec 23 19. Strengthen the adherence to 
the Enforcement and Engagement 
Policy to ensure that enforcement 
action is consistently followed 
through 

Introduce a re-engagement joint professionals 
review meeting following enforcement action 
in Court to improve practise. 

All QA 
Managers 
 

Nov 2023 
 

Jan 24 

20.Ensure delivery of planned 
interventions where children are 
managed outside of the borough 

A robust process to monitor children outside 
of Ealing to be introduced to include:  
• fortnightly contact with the host YJS to 

monitor the delivery of planned 
interventions. 

• interventions to be recorded on contacts. 
• Managers to monitor progress of all CLA 

children every month in supervision. 
• noncompliance is identified this is to be 

escalated 

HE & LG 
 
 

Nov 2023 
 
 

Nov 23 

Include bespoke support and interventions on 
plans for specific victim(s) to reduce the risk 
of further harm. 

All QA 
Managers 

Oct 2023 
 

Jan 24 21.Deliver interventions to reduce 
the risk to specific victims 

All children with a specific victim(s) to be 
referred to the risk and safeguarding panel to 
reduce future risk of harm and all child 
victim(s) to be raised at MASH. 

All 
Managers 

Oct 2023 
 

Jan 24 

D2 Reviewing     
22.Improve the quality of 
assessment and planning review  

An assessment and planning review process 
to be introduced which: 
• identifies all the work still to be completed.  
• records adjustments in the plans 
• considers new risk information e.g. police 

or new risk ratings 

HE & LG 
 
 
 
 
 

Nov 2023 
 
 
 
 

Nov 23 
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• the level of risk in a case must be clearly 
explained, evidenced, and reviewed by a 
manager. 

23. Strengthen links with MAPPA 
chairs 

Risk and Safeguarding Panel to actively 
consider the need for MAPPA involvement 
and consultation on eligible cases. 

SG 
 
 

Nov 2023 
 
 

Nov 2023 

Domain three: Out of Court 
Disposals 

    

D3 Assessment     
24.Improve the quality of risk of 
harm and safety and wellbeing 
and the accuracy of risk ratings in 
OOCD assessments 

OOCD team to be trained on the assessment 
of risk of harm, safety and wellbeing to 
improve the identification of risk factors and 
the accuracy of risk ratings. 

SG 
 
 
 
 

Oct 2023 
 
 
 
 

2 
workshops 
delivered 
by Feb 
2024 – YJB 
Training 
rollout May 
24 

 Managers to conduct an audit on the OOCD 
assessment cases 3 months after training to 
assess the impact of the training and identify 
any areas for additional improvement. 

MM 
 

Dec 2023 
 

To be 
completed 
in April 
2024 

D3 Planning     
25.Strengthen Planning in the 
OOCD team 

OOCD to receive training to strengthen 
contingency planning and improve joint 
planning and effective collaboration within the 
Early Intervention assessment tool. 

SG 
 
 
 

Sept 2023 
 
 
 

Planned for 
April 24 

D3 Implementation and Delivery     
The whole team to receive further training on 
engagement, collaboration, motivation  and 
ensuring plans are delivered and adapted. 

NJ 
 
 

Nov 2023 
 
 

In progress 
planned 
April 24 

26.To further improve participation 
and engagement of children on all 
Orders 

Managers to conduct a quarterly thematic 
audit focused on motivation, engagement, 

All 
Managers 

Feb 2024 Planned for 
August 24 
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collaboration with children and parents to 
adapt plans according to changing needs. 

 
I agree that this Improvement plan addresses the areas identified in the recent HMI Inspection and will be overseen by the 
Partnership Management Board. 
 
Signed …………………. 
Name Robert South 
 Strategic Director for Childrens Services and Chair of the PMB 
Date 26th September 2023 
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