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Joint inspection of adult support and protection in the 
Highland partnership  
 
Joint inspection partners 

 
Scottish Ministers requested that the Care Inspectorate lead a second 
phase of joint inspection and development of adult support and protection in 
collaboration with Healthcare Improvement Scotland and His Majesty’s 
Inspectorate of Constabulary in Scotland.   
 
Phase two  
 
This programme follows our phase one inspections.  We published an 
overview report which summarised the findings and key themes identified.  
Phase two is closely linked to the Scottish Government’s improvement plan 
for adult support and protection, and the national implementation groups 
which support it.   
 

The joint inspection focus 
 
Phase two joint inspections aim to provide national assurance about 
individual local partnership1 areas’ effective operations of adult support and 
protection key processes, and leadership for adult support and protection.  
We also offer a summary of the partnerships’ progress since their 
inspection in 2017.  
 
Updated codes of practice were published in July 2022.  In recognition that 
adult protection partnerships were at different stages of embedding these, 
we issued a single question survey to all partnerships in Scotland.  This 
asked respondents to describe their approach to inquiry and investigation 
work and outline the role of council officers.  Twenty-two partnerships 
responded, and findings showed that practice and adoption across 
Scotland is variable, with most areas having work to do in this respect.  The 
Highland partnership indicated it had not yet fully adopted the codes of 
practice.  
 
The focus of this inspection was on whether adults at risk of harm in the 
Highland partnership area were safe, protected and supported.  The 
Highland adult support and protection partnership operates within the 
context of a lead agency model.  Highland Health and Social Care is 
responsible for planning and delivering all adult community health and 
social care services across Highland, including community mental health 
and primary care services. 

 
1 
https://www.careinspectorate.com/images/Adult_Support_and_Protection/1.__Definition_of
_adult_protection_partnership.pdf 
 

https://www.careinspectorate.com/images/documents/7231/ASP%20The%20joint%20inspection%20of%20adult%20support%20and%20protection%20overview%20report%20June%202023.pdf
https://www.gov.scot/publications/adult-support-protection-scotland-act-2007-code-practice-3/
https://www.careinspectorate.com/images/Adult_Support_and_Protection/1.__Definition_of_adult_protection_partnership.pdf
https://www.careinspectorate.com/images/Adult_Support_and_Protection/1.__Definition_of_adult_protection_partnership.pdf
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The joint inspection of the Highland partnership took place between 
December 2023 and March 2024.  We scrutinised the records of adults at 
risk of harm for the preceding two-year period, from December 2021 to 
December 2023. 
 
Quality indicators  
 
Our quality indicators2 for these joint inspections are on the Care 
Inspectorate’s website.  
 
Progress statements 
 
To provide Scottish Ministers with timely high-level information, this joint 
inspection report includes a statement about the partnership’s progress in 
relation to our two key questions. 
 
• How good were the partnership’s key processes for adult support and 

protection?  
• How good was the partnership’s strategic leadership for adult support 

and protection? 
 
Joint inspection methodology 
 
In line with the targeted nature of our inspection programme, the 
methodology for this inspection included five proportionate scrutiny 
activities. 
 
The analysis of supporting documentary evidence and a position 
statement submitted by the partnership. 
 
Staff survey.  One hundred and seventy-four staff from across the 
partnership responded to our adult support and protection staff survey.  
This was issued to a range of health, police, social work and third sector 
provider organisations.  It sought staff views on adult support and protection 
outcomes for adults at risk of harm, key processes, staff support and 
training and strategic leadership.  The survey was structured to take 
account of the fact that some staff have more regular and intensive 
involvement in adult support and protection work than others.    
 

 

 

 

 
2 
https://www.careinspectorate.com/images/documents/5548/Adult%20support%20and%20
protection%20quality%20indicator%20framework.pdf 

https://www.careinspectorate.com/images/documents/5548/Adult%20support%20and%20protection%20quality%20indicator%20framework.pdf
https://www.careinspectorate.com/images/documents/5548/Adult%20support%20and%20protection%20quality%20indicator%20framework.pdf
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The 
scrutiny of social work records of adults at risk of harm.  This involved 
the records of 40 adults at risk of harm who did not require any further adult 
support and protection intervention beyond the initial inquiry stage.   
 
The scrutiny of the health, police, and social work records of adults of 
risk of harm.  This involved the records of 50 adults at risk of harm for 
whom inquiries have used investigative powers under sections 7-10 of the 
2007 Act.  This included cases where adult support and protection activity 
proceeded beyond the inquiry with investigative powers stage.    
 
Staff focus groups.  We carried out three focus groups and met with 35 
members of staff from across the partnership to discuss adult support and 
protection practice and adults at risk of harm.   
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Standard terms for percentage ranges  
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Summary – strengths and priority areas for improvement 
 
 
Strengths  
 

• Initial inquiries were carried out in line with legislative principles and 
supported by good communication and information sharing. 

• All investigations were conducted by a council officer.  They were of 
a good quality and supported by comprehensive risk assessments 
and protection plans.  The partnership was transitioning toward the 
new codes of practice. 

• Case conferences were multi-agency and attended by relevant 
practitioners.  They were well chaired, demonstrated a person-
centred approach and produced accessibly written minutes, including 
protection plans. 

• The development of both the teleconference model and nominated 
officer role were impactful.  These initiatives supported good 
information sharing and collaboration between and across 
organisations. 

• The partnership’s commitment to joint improvement recognised the 
need for a senior health manager to hold an adult support and 
protection remit.  

• Effective leadership and governance of adult support and protection 
was strengthened through good working relationships between the 
chief officers’ group and the adult protection committee.  Strategic 
oversight of initiatives supported strategic and operational 
improvement. 
 
 

Priority areas for improvement   
 

• The partnership should continue the work it was undertaking to 
improve the quality and consistency of chronologies. 

• Most service users were informed they were the subject of an 
inquiry.  Where they were not, the reasons why needed to be more 
clearly recorded.   

• An effective communication plan was needed to share and promote 
the strategic mission and good work of the adult protection 
committee with staff. 

• The partnership’s multi-agency self-evaluation framework was not in 
place due to a significant delay in developing an information sharing 
agreement.  This was in the final stage of being addressed and 
should be implemented at the earliest opportunity. 
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How good were the partnership’s key processes to keep 
adults at risk of harm safe, protected and supported? 
 
Key messages  
 

• The teleconference model and nominated officer remit within social 
work, health, and police, supported effective information sharing and 
communication between and across agencies. 

• Digital templates effectively guided practitioners through the adult 
support and protection inquiry and investigation process.  This was 
supported by clear operational procedures for staff.  

• The adult care review team oversaw effective, well chaired, and 
accessible case conferences.  Minutes included clear protection 
plans for adults at risk of harm. 

• Overall, adult support and protection investigations were of a good 
quality supported by good risk assessment and protection planning. 

• While the quality of chronologies, risk assessments and protection 
plans was good, more needed done to achieve greater consistency. 

• The scope and focus of adult support and protection multi agency 
training was not as impactful as it needed to be across the 
partnership. 

• The involvement of health staff in adult support and protection work 
needed to be better recorded within health records.  This would more 
clearly demonstrate the positive supporting role they played in 
keeping adults safe from harm.  

 
 
We concluded the partnership’s key processes for adult support and 
protection were effective with areas for improvement.  There were 
clear strengths supporting positive experiences and outcomes for 
adults at risk of harm, which collectively outweighed the areas for 
improvement. 
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Screening and triaging of adult protection concerns 
 
Nominated Officers consulted with the nominated officers of the partner 
agencies to jointly consider whether an adult who was the subject of a 
concern met the three-point criteria.  They further considered their agency’s 
roles and responsibilities in any proposed investigation and actions their 
agency should take to support and protect the person. 
 
The partnership operated a valuable joint teleconference arrangement for 
health, social work, and police to meet weekly and consider arising 
protection concerns.  This provided an effective opportunity to consider 
whether there was a need to progress a referral.  Teleconferences were 
also used to share information and support well balanced decision-making 
about the progression of inquiries and investigations.  Police officers 
attending these meetings were trained as nominated officers by NHS 
Highland’s adult social care services and had undertaken Police Scotland’s 
case conference coordinator training.  There was also scope for 
teleconferences to be called as required out with the standing 
arrangements.  This flexible approach strengthened collaborative decision 
making in adult support and protection.  
 
These screening processes ensured senior officers meaningfully 
considered all available information and provided informed and effective 
direction to staff on how to progress.  Screening and triage processes 
effectively established if the three-point criteria were satisfied and where 
further initial inquiries were needed to ascertain this.   
 
All adult support and protection referrals were received via adult social care 
social work teams.  Their contact details were accessible and provided on 
the websites of NHS Highland and The Highland Council.  Where the 
receiving social work team member determined an adult support and 
protection inquiry was required, they always discussed this with a senior 
social worker or social work team manager (Nominated Officer Social Work 
(NOSW)).  This provided robust, effective oversight and advice for 
practitioners regarding progression.   
 
Initial inquiries into concerns about adults at risk of harm   
 
The nominated officer social work role was critical to this part of the 
process.  They ensured initial inquiries were initiated and accurately 
recorded on the electronic system.  They would then record their decision 
regarding the three-point criteria and outcome of the inquiry.  Following this, 
they would appoint and suitably brief a council officer to carry out any 
subsequent inquiry with investigation activity.    
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Almost all inquiries were appropriately progressed within a suitable 
timescale and managed in line with the principles of the Adult Support and 
Protection (Scotland) Act 2007.  Commendably, application of the three-
point criteria was clearly recorded on nearly every occasion.  The criteria 
was correctly and consistently applied in the records.  Most were managed 
appropriately, either by onward referral to care management or effectively 
signposted to other support services.  There was evidence of good or better 
communication between statutory, third and independent sector partners.  
The correct stage was reached in almost all cases.  Most adults were 
informed that they were the subject of adult support and protection activity. 
 
There was clear evidence of consistent and good quality management 
oversight regarding process and decision making.   
 
Although the partnership had not fully adopted the new codes of practice, 
they were transitioning toward this.  The partnership was applying 
investigative powers within inquiry processes in most cases.  Most 
frequently this included the use of visits and to a lesser extent face to face 
or telephone interview.  In terms of compliance with the new codes of 
practice, a council officer either undertook or oversaw the activity in almost 
all cases. 
 
Interagency referral discussions  
 
An integrated adult support and protection multi-agency interagency referral 
discussion (IRD) process was in the early stages of development and 
implementation.  The records we read that included them showed they were 
purposeful, well attended by police and social work and added value to the 
decision-making process.  These were distinct from the teleconference 
model.  Therefore, as IRD practice develops, monitoring and guidance may 
be required to ensure staff understand the distinction. 
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Inquiries including the use of investigatory powers 
 
Chronologies 
 
Chronologies for adults at risk of harm are an important element of risk 
assessment and risk management.  Positively chronologies were present 
for almost all adults at risk of harm.  That said, the quality of those 
completed was mixed.  The inclusion of a chronology template within the 
online system aided timely completion.  However, the system only guided 
staff to complete a chronology for the current adult support and protection 
episode.  This was a drawback which discouraged the consideration and 
inclusion of past events.  While this provided a useful starting point, weaker 
chronologies often lacked reference to key past life events and their 
relevance to overall risk.   
 
The need to improve chronologies was being addressed through 
comprehensive guidance within the new protection procedure.  
Developmental work with staff was also underway to support effective 
chronology use across social work.  This included a new, improved 
template.  At the point of inspection, it was too early to assess the impact of 
these measures.  The partnership also recognised their current electronic 
system did not wholly support the use of chronologies and believed that a 
move to a new or updated system would assist improvement.  Social 
workers acknowledged the positive value of chronologies but noted the 
challenge of finding time to compile a well-balanced, high-quality 
chronology.  
 
Risk assessments 
 
Almost all adults at risk of harm had a current risk assessment which was 
suitably informed by multi-agency partners’ views and reflected the adults 
needs.  The quality of most risk assessments was good.  These were clear 
and provided a comprehensive overview of risks to the adult.  Those rated 
less positively lacked detail and analysis.  The electronic system was 
designed to prompt the completion of a risk assessment using a well-
designed template.  The operational procedure clearly supported the use of 
this tool and emphasised the need to analyse risk and consider protective 
factors alongside the adult’s views.  Following completion, the social work 
nominated officer signed off the outcome of the assessment.  This was 
clearly evidenced within case records and demonstrated purposeful 
oversight of risk and wider assessment processes. 
 
Investigations 
 
Almost all adult protection investigations were conducted where one was 
required.  The quality of completed investigations was good or better in 
most cases and consistently involved all relevant parties.  All investigations 
were conducted by a council officer and where investigations required a 
second worker they were deployed nearly every time.  In some cases the 
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second worker should have been a health professional but this was not 
always achieved.  Almost all investigations determined whether the adult 
was at risk of harm.  They were mostly carried out within an appropriate 
timescale although some cases were delayed, in a few cases between one 
and three months.  A more timely response to all adults at risk would 
ensure better outcomes for adults at risk of harm. 
 
The need for a physical medical examination was required in some cases.  
Positively, these were almost always carried out.  In the few cases where 
they were not, this was due to the person declining or not engaging with the 
adult support and protection process. 
 
Adult protection initial case conferences 
 
Case conferences were arranged and chaired by the adult care review 
team.  Records demonstrated they were well chaired with good attendance.  
The minutes were well structured, clear, accessible, and included the 
protection plan.  Records indicated the expertise of the chairs in asking 
searching questions and effectively directing the meetings and maintaining 
a person-centred approach.  Case conferences maintained a focus on the 
person’s needs and used person centred language.  The overall quality of 
case conferences was good or better in almost all instances.  
 
Case conferences were convened in almost all cases where appropriate 
and were held in good time, with all relevant professionals invited.  Multi-
agency participation strengthened protection planning but there were a few 
occasions when police or health did not attend.  In the few cases where a 
case conference did not proceed, an appropriate rationale for this was 
detailed in the record.  This tended to relate to a significant change in the 
person’s circumstances and level of risk. 
 
The adult at risk of harm was invited in most cases.  The main reason for 
not inviting them was based around their ability to understand the process 
due to known capacity issues.  The adult at risk of harm attended their 
conference in just over half of instances, when invited.  Reasons for non-
attendance mainly related to the person not wishing to attend or being 
unable to attend due to health issues.  Where they did attend, all adults 
were effectively supported to participate.  Unpaid carers were invited and 
attendance was high. 
 
Almost all case conferences effectively determined what needed to be done 
to support and protect the adult at risk of harm, and a minute was 
appropriately circulated to attendees.  
 
Adult protection plans / risk management plans 
 
The risk management plan formed part of the risk assessment template 
supporting early protection planning.  This was valuable, allowing risks to 
be considered or addressed prior to case conference if required.  These 
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were completed and up to date in almost all cases and included 
contributions from multi-agency partners.  Although quality could have been 
improved, most were good or better, clearly outlining risks and mitigating 
actions.  Case conference minutes also purposefully included protection 
planning based upon submissions and discussions from all relevant parties. 
 
Adult protection review case conferences 
 
The partnership called a review case conference on almost all occasions 
when required and they were held within suitable timescales.  Again, in 
almost all cases the review case conference effectively determined the 
actions required to support and protect the adult at risk of harm.  
 
Implementation / effectiveness of adult protection plans 
 
Protection planning effectively addressed identified risks.  Risks were also 
reviewed post case conference using a core group model where required.  
Almost all records demonstrated barriers affecting the adult at risk’s 
engagement were successfully addressed as were their support and 
protection concerns.  This view was echoed amongst most staff, who 
agreed that adults at risk of harm experienced a safer quality of life as a 
result of the support they received.   
 
Large-scale investigations  
 
NHS Highland adult social care services had a comprehensive and clear 
procedure for large scale investigations (LSI) which supported a cohesive 
and consistent multi-agency approach.   
 
In addition to the LSI process itself, the adult protection committee (APC) 
received a useful report, advising of current LSIs and overall themes, risks 
and protective factors.  The APC in turn reported to the chief officers’ group 
(COG) regarding any specific learning which informed effective governance. 
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Collaborative working to keep adults at risk of harm safe, 
protected and supported.  
 
Overall effectiveness of collaborative working 
 
There was clear evidence of extensive collaboration on an inter and intra 
agency basis in the records we read and in the focus groups.  This included 
information sharing, joint working across agencies and sectors, and 
innovative person-centred practices. 
 
The nominated officer role established in police, health, and social work 
services created a notably high level of collaboration, especially within the 
initial stages of the adult support and protection process.  This was 
supported by weekly multi-agency teleconferences which created a 
valuable forum for agencies to collaborate, share information and consider 
concerns about adults at risk of harm.  These supported decision-making 
about the progression of concerns, inquiries and investigations.  These 
systems and approaches were supported by accessible multi-agency online 
operational procedures.  These were comprehensive and well compiled to 
support practitioners across the partnership. 
 
Almost all staff agreed they understood their role and responsibilities in 
terms of adult support and protection, could effectively apply the three-point 
criteria and were confident in escalating issues to their supervisor.  These 
views correlated with our findings.  The same proportion of staff knew 
where to obtain adult support and protection advice and were supported to 
work collaboratively. 
 
A senior member of the NHS Highland health management team was 
recently allocated the adult support and protection remit.  The aim was to 
enhance and develop the contribution of NHS Highland health staff in adult 
support and protection practice.  
 
Health involvement in adult support and protection  
 
Health staff made a referral to adult support and protection in a few of the 
cases reviewed and importantly always received appropriate feedback for 
referrals made.  With regard to feedback, the staff group identified issues 
with it being timely.  Staff were appropriately sharing information in almost 
all cases, and in most cases the quality of information sharing was good or 
better.  However, adult support and protection activity was not consistently 
recorded and the quality of record keeping required improvement.  Just 
over half of health staff surveyed did not consider they had access to 
systems to support accurate recording of concerns about adults at risk of 
harm.  There was no clear place in the health record for recording adult 
support and protection activity.  Information was not therefore readily and 
consistently available for all health staff. 
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Commendably, health professionals’ contributions to improved outcomes 
was good or better in most cases.  Importantly, for health conditions that 
may have been related to the risks around the adult, most community 
health service interventions were rated as good.  However, less favourably, 
most interventions provided following emergency re-admissions and most 
emergency department interventions were adequate or worse.  This was an 
area for improvement. 
 
Health staff were invited to all case conferences and were appropriately 
represented in almost all cases.  Although interagency referral discussions 
were at the development stage, health workers contributions were limited 
as they did not participate in half of them.   
 
A clear strength lay in the fact that almost all health staff indicated that they 
understood their role and what to do if they had a concern.  Importantly, 
almost all felt they were encouraged to make appropriate referrals.  
Positively, most health staff believed the training they received provided 
them with the knowledge and confidence to undertake their role.  Most were 
aware of the three-point criteria and understood it.  Significantly, almost all 
health staff were confident that adult support and protection concerns they 
raised were handled efficiently.  Less positively, confidence in the 
leadership of adult support and protection and provision of capacity to meet 
the needs of adults at risk of harm was low.  These concerns required 
consideration to understand their basis and to address them as necessary.  
The NHS board’s arrangements for a senior manager to hold the adult 
support and protection remit should assist this work. 

 
Capacity and assessment of capacity 
 
Where a capacity assessment was required, a request was made in most 
cases.  In a few cases requests were not made when they should have 
been.  Following the request, a subsequent assessment was carried out by 
a relevant health professional in just over half of cases.  The main reason 
for assessments not being carried out related to adults declining 
assessment.  Positively, the timing of completed assessments met the 
adult’s needs in almost all cases.  This evaluation was based upon 
relatively small numbers and does not highlight a major concern.  However, 
it indicates an issue around appropriate referral for assessment and the 
need to track requests and responses more effectively to improve 
engagement with capacity assessments.  
 
Police involvement in adult support and protection 
 
Importantly, contacts made to the police about adults at risk were almost 
always effectively assessed for threat of harm, risk, investigative 
opportunity, vulnerability and engagement required (THRIVE).  Some cases 
had an accurate STORM disposal code (record of incident type) but there 
was significant scope to improve these. 
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In most cases the initial attending officers’ actions were evaluated as good 
or better, with some evidence of effective practice and meaningful 
contribution to the multi-agency response.  The assessment of risk of harm, 
vulnerability and wellbeing was accurate and informative in almost all 
cases.  Positively, the wishes and feelings of the adult were almost always 
appropriately considered and properly recorded.  

 
Where adult concerns were recorded, officers did so efficiently on almost all 
occasions, promptly using the interim vulnerable persons database.  In 
most instances suitable frontline supervisory input was evident, this 
contribution was good or better in just under half of the cases reviewed.  
Records of supervisory oversight and governance were generic, lacking 
relevance and meaning regarding the specific episode.  However divisional 
concern hub (DCH) staff actions and records were effective, being good or 
better in almost all cases.  There was a resilience matrix and relevant 
narrative of police concerns appropriately recorded in almost all instances.  
Resilience matrix research and assessments were comprehensive, this 
undoubtedly led to enhanced informative analysis of police data being 
shared with partners, aiding timely collaborative approaches to 
interventions and support to adults at risk of harm.  Almost all referrals were 
shared efficiently by the DCH with partners.   
 
Police attendance at weekly teleconference meetings was meaningful and 
supported timeous partnership discussions to consider adult concerns, the 
need for a duty to inquire and the progression of inquiries and 
investigations. 

 
The initiation of an escalation protocol review (instances of repeat police 
involvement) was inconsistent with organisational guidance.  Practice 
improvement was required in identifying instances of emerging patterns of 
wellbeing concerns.   

 
The police attended case conferences, on almost all occasions when 
invited and their contribution was meaningful, being good or better on 
almost all occasions.    
 
Third sector and independent sector provider involvement  
 
The third and independent sectors made a few adult support and protection 
referrals.  Positively all adults requiring additional health and social care 
support received it.  Just over half of this support was provided by the third 
and independent sector in conjunction with additional supports from the 
statutory sector.  This demonstrated a valuable contribution from the third 
and independent sectors in the support and protection of adults at risk of 
harm.  
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Key adult support and protection practices 
 
Information sharing 
 
Effective information sharing relating to adults at risk of harm was evident 
throughout the key processes and structures in place.  Both the nominated 
officer role, and teleconference approaches provided consistency to 
information sharing.  This provided front line managers with the information 
required to make well-balanced decisions regarding next steps.  Staff 
agreed there was strong confidence across the partnership about their skill 
level in identifying adults at risk of harm and escalating any concerns they 
had regarding adults and families they worked with. 
 
There was extensive work to develop a multi-agency information sharing 
protocol and supporting memorandum of understanding, to support audit 
and self-evaluation.  Reaching an agreement between all parties took too 
long.  This delayed activity in this critical area of practice but the protocol 
was moving to the final sign off stage.  
 
Management oversight and governance 
 
There was evidence of discussion regarding adult support and protection 
cases within social work supervision in just over half of cases.  There was 
only evidence of a line manager periodically reading records in just under 
half of social work records.  Improvement in these areas of practice would 
better evidence oversight of complex cases, supporting staff in their 
decision making. 
 
Positively, most social work records had been subject to some form of 
governance.  Just over half of police records demonstrated this and only 
some health records.  This was not necessarily a deficit due to the types of 
health records scrutinised.  The approach in social work services used a 
nominated officer social work to sign off decisions and recommendations.  
This had a positive impact in terms of governance. 
 
Involvement and support for adults at risk of harm  
 
Support to adults throughout the adult support and protection process was 
evident in almost all cases.  Significantly, the quality of support was good or 
better in almost all cases.  Practice was person-centred.  The adults’ views 
were considered almost all the time at each stage of the process.  Well-
planned and skilfully chaired case conferences were clearly inclusive and 
described the adult at risk of harm as the ‘focus person’.  Minutes 
demonstrated that every effort was made to include the person throughout 
the meeting and consider their needs, views, and aspirations.  The 
application of these principles to unpaid carers was also evident in almost 
all cases. 
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Independent advocacy  
 
Clear local procedures and processes prompted council officers to consider 
independent advocacy.  There were two advocacy organisations operating, 
one offering support to service users, the other to unpaid carers.  The 
organisation that provided support to service users was funded by NHS 
Highland and was represented on the adult protection committee and 
relevant sub-groups.  
 
Independent advocacy was offered appropriately in almost all cases.  
Where it was accepted and provided this was done in a timely way and 
successfully assisted the adult in almost all cases.  
 
Financial harm and alleged perpetrators of all types of harm  
 
Financial harm was a factor, sometimes amongst other types of harm, in 
some of the records we read.  The partnership acted successfully to stop 
financial harm in almost all cases.  This was achieved through good quality 
and effective multi-agency responses. 
 
Where there was a perpetrator of harm (all types), their identity was known 
to the partnership in almost all cases but actions or sanctions against them 
were only taken in just under half of cases.  However, where direct work 
with the perpetrator was undertaken, as opposed to sanctions, this was 
appropriately undertaken in most cases, with the quality being good or 
better.  
 
Safety outcomes for adults at risk of harm  
 
Significantly, there were improvements in the circumstances of almost all 
adults at risk of harm because of the work undertaken by the partnership.  
These positive outcomes were mostly due to multi-agency working with 
some being due to social work involvement.  We found that people were 
almost always supported and protected to live a safer quality of life and staff 
concurred with this.  
 
Adult support and protection training 
 
Most staff were confident that the right level of mandatory training was 
being provided for their staff group.  Almost all staff agreed that the training 
gave them the knowledge, skills, and confidence to carry out their role in 
relation to adult support and protection.  Furthermore, they believed it 
allowed them to understand risks within this context.  Regarding specific 
council officer training, almost all agreed that it had underpinned their 
understanding of the legislation and their duties and roles.  These views 
reflected the effective practice we saw.  
 
Just over half of staff surveyed agreed that participation in regular multi-
agency training strengthened their contribution to adult support and 
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protection joint working.  This indicated that more work needed done in 
addition to core training.  There were staff who had not accessed training 
they believed would be relevant to their role.  This was already being 
addressed by the partnership and a schedule of training was in place, 
monitored through reports to the adult protection committee.  Importantly, 
training that was provided was of a high quality and clearly valued by staff. 
 
 
How good was the partnership’s strategic leadership for 
adult support and protection?  
 
Key messages  
 

• The partnership’s mission was well laid out in their continuous 
improvement framework, but awareness needed strengthened 
amongst staff.   

• The partnership demonstrated effective leadership and governance 
of adult support and protection.  Strategic oversight, various 
initiatives, and well embedded supporting documents all contributed. 

• The partnership promoted effective and collaborative relationships 
between the adult protection committee and chief officers’ group.  
This strengthened the competence of the strategic agenda.   

• The partnership was committed to an improvement approach. 
However, some of the initiatives were in the early stages and there 
was a need to accelerate the pace of change.  

• The planned strategic engagement of service users and community 
groups to inform the adult protection committee agenda should be 
expedited. 

• The partnership needed to find better ways of showcasing positive 
adult support and protection activity across staff groups.  

• The partnership’s multi-agency self-evaluation framework was 
significantly delayed due to a lack of partnership agreement around 
information sharing.  This was in the final stage of being addressed 
and should be implemented at the earliest opportunity to aid the joint 
improvement agenda. 
 
 

We concluded the partnership’s strategic leadership for adult support 
and protection was effective with areas for improvement.  There were 
clear strengths supporting positive experiences and outcomes for 
adults at risk of harm, which collectively outweighed the areas for 
improvement. 
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Vision and strategy 
 
The partnership’s mission statement was clear, concise, outcome focussed 
and embedded within its continuous improvement framework.  Strategic 
work being carried out or planned related directly to the statement, which 
made progress more transparent.  There was evidence these were 
positively impacting on front line key processes and practice.  However, 
while the mission was clearly set out just over half of staff agreed it was 
clear to them.  Some indicated they did not know what the mission was.  
The existing online material and newsletters do not appear to be fully 
impacting in this regard.  The partnership had more work to do to further 
promote and embed the strategic mission and work of the APC. 
 
Effectiveness of strategic leadership and governance for adult 
support and protection across partnership 
 
There was a clear strategic leadership framework with effective governance 
through the partnership’s public protection chief officers’ group (COG).  
There was an open and honest relationship between the chief officers’ 
group and the adult protection committee (APC).  This encouraged healthy 
professional challenge and discussion.  Adult support and protection was a 
clear and distinct element of the COG agenda.  The COG met quarterly, 
and its membership included relevant senior managers and the convener of 
the APC.  There was a risk register, and papers were presented by the 
convener.  Key decisions were well recorded.  The COG undertook 
development sessions and the chief social work officer worked in 
partnership with external bodies to drive improvement.   
 
The adult protection committee met quarterly and undertook a wide range 
of strategic work to inform its decision-making.  Senior leaders articulated a 
shared view about the need to continue improving their position based on 
data collection and analysis.  The APC was well supported by purposeful 
sub-groups based upon the committee’s needs and priorities.  Their work 
was outlined in each sub-group’s terms of reference and monitored through 
an action tracker presented routinely to the APC.  All of the sub-group 
chairs were APC members and provided action trackers from the sub-
groups.  
 
The principal officer for adult protection attended all sub-groups and acted 
as a vice chair if required.  Updates from sub-groups were clearly discussed 
at adult protection committee, along with other items of business with 
decisions recorded.  This included a joint group with the child protection 
committee, focussed upon improving transitions for young adults at risk of 
harm and a specific group focussed upon improving the participation of 
adults at risk of harm.  Some of this work was in the early stages of 
development making it difficult to assess the impact. 
 
There was a collaborative leadership team driving strategic adult support 
and protection activity.  They positively responded to areas for improvement 
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and the needs of adults at risk of harm.  However, staff awareness of the 
good work undertaken by the adult protection committee and strategic 
leaders was limited.  Leaders had more work to do in promoting their 
activities with staff and involving them in improvement activity. 
 
There was a recent NHS Highland health-based review of public protection 
arrangements.  This effectively highlighted areas where there was a lack of 
engagement or support for the public protection agenda.  A 
recommendation was made to the NHS Highland board, to allocate specific 
resources to drive this work forward.  This was effectively addressed by 
encapsulating the adult support and protection remit within the role of a 
senior NHS Highland health manager.  They recently began scoping work 
to inform the prioritisation of the improvement activity required. 
 
The effective use of teleconferences and multi-agency nominated officers 
clearly supported process improvements.  Since the last inspection it was 
clear this had brought about stronger oversight and driven up the quality of 
improvement in key areas of practice. 
 
Effectiveness of leaders’ engagement with adults at risk of harm and 
their unpaid carers 
 
The adult protection committee (APC) did not have an adult at risk of harm 
representative, but they did have a participation sub-group aimed at 
addressing this.  The chair of this group was a member of the APC.  This 
sub-group planned to seek the views of adults in local communities to assist 
with setting the agenda for the APC based upon their concerns and 
priorities.  This work was at an early stage. 
 
The adult care review team arranged and chaired adult support and 
protection case conferences.  This team had developed expertise in 
creating and maintaining a person-centred approach which took account of 
the person’s views, therefore aiding engagement in this critical area of 
practice.  The invitation letter for case conference was amended recently 
following feedback from adults with lived experience.  This triggered 
subsequent plans to review other paperwork, such as agendas, to make 
them more accessible.  In addition to this, there was a useful, informative, 
and inclusive leaflet which supported adults at risk of harm who were 
attending a case conference. 
 
Information sharing measures were well embedded.  The appropriate 
contact details for sharing adult concerns were promoted through general 
practice surgeries, community pharmacies, the adult support and protection 
newsletter and on partnership agency websites.  
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Delivery of competent, effective and collaborative adult support and 
protection practice 
 
The adult protection committee (APC) membership was relatively broad 
including third sector and carers’ representation.  Strategic leaders put in 
place collaborative models of support and structures that enhanced multi 
and intra agency working.  Clear protection procedures were accessible to 
staff and linked well to related guidance.  These steps assisted the 
transition toward the revised adult support and protection codes of practice. 
 
The adult protection committee used data compiled through case file audit 
regarding key processes and practice, to develop and monitor their 
improvement plan.  They were also informed by a learning review summary 
report, outlining the work underway.  The partnership also demonstrated a 
collaborative approach to large scale investigations with service providers.  
The committee addressed a wide range of issues robustly and challenges 
and delays were clearly discussed, and actions agreed.  The leadership 
group expressed confidence that the committee’s position regarding 
improvement activity had notably improved over the last three years.  They 
noted this was in the context of increased demands placed upon staff 
during that time.  This was evidenced by the improvement work and 
planning undertaken. 
 
It was noteworthy that the leadership team faced issues specifically driven 
by the partnership’s remote and rural location.  Positively, within the 
partnership there was a specific focus on the future workforce required for 
social work, social care, allied health professionals and enabling a more 
effective workforce for third and private sector providers. 
 
Quality assurance, self-evaluation and improvement activity  
 
Multi-agency self-evaluation and improvement activity was affected by a 
significant delay in gaining agreement across partnership agencies for a 
new information sharing protocol to support multi-agency self-evaluation.  
Despite the delay, leaders were committed to developing their use of self-
evaluation data to inform decision making and improvement activity.   
 
While there was no multi-agency self-evaluation approach in place, there 
were several quality assurance exercises undertaken by the adult 
protection committee.  These effectively provided them with assurance and 
usefully highlighted areas for improvement.  Commendably some staff had 
been involved in the evaluation of adult support and protection practice.  
Unfortunately, staff awareness of evaluation activity to inform improvements 
was limited.  This was despite important improvements being successfully 
implemented.  The pace of improvement activity to address findings from 
quality assurance work was improving but needed to accelerate further.  
The quality assurance sub-group was awaiting sign off of the information 
sharing agreement after which it planned to schedule a timetable of multi-
agency audit. 
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More positively, single agency audit and evaluation activity being carried 
out by social work services had identified areas for improvement.  There 
was evidence of a recent strategic evaluation of this approach that 
highlighted strengths, areas for improvement and actions.  Although this 
had not been measured in terms of progress, the actions formed part of the 
adult protection committees overarching action tracker. 
 
Carers views were represented at the APC and work was underway to 
incorporate the views of both them and adults at risk of harm in their self-
evaluation work.  This was at an early stage.  The participation sub-group 
was sighted on this issue and strategic leaders agreed with us that this was 
an area for improvement.  
 
Learning reviews  
 
The new national learning review guidance was being adopted across the 
adult and child protection committees.  There were separate sub-groups for 
each of these committees.  The adult protection committees sub-group 
provided the forum for this work.  This included the consideration of the 
need for learning reviews and the management and support of those that 
progressed. 
 
At the time of inspection two cases were being considered in terms of the 
need for a learning review and another two learning reviews were 
underway, both with independent chairs.  This was due to appropriate 
referrals made to the APC and chief officers’ group.  The progress of 
learning reviews was effectively tracked by the APC through a summary 
report. 
 
The partnership had not published any learning reviews within the period 
upon which the inspection was focussed.  However, the decision-making 
process to inform learning reviews was robust.  
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Summary 
 
Key processes 
 
The previous inspection recommended the partnership should ensure adult 
support and protection referrals were processed in good time.  This 
inspection found that almost all inquiries were now appropriately 
progressed within suitable timescales. 
 
It also recommended the partnership should ensure well-balanced, valid 
chronologies were compiled.  Positively, we found chronologies were 
present for almost all adults at risk of harm.  Although the quality was 
mixed, the partnership had put sound measures in place to improve this 
further. 
 
Overall, adult support and protection processes across Highland were 
successful in sharing and analysing information which provided a solid 
basis upon which good quality investigations were made, leading to good 
quality risk assessments and protection plans in most cases.  Case 
conferences were a clear strength.  They were well attended and skilfully 
chaired and recorded in a person-centred way.  The innovative 
development of the nominated officer role and teleconference model 
meaningfully supported the overall process.  All of this demonstrated a clear 
improvement from the previous inspection.  Further improvement work 
should continue to drive a more consistent quality of chronologies, risk 
assessment and protection plans.  Most adults were made aware of the 
adult support and protection process and work was completed timeously.    
Finally, there was a clear person-centred approach evident throughout the 
process. 
 
A training schedule was ongoing and should address issues of relevant 
training being provided.  This in turn should enhance the involvement of 
health staff and particularly the level of recording within health records.  
Importantly, it was evident that those staff who received training clearly 
valued it, speaking to the quality of the training on offer. 
 
Strategic leadership 
 
The previous inspection recommended that the partnership reviewed its 
governance of adult support and protection, including streamlining the 
landscape and strengthening links between the chief officers’ group and the 
adult protection committee.  
 
This previous recommendation was now clearly addressed.  There were 
clear links between the adult protection committee (APC) and the chief 
officers’ group (COG) with evidence of open and frank discussions between 
the members of the two groups.  The governance landscape was clear with 
the APC having initiated purposeful sub-groups and clear routes for 
decision making with issues such as learning reviews.  This clearly 
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addressed the issues raised in the previous inspection, demonstrating 
implementation of the required improvements.  The strategic governance 
structure was formed within the lead agency model that was committed to 
identifying, resourcing and addressing priority areas for improvement.  This 
was effective in developing strategic and practice improvement approaches.  
In addition to this, an NHS Highland senior health manager was recently 
allocated the adult support and protection remit.  The aim was to promote 
the engagement of health staff with the adult support and protection 
agenda.  This demonstrated a renewed commitment to the improvement 
agenda. 
 
The leadership team have driven innovative and practical responses to key 
process practice issues and the needs of adults at risk of harm.  This is 
supported by improved strategic planning and effective supporting 
documents which were well designed, clear and concise. 
 
The partnership demonstrated commitment to an improvement approach.  
That said, some initiatives were in the early stages and their impact might 
be delayed in the context of local and national challenges the partnership 
highlighted.  In respect of this, robust, systematic, and collaborative 
governance would assist in mitigating against any significant delivery 
problems.  The strategic leadership team should also continue to promote 
the improvement work already underway to maintain momentum.  They 
should also more effectively promote their strategic mission and the work of 
the adult protection committee with staff.   
 
Next steps  
 
We asked the Highland partnership to prepare an improvement plan to 
address the priority areas for improvement we identify.  The Care 
Inspectorate, through its link inspector, Healthcare Improvement Scotland 
and His Majesty’s Inspectorate of Constabulary in Scotland will monitor 
progress implementing this plan.  
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Appendix 1 – core data set –  
Scrutiny of recordings results and staff survey results about initial inquiries – 
key process 1  
 

 
 

Initial inquiries into concerns about adults at risk of harm scrutiny 
recordings of initial inquiries

• 98% of initial inquiries were in line with the principles of the ASP Act 

• 100% of adult at risk of harm episodes were passed from the concern hub to 

the HSCP in good time

• 100% of episodes where the application of the three-point criteria was clearly 

recorded by the HSCP

• 98% of episodes where the three-point criteria was applied correctly by the 

HSCP

• 83% of episodes were progressed timeously by the HSCP 

• Of those that were delayed, 29% less than one week, 29% one to two weeks, 

29% two weeks to one month, 14% one to three months

• 100% of episodes evidenced management oversight of decision making

• 93% of episodes were rated good or better. 

• 100% of interagency referral discussions (done at initial inquiry stage) were 

rated good or better.

• 63% of initial inquiries used investigative powers, 63% of initial inquiries done 

by a council officer

Staff survey results on initial inquiries

• 85% concur they are aware of the three-point criteria and how it applies to 

adults at risk of harm, 11% did not concur, 4% didn't know

• 78% concur that interventions for adults at risk of harm uphold the Act's 

principles of providing benefit and being the least restrictive option, 6% did not 

concur, 16% didn't know

• 78% concur they are confident that the partnership deals with initial adult at risk 

of harm concerns effectively, 12% did not concur, 10% didn't know

Information sharing among partners for initial inquiries

• 90% of episodes evidenced communication among partners
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File reading results 2: for 50 adults at risk of harm  

 

Chronologies 

• 90% of adults at risk of harm had a chronology

• 28% of chronologies were rated good or better, 73% adequate or worse

Risk assessment and adult protection plans 

• 93% of adults at risk of harm had a risk assessment

• 61% of risk assessments were rated good or better

• 90% of adults at risk of harm had a risk management / protection plan (when 

appropriate)

• 61% of protection plans were rated good or better, 39% were rated adequate or 

worse

Full investigations 

• 94% of investigations effectively determined if an adult was at risk of harm

• 77% of investigations were carried out timeously 

• 76% of investigations were rated good or better

Adult protection case conferences 

• 90% were convened when required

• 93% were convened timeously

• 55% were attended by the adult at risk of harm (when invited)

• Police attended 81%, health 85% (when invited)

• 85% of case conferences were rated good or better for quality

• 85% effectively determined actions to keep the adult safe

Adult protection review case conferences 

• 85% of review case conferences were convened when required

• 94% of review case conferences determined the required actions to keep the 

adult safe
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Police involvement in adult support and protection

• 97% of adult protection concerns were sent to the HSCP in a timely manner

• 70% of inquiry officers' actions were rated good or better

• 67% of concern hub officers' actions were rated good or better

Health involvement in adult support and protection

• 60% good or better rating for the contribution of health professionals to improved 

safety and protection outcomes for adults at risk of harm

• 40% good or better rating for the quality of ASP recording in health records

• 60% rated good or better for quality information sharing and collaboration 

recorded in health records 
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File reading results 3: 50 adults at risk of harm and staff survey results 
(purple)  

Information sharing 

• 92% of cases evidenced partners sharing information 

• 100% of those cases local authority staff shared information appropriately and 

effectively 

• 89% of those cases police shared information appropriately and effectively

• 96% of those cases health staff shared information effectively 

Management oversight and governance 

• 48% of adults at risk of harm records were read by a line manager

• Evidence of governance shown in records - social work 64%, police 56%, health 

20% 

Involvement and support for adults at risk of harm 

• 84% of adults at risk of harm had support throughout their adult protection 

journey 

• 91% were rated good or better for overall quality of support to adult at risk of 

harm 

• 81% concur adults at risk of harm are supported to participate meaningfully in 

ASP decisions that affect their lives, 5% did not concur, 14% didn't know

Independent advocacy   

• 81% of adults at risk of harm were offered independent advocacy

• 50% of those offered, accepted and received advocacy

• 92% of adults at risk of harm who received advocacy got it timeously. 

Capacity and assessments of capacity  

• 69% of adults where there were concerns about capacity had a request to health 

for an assessment of capacity 

• 55% of these adults had their capacity assessed by health

• 83% of capacity assessments done by health were done timeously 

Financial harm and all perpetrators of harm 

• 24% of adults at risk of harm were subject to financial harm 

• 75% of partners' actions to stop financial harm were rated good or better

• 63% of partners' actions against known harm perpetrators were rated good or 

better
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Staff survey results about strategic leadership   
  
 

 

 
 

Safety and additional support outcomes

• 94% of adults at risk of harm had some improvement for safety and protection 

• 100% of adults at risk of harm who needed additional support received it 

• 75% concur adults subject to ASP, experience safer quality of life from the 

support they receive, 6% did not concur, 20% didn't know

Vision and strategy 

• 59% concur local leaders provide staff with clear vision for their adult support 

and protection work. 16% did not concur, 25% didn't know

Effectiveness of leadership and governance for adult support and protection 
across partnership

• 58% concur local leadership of ASP across partnership is effective, 9% did not 

concur, 33% didn't know

• 50% concur I feel confident there is effective leadership from adult protection 

committee, 13% did not concur, 37% didn't know

• 29% concur local leaders work effectively to raise public awareness of ASP, 29% 

did not concur, 42% didn't know

Quality assurance, self-evaluation, and improvement activity

• 45% concur leaders evaluate the impact of what we do, and this informs 

improvement of ASP work across adult services, 14% did not concur, 41% didn't 

know

• 45% concur ASP changes and developments are integrated and well managed 

across partnership, 14% did not concur, 41% didn't know
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