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REVIEW OF PRINCIPLES, PROCEDURES AND PRACTICES AT LES CHENES
RESIDENTIAL SCHOOL
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Terms of reference

'·

The terms of reference for the review at Les Chenes were:

I
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•

to examine the use of secure accommodation and advise whether it is
appropriate and consistent with acceptable practices;

•

to review the school's policy for and practice of restraint;

•

to make recommendations for a Code of Practice for the schopl on the
use of secure accommodation for the consideration of the school's
Governing Body and the Education Committee;

•

to consider ·the adequacy of the secure accommodation and, if deemed
appropriate, make recommendations for improvement to ensure
compliance with required UK standards with, in particular, reference to the
proposed capital redevelopment of the school.
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Introduction:

1.

Les Chen~s School is an institution under considerable pressure. As a
result it is not only seriously under functioning but has a number of major
weaknesses which in England under the School Inspection Act 1996 as
amended t?Y the School Standards and Framework Act 1998 would deem it
to require special measures.

2.

Although the main focus of the review related almost entirely to the secure
accommodation the issues arising highlight key areas of the school's
functioning which are affected by the weaknesses in the use and
management of the secure unit. Consequently, the report covers both the
school and the unit as their roles and function are inextricably linked in. ·
providing education and care for pupils of statutory school age who are on
remand.

3.

The review findings are written under headings which identify key areas of
weakness.
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SECTION 1

The Roles and Function of Les Chenes School

•

Admissions procedures

•

Assessment procedures

•

Court procedures which impact upon the school's roles and function

•

Recommendations
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THE ROLE AND FUNCTIONS OF LES CHENES SCHOOL
Admissions
4.

The school has a dual purpose:
• to provide education and care in a residential setting for a period of four to
twelve weeks for young people remanded by the Youth Court
• to provide education and care in a residential setting for young people whose
needs have been assessed and can be met through placement at the school.
In the former case a prime function of the school, in consultation with other
agencies is to "recommend appropriate plans to meet their needs". In the latter,
for those subject to a Fit Person, Probation or Binding Over Order each of which
may have a condition of residence attached, it could be expected that pupils have
already been assessed prior to entry. As a consequence, the outcomes would
form the base line from wh ich the. school begins its planning for each young
person's education and care.

5.

Although there is a dual-purpose statement the admission's criteria are three-fold
and may overlap either of the stated purposes.
Entry One is determined by the Juvenile Court's determination that a young
person should be on secure remand and thereby remain on the premises and
under close supervision for the full period of the placement. Entry Two could be a
non-secure remand, also made by the Court, or as a result initially of a secure
placement during which time a young person could become eligible for activities
away from the school as deemed appropriate by the Principal.
Finally, Entry Three is as an extended placement for a specific period of time as
part of a Probation or Binding Over Order.
Young people admitted by the Entry Three route may already have been the
subject of a custodial remand . The transfer is in order to maintain those who are
in need in an age appropriate setting.

. (
6.

The incompatibilities and conflicts of interest arising from the stated roles of, and,
admission procedl,lres for the provision are:

(i)

Les Chenes is an educational establishment funded by the Educati0n
Committee and overseen by the Education Department. lt is, however, a
facility into which pupils are referred, in all cases , by the Court and where the
Magistrate makes the ultimate decision about placement;

(ii)

Staff numbers, staff by type (that is, teacher, care officer, administrator}, and ,~1
staffing salaries are matters for the Education department and, so far havel"J
not been seen as the responsib ility (or part responsibility) of any other ,._
agency;

(iii)

A policy framework which sets out the joint responsibilities for all agencies
involved in the education and care regimes for pupils at Les Chenes is
absent. Therefore, despite the referral routes, the onus for providing for the
young people in question falls entirely to education
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(iv)

e7.

The number and type of young person admitted to Les Chenes have
changed markedly over a period of at least three years but certainly over the
last eighteen months. lt would be usual for a special school to have
admission's procedures which allow each pupil to have a settling In period
before another pupil is admitted. This so as not to destabilise the existing
cohorts. However, such a routine is not possible. Pressures on the Court as
a result of a rise in the number of young people appearing before it and the
changing profile of youth crime is having a serious and detrimental knock-oneffect upon the school. Indeed, at points throughout the year the school has
had to admit
(a)

more pupils in total than it has space to accommodate

(b)

more pupils on custodial remand than it has secure beds to
accommodate

(c)

an excess of pupils for which the staffing ratios are inadequate.

(d)

Staffing ratios wh ich at times compromise the health, welfare and
safety of young people

(e)

some pupils whose needs, up to this point, are extreme by the State's
standards-, and, who the school does not have the expertise to manage.

The points above have caused the school to introduce some inappropriate and
legally dubious methods of managing pupils because it is the Court, and agreed
by the Education Committee, that has endorsed the caveat "as deemed
appropriate by the Principal". Without the' necessary training, guidance and
oversight it is probable that educationalists will employ strategies to manage pupils
referred by the Court that are highly unacceptable (see Section 2) .

Assessment

8.

The admission's arrangements and the prescribed role of Les Chenes include an
assessment function as described at paragraph 4. The arrangements for
assessing pupils' needs is, in part, a responsibility for others involved within the
case work. The Probation Service prepares comprehensive social enquiry reports
for the Court; educational psychologists can and do assess pupils needs in line
with their roles and responsibilities in relation to. Les Chenes pupils; and
psychiatric reports are prepared it required or requested, say, by the Court.
There is, however, no overarching guidance which describes how the outcomes of
each assessment will be translated into action planning with a· view to each
forming part of every individual's
1.
2.
3.
4.

care plan
education plan
"case" related work plan
social re-integration plan including exit arrangements to name the most
significant.

Further, although there are a few examples within school of sound educational
assessment practice this does not stem from a whole school Assessment
(Recording and Reporting) Policy. Indeed, there is no such policy and, even if one
had been prepared by the school it might not necessarily describe what may be
6
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required by the Court or others. There is also a possibility that external
professionals who have submitted their own assessment reports assume that Les
Chenes has the expertise and the capacity to corporately translate their data into
plans of action which describe targets and the means by which such targets 9re to
be realised.
Clearly, in the absence of key staff who
1)
2)
3)

are experienced and qualified to manage the care arrangements for pupils;
who can manage and who understand the principles and systems for
safeguarding young people who are increasingly more challenging; and
whose responsibilities include close monitoring of other agencies
expectations as a result of assessment outcomes

the school's remit in relation to its assessment functions is untenable.

9.

Another factor which should be taken into account in relation to the school's ,
assessment function is the role of the Children's Service's Department. Scrutiny ·~
of files indicated, for example, that of the 23 pupils on roll at 14 March 2001, 14 ~~
had spent time in a children's home. Ten of that total had committed offences ;¥
whilst at the home which resulted in a remand to Les Chehes. There was n0 ~
evidence that a care plan had been prepared for these young people and, in :~
particular, for the ten identified. If a care plan had been prepared by staff at the ~
home these had seerningly not been passed on to the schqol. In either case there --·-,
was no base line information on entry which educationalists could have used to
help them prepare care plans for each of these young .P!30ple. And there is not ~~
the existing expertise within the school ·to manage care plannrng arrangements.
9
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10. Similarly ther~ is no protocol which sets out how, after a young person's needs
have been assessed, a children's home and the school will jointly manage that
young person's care and, where appropriate, their behavioural management
programme so as to ensure consistency of approach in their implementation.
Currently, for young people who may reside at both types of establishment for set
periods this lack of consistency is at least unacceptable and, at most, could
detrimentally affect a young person's progress over a period .of time.
11. The issues of exit route and exit procedure planning are dealt with at Section 3 as
neither is currently described as part of the school's fu-nctions.
12. Similarly, risk assessments are covered under Section 3.
Court Procedures which Impact upon the Schools Roles and Functions

13. Whilst the Court can, under the relevant Jersey Law, place young pe·ople on
remand at Les Chenes, they cannot sentence to this institution. Therefore, in
order to retain a young person at Les Chenes, even one who has committed a
serious offence, some sentences may "have to be diverted".
This could result in over long Probation Orders or Instances where a young person
placed in the YOI c;ould be bailed to Les Chenes. The lack of suitable
accommodation for young people of school age who, in England, would be subject
to a secure accommodation order, including those who meet the criteria pertaining
to Sections 90/91 of the Powers of Criminal Courts (Sentencing) Act 2000, has
serious consequences for the school and for the Education Committee who have
agreed the school's remit. This is because there is no guarantee that the school
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can meet the demands of such a diverse brief. And 1 there is no interagency
strategy for ensuring that is it does, or could, with the relevant support.
14. This predicament worsens by reference to the Governing Body minutes which
over a long period of time describe exactly the same serious shortfalls

i.

Item 6 GB minutes 9.7.96 " ........ a recent Behaviour report ..... which
highlighted the increasing pressure on Les Chenes. During the past year a
number of school age children, unsuitable for admittance to Les Chenes,
had been resident at La Moye and temporary provision has been made in
respect of their education ...... felt that the problem would re-occur. [Name]
informed the meeting that the Prison Board of Visitors were also concerned
as to the lack of specialist accommodation for youngsters who were
unsuitable for Les Chenes ...... "

ii.

Item 3.2 GB minutes 3.10.96 "Discussions ensued in respect of the place of
Les Chenes in the Education and penal system and the increasingly
pressures on the school to change its role. Recent misunderstanding as to
who could be admitted .. .... had come to light. In respect to Article 2,
Children's Law, ..... agreed to investigate whether it had been transferred to
Health and Social Security or remained with the Education Department".

iii.

Item 5.6(a)4 minutes 24.4.97 "as a result of pressure for places at Les
Chenes ... would only accept remands for the foreseeable future".

iv.

Item 7.7 GB minutes 10.7.97 "
pupils who have been at La Moye
awaiting sentence had returned to Les Chenes on bail pending appeal
having been sentenced to
A condition of bail is
that
sleep at Les Chenes at all times while participating in the
point system ..... ."

v.

Item I GB minutes 8.7.99 "[Name] reported that following the arrest of a 15
year old at the weekend, and his subsequent remand at La Moye by the
Magistrates, th e Solicitor General had intervened at the request of the
Governor of La Moye and the remand placement changed to Les Chenes. lt
was felt that the decision to send him to La Moye was illegal and, as other
pupils of that age had previously been placed at La Moye it was a matter that
needed to be clarified".

vi.

Item (no No) GB minutes 10 February 2000 "The principal had written to the
Director in respect of the increased number of pupils and advising him that
existing places were inadequate to cover court remands and referrals from
Children's Homes ..... "

vii.

Item (no No) GB minutes 23 March 2000 ".... The Magistrate stated that he
felt Les Chenes should accept all remands under 16 years of age though
also expressed his concerns about the dual role of Les Chenes. In addition,
the Magistrate further expressed concern in respect of children who
committed a serious offence and would then have to serve their sentence at
Les Chenes".

Similar references are made in GB minutes 5.10.2000 as well as in later minutes.
15. In essence, and running as themes across these minutes for some time, are the
issues of the overcrowding at Les Chenes and the incompatibility of the school's

.........._____________
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functions. Central to these issues is the fact that Les Chenes was established as
a remand centre under the Children (Jersey) Law 1969 and, that since it opened
little time has been given to a joint reconsideration of:

r

1.

whether such an institution can serve two quite distinct and, in 'some
respects, opposing roles or

r

2.

whether, as a result of the changing pattern of youth crime, a separation of
those functions would meet the needs of the young people and the Court
more appropriately.
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Recommendations
1.

Strategic Planning
•

To determine, as a matter of urgency, the requirements of the Court for the
detention of young people who appear before it

•

to assess whether these requirements can be met in an educational
establishment

•

to assess whethsr an educational establishment funded, overseen and
managed by educationalists (irrespective of other services support for the
young people placed) can meet the needs simultaneously of:

L
ii.
iii.

e

those on secure remand
those on non-custodial demand and
those who are vulnerable and may require a place of safety

and/or whether such a diverse remit should be entirely a function of an
Education Service

2.

•

to revisit the terms of reference for Les Chenes as a remand provision with a
view to analysing current day demands against the criteria for usage ~et out
initially

•

to discuss the roles and functions of other major departments in relation to
young people who are referred to and who reside at Les Chenes. This would
include Children's Services and Home Affairs

•

to draw up, again as a matter of urgency, an action plan for remedying
shortfalls at Les Chenes which compromise in anyway young people's and
adults health, safety and welfare; which may be unlawful; and Which are
described across the report as highly unsatisfactory.

School Planning

•

to draw up an Assessment, Recording and Reporting Policy with the ,i£1
_.·~. ·
assistance of professionals from education, and other se-rvices
~

•

to work with these professionals so as to put in place at the earliest
opportunity
individual education plans
care plans
case related work plans
social reintegration plans
for all young people irrespective of whether in the longer term the school
might be re-designated

•

to immediately review risk assessment arrangements and ensure that as
speedily as possible assessments are completed for each young person, the
premises and the accommodation.
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SECTION 2

•

Secure Unit use

•

Behaviour Management and the use of Physical Force

•

Recommendations
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Secure Unit Use

I
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16. Irrespective of whether a young person is given a custodial or a non-custodial
remand all begin their time at the school by being placed in the secure unit.
The entry procedures do not vary. The police transport the young person' to
Les Chenes and, after the Head teacher or his Deputy h.ave had an initial
discussion, the young person is escorted to the unit where he/she showers and
changes into distinctive clothes - PE shorts and a T shirt - and then may
reside-there for,.up to·72 hours ...!'·
}
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17. Supervision arrangements, though prescribed, can vary as they are very
dependent upon the number of staff available on any one shift and the number
of young people who are on remand at any one time.
18.

19.

Whilst the Magistrate would normally stipulate when a young person should be
placed in secure· accommodation or when a young person should not l~ave the
premises there are occasions when the Heaqteacher can exercise his powers
(as can the Deputy) to detain young people. For example, the school's policy
on the use of secure accommodation, revised May 2001, clearly states:
(i)

when a pupil arrives in school for the first time a settling in period of up to
72 hours maximum in secure is useful

(ii)

on return from absconding a pupil' may be held in secure for up to 48
hours

(iii)

when a pupil is deemed to be at imminent risk of self-harm or injury to
others or of significantly damaging property then failing all other attempts
to control or diffuse the situation secure may be used as a tactic of last
resort.

Not described within this policy are the other routes by which a young person
may be asked by the Headteacher or Deputy to enter the secure
accommodation. That is:
a)

on Wednesday afternoon between 4.45-5.30 pm when the school has its ~i
only staff meeting and, when there may be no other means of effectively ~~~
monitoring the young people who, at this time, are required to gather in -¥."1
the day room
,.
L

b)

when a young person may have committed a misdemeanour on an
occasion when neither the Headteacher or the Deputy are on sjte and is
retrospectively placed in secure by either, as in a recent case, for reasons
not detailed in the policy on secure unit use.

Both of these are examples of suspecf practice whichf'4ftfr:~~rilawful.

20. The Court's directions as to the length of secure placement are also not
transparent. For instance, a custodial remand (in the sense of access to a
secure unit bed) may last only as long as a bed is available. The next such
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rem·and made to the school may require that the young person previously
placed will move into the main body of the residential provision and with only
three s~cure remand beds at its disposal it will be left to the school to juggle
the demands of "housing" all of th~ other young people irrespective of reason
for their placement. Such an arrangement is fraught with pitfalls not least of
which is having decisions arising from a Court judgement managed by an
education team.
·
The greater the influx.of young people the greater the problem becomes. The
more complex their needs the greater the strain on the staff, the
accommodation, the resources and the institution's capacity to function as an
orderly community. Also the greater the likelihood that staff Will act precipitively
and thereby breach protocol.
21 . The variability of referrals from the Court means that pupils who will reside at
Les Chenes for a long/longer period cannot be guaranteed the use of the same
bed space.
As a result they cannot personalise their areas and have no
reason to commit themselves to ."settling in". As young people may already be
troubled and troublesome an ever ch.anging routine is most definitely not in
theirs or the school's best interests.
Pressures on space · also causes the school to resort to a system of "hot
bedding" which involves young people moving out of their bed spaces in order
that others can be accommodated. This is a procedure greatly disregarded in
England but which is used at Les Chene~ both in the secure and residential
settings.

(

.

22. The practice has a domino effect in that the school cannot guarantee rooms or
areas are developed in age appropriate ways. There could be younger and
older boys sharing rooms as well as young people who have to be placed in
areas with those who might exploit their vulnerabilities. In the present
accommodation it would be impossible to separate adequately and entirely the
vulnerable from the more robust young person. Although the school is satisfied
that the increase in the numbers of waking staff is helping to resolve the issue
of bullying at' night the overall situation is very far from satisfactor-Y bringing, as
it does, a high risk of compromising young people's health, welfare and safety.

23. In overall terms the use of the secure suite for£[! young people on entry to Les &~
Chenes is most unacceptable. The lack of a wrmen Statement of Purpose and tJJ
Function which accurately describes what the unit · sets out to do for yout"lg
people is a serious omission as is the absence of a policy which describes the iJ
manner in which care is provided.

gj

Behaviour Management within a Planned Place System

24.

The management of young people's behaviour is mostly through the
implementation of the school's Merit Awards Scheme (MAS).
lt is
supplemented by a Behaviour Policy, revised in 1996, which is of very limited
u·se ·because it fails to give sufficiently detailed guidance to staff on the
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development of effective behaviour management strategies which coldld
successfully be employed with the young people placed at Les Chenes.
25. MAS operates, in simple terms, on a point ~cafe and, apart from the use of
"secure detention" is the main means by which staff reward or punish young ..
people. As a system it has serious shortcomings. Scrutiny of the Incident ~ .
Sheets revealed that more points are deducted than are awarded; staff t
calculate tariffs on an inconsistent basis; and, very few other strategies are ~
employed to manage behaviours deemed as requiring modification.,
'{~

26. A major weakness with MAS is the built in home -leave element. For young .~'1
people who are not the subject of a secure remand, leave should be a right as f1J
for any chi!d in a residential" school. Obviously the detqils governing what the ~
exact arrangements are should be described within the admission's criteria
section. Denying visits home, however, to those who are not in a secure
placement is very unacceptable practice irrespective of whether it is because
young people have not obtained sufficient points. The system is also open to
abuse. For example, young people not wishing to go home could manipulate it .
so as to lose points and thereby place themselves in a category for which ·
home leave was not an option. Adults could similarly deduct more points than
a misdem_eanour warrants and thus prevent a young people from going home.
In all, this particular element of MAS could be construed as an infringement
upon _a young person's liberty or as a means of detaining young people outside
of a court order both of wh ich, in England, would not be permitted.
27. Generally, there is little analysis of brehavioural trends or of the causal factors
for particular behaviours. Data collection and analysis of incidents sheets is
poor. The use of lose sheets also compromises the school. They are easy to
replace. Therefore, should an investigation be made as a result of a complaint
the school could not prove there has been no falsification of records.
(

28. Of even more serious concern but related to 24-26 above is the absence of
case [crime] related programmes and individual behaviour plans. As all young
people placed at Les Chenes have a history of aberrant behaviour this
oversight is not wholly defensible.
Use of Physical Force

29. The school has a brief revised policy statement on the use of Reasonable
Force to Control or Restrain young people. Jt is not set within the wider context
of a Positive Behaviour Man·agement system or regime.
Neither is it wholly compatible with the Behaviour Policy where the later
describes the use of force as a ''technique that fails" as a behaviour
management tool.
30. Whilst the revised policy statement includes brief references to:
•

· the set standard for practice

14
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•
•

the organisation's expectations
the procedures to be followe-d by staff

it is insufficiently detailed to guide or support
•
•
•

decision making and action taking in relation to the practices covered
the implementation of acceptable practices
the auditing and evaluation of the standard of "service delivery".

lt is also not crossed referenced with any other relevant school policy.

1

31 . Like other schools on the Island who educate young people with emotional a,nd
behavioural difficulties it has adopted SCIP as the main means of applying
physical restraint. One teacher is trained as a trainer and all other established
staff with the exception of the headteacher have had one training sessioh. At
the time of the review the headteacher had had no INSET. As a remand faCility
it could be expected that the chosen technique for the use o.f physical force at
Les Chenes is compatible or even identical with that employed, for example, In
YOI or in children's homes (who might also have young people remanded to
their care). This is not the case. Hence, young people who will need
restraining for perfectly sensible reasons; who may have been in the YOI but
bailed to Les Chenes; or live part time in Les Chenes and part time in a
children 's home will experience no consistency of approach across these
provisions.
32. Furthermore, the reasons given for choosing this particular method are
unsatisfactory. Primarily, it is not being implemented as a total programme (as
those who devised it intended) and it is insufficiently robust for the wide range
of referrals.

(

33. In England it is recommended by the DfES that Education Authorities have a
"written policy in the use of physical force to control or restrain , where
necessary, pupils in schools and on procedures for monitoring the use of
physical force". This is to ensure that schools' behaviour policies are in line
with the general principles described in the authorities' Behaviour Support Plan
(BSP). A school's policy, therefore, on the use of physical force on pupils
should draw from the LEA's policy. lt is further reeommended that as LEAs
review their BSPs they incorporate their policy on the use of physical force into
the plan. At present it would appear that no department/agency on the Island
has prepared an overall statement on the use of physical force and behaviour
support planning has yet to be fully considered.
34.

Training in the use of physical force has not been given the priority it requires.
However, it will not be possible to determine what is or is not appropriate until
the overall remit of the establishment has been deliberated. There is little
value in one establishment employing technique.s which others, who may have
at some time the responsibility of educating or caring for the same young
people, either disapprove or find do not support their stated function and
purpose.

15
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Recommendations

1.

Secure Unit
•

2.

to agree, in a very short time, with the Magistrate a set of procedures for
the admission and detainment of young people to Les Chenes taking into
account

i.

the vulnerability of the institution at present and its very serious
weaknesses

ii.

the extreme constraints on the accommodation

•

to review the admission's procedures with a view to ensuring that only
those custodially remanded are admitted to the secure suite

•

to ensure that when in use the secure unit is adequately overseen and
managed at all times

•

to .curtail the use of the caveat "at the principal's discretion" until a
thorough review has been undertaken of the management structure of
Les Chenes and an assessment has been made of the current staff
strengths and weaknesses in relation to its overall operation

Behaviour Management
.
.
•
to review and revise the system of behaviour management in conjunction
with professionals from education and other departments
•

to ensure that behaviour management strategies are appropriate to the
needs of the young people and/or "categories of young people as defined
by their placement

•

to revise all policies related to behaviour management ensuring that they
are compatible, can be cross referenced and are ratified by (at present)
the Education Committee

•

to balance, more appropriately, rewards and sanctions and to ensure that
both are acceptable in terms of any revised conditions agreed between
the Education Committee and the Magistrate
Use of Physical Force

3.
•

to agree, across the major departments, a policy for the use of
Reasonable Force to Control or Res~_rain young people

•

to assess whether such a policy could be and/or is relevant to other
providers thereby guaranteeing a greater degree of consistency and
means of monitoring and evaluating its application and use

16
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4.

•

to introduce, as an outcome of the points above, an agreed physical
force method, which taking account of age, gender and disability, is
appropriate for pupils with EBD across those provisions which cater for
their needs

•

to guarantee appropriate and immediate training for the chosen methods
for all staff within a short period as well as continued training on a regular
basis

Other Related Matters
•

for the Education Committee (EC) to consider the possibility of drawing up
a Behaviour Support Plan which would cover entirely their strategies for
managing and monitoring provision and services for those young people
with emotional and behavioural difficulties either separately, in tandem or
jointly with other major departments.

..........___________
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Staffing and Staff Training

I
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35. The staffing levels at the school are such that they have a seriously detrimental
effect upon service delivery. There are too few teachers given that· they also
act as carers/child care officers. In short:
•
•
•

their care responsibilities significantly erode the amount of continuous
education available to the young people
they are untrained for some of the resp·onsibilities which form part ·of thei r
job descriptions
they lack, through no fault of their own, the skills necessary for planning
and caring for young people who require
1)
2)
3)

I
I

I
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high levels of support
well devised care and health plans, and
supervision programmes related to their cases (reasons for referral).

36. The school's heavy reliance upon supply cover is an overwhelming weakness
of the organisation. During the course of the review period, on one evening,
there were no full-time staff on duty because one was on sick leave, one was
on leave and the NQT was having the stipulated 5 hours break. Consequently,
the running of the school and oversight of th.e secure unit during that evening
was left to three supply staff, who, although QTS, were not appropriate
replacements for full-time staff. This is not an exceptional arrangement and
consequently leaves occasions when the secure unit and the school are at risk
especially as there has been no structured and detailed in-service training or
intensive induction for the supply staff. Between the end of April and Mid June
2001 the total number of supply care hours totalled 836, This is a very poor
substitute for qualified and experienced staff who could be employed to
manage the unit's care role on a full time basis. Especially so, as between 1
January - 3 June 2001, 1999.5 supply hours have been provided to the school
and, at no time across the period 10 July - 8 September 2001 was there any
occasion when all full time staff were on site simultaneously.
37. The absence of qualified and experienced child care professionals is not
acceptable. And, neither are the domestic duties placed upon teachers. The
long hours worked on shift rotas across day, evening and weekend periods
could be harmful in so fat as staff who are already under considerable stress
may be too tired to act rationally when emergencies arise or may be forced to
act unreasonably if a situation with a young person becomes tense. There is
the issue, too, that full-time staff will have to rely, at some time, upon
"untrained" staff for backup. This may work whilst the school is operating
satisfactorily but would be open to question should there be a major incident.
38. Managing the care arrangements and the absence of properly timetabled noncontact periods during the day result in a lack of time for staff to update or even
devise relevant schemes of work for every subject/aspect of the curriculum;
maintain suitable records; or prepare lesson piClnS. The dual roles of teachers
effectively reduces their teaching load to 10 sessions per week. This alone has
19
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serious consequences for progression and learning continuity for young people
who may already have missed schooling because of their behaviour.
'
By contrast the teaching role impinges upon. the care responsibilities to the
extent that staff are unable to:

39

•
•
•
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offer quality time to each young person (much as a key worker system
would operate in effective establishments) on a regular basis
prepare detailed care plans
supervise and manage the secure unit as a separate provision in a
consistent and effective/efficient manner.

J
I
I
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The turnover of staff and the difficulty in recruiting them exacerbate an already
weak aspect of the school's functioning. The moves to employ a head of care
and additional teachers for the new academic year, although positive, will not
solve the current staffing dilemmas. Without a radical overhaul and review it is
possible that the current weaknesses will be perpetuated, with little gained
overall for the young people.
The present arrangement whereby the
headteacher and the deputy share, over a 365-day period, the management of
the school, ·24 hours daily, is clearly unsustainable.

Staffing the Unit

41.

There are no dedicated staff assigned to the unit and it would seem that no
staff have recent relevant training in managing a "closed" unit. This includes
the Headteacher and the Deputy. Most staff have never had previous
experience or involvement with secure units. Such a profile is considered a
major weakness.

42.

Because of the issues raised about staffing levels generally, it is possible that
even with the 20 minute checking rule whilst they are in the unit, some young
people have stretches of time when they are completely unsupervised. Such
instances would arjse when there are a high number of young people in school
whom staff have to supervise; at peak periods such as at meal times and; on
Mondays and Fridays when there are only two adults on duty until 9.00 am.
Such practice is insupportable and puts both young people and the school
seriously at risk.

Staff Training

43. Staff training is inadequate. Training has been provided but, again, until the
•
•
•

purpose and function of the school/unit have been reconsidered
staff employed to manage the care setting, and
inter-departmental agreement has been reached about the long-term
future of Les Chenes, it will not be possible to devise a detailed staff
training programme.

44. The above points notwithstanding, the school should have immediate up-todate training on matters relating to Child ~rotection. The school should draw
20
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up a very detailed and specific CP Policy which specifically relates to' thefp
functions of the schooVunit and which uses as a guide ·the Educationi}:g;:
Department's statement as well Children's Services and the Police guidelines ~~-1'
!he Child Safety Issues Policy in existen?e, and revised May 1.998, is entirel~i/
madequate and would severely compromise the school should 1t be put to ther•1
,_,,'\:·
test •
~ e-,•
45. In addition, the school should have immediate training on how to undertake a
Risk Assessment and prepare risk assessments for both young people and the
accommodation. Likewise, Health and Safety training and the preparation of
and implementation of a Health and Safety Policy crossed-referenced with
those relating to Risk Assessment, Behaviour Management, Child Protection
and the Use of Physical Force should begin at once.

F

46. Before embarking on work related to exit route and exit procedure planning the
staff would require considerable training. There would need to be an
established protocol which describes how Les Chenes and receiving
institutions/work places liaise and prepare young people for their next move.

I

47. The matter of staff supervision is under-represented both in policy form and in
practice. No member of staff is adequately supervised and supervision
meetings are not offered on a regular basis. This is, in part, a corollary of the
current staffing structure but could also be attributed to the fact that teachers
may not necessarily understand all the principles which could be applied to
good child care practice.

I

48. Teachers are observed on average once a term by the Headteacher and the
Deputy and attempts are being made to involve team leaders in this process.
Teachers can and do attend courses and they are encouraged to develop and
maintain links with mainstre~m colleagues. In reality both the observation
periods and releasing staff for training are fraught with difficulties. Again
because of the staffing structure and the methods by which staff have to be
deployed providing opportunities for either without . further erosion of
teaching/care time Is not a simple operation.
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Recommendations

1.

Staffing
•

to review, as a matter of urgency, present

f.

staffing levels

ii.

staffing strengths and weaknesses in relation to the skills required
for teaching and caring for a wide and diverse group of young
people

iii.

staff roles and responsibilities against the outcome of (ii) above

.

c

2.

l

•

to reconsider, immediately, the use and deployment of supply staff and
their levels of skill in relation to their use mostly in the care setting

•

to employ, on a temporary basis and afte.r training, support staff who, until
the designation of Les Chenes has been considered, will undertake tasks
which currently inappropriately fall to teachers

•

in the .short term, t9 re-look the deployment of teachers· with a view to
moving the hours of their work towards providing day time education

•

to rearrange staffing rcitas, possibly in conjunction with the employment of
support staff, to ensure that when in use the Secure Unit is staffed at all
times at an appropriate level
· ·

Staff Training

•

to provide, as a matter of urgency, training for all staff on Child Protection
to enable them to draw up a relevant and all embracing CP policy which is
put into force immediately

•

to provide training on health and safety and risk assessment procedures
so that staff can again immediately devise

(

1)
2)

a H and S Policy and improve their H&S practices
a Risk Assessment Policy

•

I,Jndertake risk assessments of the premises/accommodation and of
young people in their care

•

to provide training and guidance to staff so that they can begin to draw up
care plans,. individual education plans, case plans and social integration
plans for each young person

•

to provide guidance for the senior management team to enable them to
devise and implement a system of supervision for all staff. This so as to

22
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more effectively monitor and evaluate adults' strengths and weaknesses
in relation to their work at Les Chenes
'

•

for an external team to monitor and evaluate the effectiveness of the
senior management team taking into account the weaknesses at Les
Chenes which have culminated recently but which have their roots in the
past (see GB minutes).

(
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Premises and Accommodation

49.

50.

When reviewing premises and accommodation for a secure setting in England
the Standard requires that:

•

premises and associated outdoor areas must be designed to prevent
unauthorised entry or exit;

•

they should facilitate supervision and minimise opportunities for self harm;

•

they must be appropriate to a designation as a children's home;

•

they must be properly maintained and furnished.

Plainly the serious inadequacies of the school and unit accommodation are
known. The draft plans drawn up represent the Department's commitment to
remedying them. However, any plans can only be fit for purpose once the
functions and roles of Les Chenes have been decided. There can be no doubt
that as they stand they are incompatible as the operation of one part of the
provision impacts quite negatively upon the other. This is because at one level
staff are managing a school which could be described as a residential EBD
provision for the Island irrespective, at the moment, on the referral route. On
the other hand, they are managing a secure unit which is part of the school and
which , because of its very poor configuration causes the school, which should
in the main have non-custodial roots, to become a "closed" provision, at times,
the necessary safety features ..
but without _

51 . The secure unit is, therefore, not fit for purpose. Only three single rooms are
available. These cannot provide the necessary levels of privacy to which
young people are entitled. From room 1 there is a clear view into room 3 and it
is possible to look into room 2, from both, at certain angles. From room 2 it is
possible to look into room 1, and into the shower: From room 3 there is clear
vision into the WC. From the weight training room outside the secure
accommodation a window enables all users to observe those in both the WC
and shower within the unit. These are quite clearly child protection issues
which the school has overcomes by allowing access for young people from the
unit to the boys and girls WC and showering facilities in the school. This
means that at all times a male and female adult would have to be on duty to
escort young people from the unit to the school and that those who should be
using secure facilities are compromised because their own provision cannot be
used. Even were the current facilities within the secure settings appropriate, it .
would still lack separate provision for boys and girls.
52.

The rooms themselves are bleak and the levels and quality of decoration,
furnishing and fittings are poor. Adequate ventilation is also an issue.

53.

Room 4 has not been recently used as a secure room and this is very
appropriate given its location, its size and th e fact that it has only one high sky
light.
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54. When the demand for secure beds is greater than the total available, however,
alternative arrangements for moving young people on custod ial remand Into
other areas of the school are made. These too, are unacceptable because of
the concomitant requirements to ensure security in what should technically
(and legally) be a non-custodial environment.
55.

Additionally, young people are unable to receive their education within the
secure setting as the unit was not designed to such a specification. lt will,
therefore, necessitate one of the following options:
•

that all doors are locked to prevent access into and exit from the school
by those who are on secure remand. This has implications perhaps for
unlawful restriction of liberty for th.ose on hen-custodial placements;

•

that all school doors are left unlocked which would breach the Court's
direction for those who require a secure placement;

•

that there is a half-way house which possibly would not serve either
cohort.

Naturally, the school doe~ its best to juggle these demands and to weigh Up
the balance of responsibility in relation to both sets of young people. This will
undoubtedly increase staff levels of tension and stress since when considering
the premises themselves they cannot and they do not afford the security which
the Standard outlined at paragraph 48 would expect.

(_

56. The school accommodation also has many shortfalls which have been
described in the Validated School Self Eyaluation. This review outcome would
endorse, most strongly, the judgements of the VSSE. But it will add that when
the school originally opened this type of accommodation would have been
perceived as good. The fa1,1lt, if there is one, is that it has not been
systematically upgraded to meet the needs of the young people as these have
changed over the years. As a consequence it now fails to: ·
•

meet the requirements for education and care of two distinct populations;

•

meet the requirements of the Court in relation to its currently prescribed
roles and functions.

57. The architect drew up the draft plans matching the specification to the brief
provided. Some new build and reconfiguration of the accommodation would
provide two distinct residential areas for secure and non-secure placements.
However, if both secure and non-secure functions are to be provided on the
same site, as is the present suggestion, it will be necessary to revisit the
original brief because some ove-rlap in the use of educational facilities may
compromise non-custodially placed young people.
58. In overall terms, it would be more sensible to review the total planning
arrangement and to involve all Departments/~gencies who at present, have
responsibilities for the young people in question.
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Recommendations
Premises and Accommodation

•

to review the use of premises and accommodation with a view to ensuring
that until any re-designation is considered it is fit for purpose. This should
not at present entail capital expenditure but should be considered in line
with Strategic Planning Recommendation point 1

•

to consider how, without recourse to capital expenditure, the current secure
unit could be remodelled to provide levels of privacy for young people
without compromising security or safety

•

to consider how, if there is a growing need for secure remand places, the
school could be reconfigured in the short term to accommodate the
demand within its present structure.
Again, Strategic Planning
Recommendation point 1 is releval)t.

I
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Any re-configuration should be based on a fixed term agreement until a
possible re-designation has been considered, agreed and an alternative in
place
•

to ensure that ~ecure remand referrals and the arrangements made for
those young people do not at any time compromise the freedom of those
with non custodial placements

•

to review the plans and capital expenditure once there has been a
thorough assessment of the effectiveness of dual purpose provision. This
review should be undertaken jointly with the Education Department, Home
Affairs and Children's Services.
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Glossary

EBD
BC

Education Committee

CP

Child Protection

DtES

}

Emotional and Behavioural Difficulties

Department for Education and Skills

HS

Health & Safety

GB

Governing Body

INSET

In service education and training

LEA

Local Education Authority

MAS

Merit Award Scheme

NQT

Newly qualified teacher

QTS

Qualified teacher status

SCIP

Strategies for Crisis Intervention and Protection

VSSE

Validated School Self Evaluation

YOI

Young Offenders Institution

...
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