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Introduction

This chapter provides the context for our
target operating model, outlining what we
hope to achieve through our reforms and the
additional investment being made. It also
sets out some key considerations that have
informed our proposals, including alignment
with the HMPPS Business Strategy, how we
can create a more equitable, diverse and
inclusive system, and how our proposals
link to wider changes and improvements to
the criminal justice system.

About this document

This document supersedes the document
‘A Draft Target Operating Model for the
Future of Probation Services in England and
Wales, published in March 2020. It sets

out the further design detail and key design
changes that have developed since then.

It is aimed at staff and stakeholders involved
in probation delivery and is intended to
establish a common understanding of

our aspirations for the future of probation
services in England and Wales.

Its focus is, therefore, on how we anticipate
the key features of the model working once
we have implemented the reforms. We
recognise that it will take time to get there,
not least given the challenges presented

by COVID-19 and the subsequent recovery
work needed to get probation services onto
a stable footing. The position as of June
2021 — when Community Rehabilitation
Company (CRC) contracts end — will,
therefore, look quite different, as our focus
will be on the smooth transition of services.
We provide an overview in Chapter 2 of
what services will be in place as of June
2021 (‘Day 1’) and key milestones post Day
1 to get us to our target operating model.

In accordance with the HMPPS Business
Strategy principle of an open, learning
culture, we will need flexibility to update this
target operating model to be able to apply
lessons learned from how it is working in
practice. The experience of the COVID-19
pandemic has also highlighted that events
or wider changes outside our direct control
may impact on how our probation system
operates. We therefore expect that there
will be further iterations of this target
operating model following the transition

to the new model.

We have used language intended to
resonate with stakeholders and best reflect
the intentions behind the new model and
the benefits that we are seeking to achieve.
In describing the new probation system,
this document will, therefore, and as far as
possible, use:

e ‘Probation Practitioner’ to denote
the formerly-used terms ‘Offender
Manager’/‘Responsible Officer’
and ‘Officer.

e ‘Sentence Management’ to denote
the formerly-used term ‘Offender
Management.’

Learning from the more progressive
approach CRCs have taken, we will also
move away from the term ‘offender’ in
those contexts where it is an unhelpful
label, instead referring in this document to
supervised individuals or individuals.

Exceptions to this approach will be either to
denote a specific Criminal Justice Context
(such as Responsible Officer when referring
to key legislation requirements) or when
referring to parallel programme features,
such as Offender Management in Custody.
A comprehensive glossary is at Annex B.




This document is split into two further e Part Four Supporting delivery

chapters and three annexes: of the new model (comprising
performance measures,
Chapter 2 provides an overview service user involvement,
of the changes that will be business planning processes,
implemented for Day 1 and those regional structures and
that will be implemented post Day accountabilities, our
1 and sets out our roadmap for people, estates and digital
achieving the end state described transformation).

in this target operating model. Annex A - Evidence and effective

probation practice — sets out the
evidence base around effective

Chapter 3 sets out the detail of
the new model. This is split into:

e Part One Delivery of practice that has informed our
Sentence Management approach and which we will use
(comprising advice to court, and build on to inform further
Sentence Management development of future services.

and resettlement).

e Part Two Delivery of key terms, acronyms and
interventions and rehabilitative abbreviations used in this
services (comprising document.
Commissioned Rehabilitative
Services, the Regional
Outcomes and Innovation
Fund (ROIF), Unpaid Work,
Accredited Programmes,
Structured Interventions
and Senior Attendance
Centres (SACs).

e Part Three Victims’ Services
(comprising how we will
improve communication with
victims about parole and
release, and how victims
will engage with the Victim
Contact Scheme).

E Annex B - Glossary — explains

Annex C - Provides maps of
the Probation Delivery Units
that comprise each of the 12
probation regions.

/ The Target Operating Model for probation services in England and Wales






-abueyo Bunse| 10842 1EY] SUCHUaNISIUI
puE uoIsIARANS aAI0BYS JO JNSal e se
Buipuayo-a1 paonpal wodj Jeuag ongnd ay|

'sabueyd ay) ansod ayew o} ssijunpoddo
pue poddns seudoidde syy yum papiacid aq

‘SWIROIA JBULIN, JO LONEaID 8y} Juanaid pue pue ssado.d uoneqoid sy ul abebus Aleanoe

awo 1o siojenadiad w sbueyo
o= abeinoous $S82IAI8S UOEJOId

SIY) SjENIoR)
0} S32IAJ85 AJUNWILLOS puB
saiouabe Jaylo yim Aaso|s Buriom

‘SalIANOE pue sainseaw ajeudoidde
ybnouyy pasueyus s uonosjosd olgng -

‘glelidoidde se pajepdn 1day
ale swioiA jey) pue buipsenbajes
pue sjuawalinbal annoLsal
sjeudoidde Buipniou ‘Junowesed
SJE SWIDIA [Bljusiod pue SWIalA
~ "SLLDIA m_.___u._m:mmmﬂw
JO SUCIEISPISUOD JBY) SaUNSUB SIY | puE (pasnbal sisym suonoe
‘Aleeldoldde passaippe EmEmumEE sjeudosdde pue
awy JyBu ay) Je suonuaAEIUl
aq ued (sJaYlo puE sanasLuay} 0} WiBu 8Ly goq Bupnoui
U10q) WY JO ¥S1 8U) 1By} SUBSLW SIL uonoe aAloaye Buniel
‘saoinJas uoneqgoud o1 1o8lgns "salousbe ﬁ_EE_E Jauo
Yis uonouniuod Ul spaau
S|ENPIAIPU] pasiadadns 104 » DL E3EU 5, ENEANLI
1081014 ue Buibeuepy
jo8j0.d

"AHUNLILLIOD SL} O

BuipesBaju ul Wiays Joddns pue saiyaloe aalelIgEYS) Aue
yBnouys wayi sjeaiow disy ey weayl yum sdiysuoie|as
Bunsnuy pue poob Buippng ybnoayy san) Jiayl o} sebueys
Bunse| sxew o) sjenpialpul pasiaadns Guuamoduwg

abueyn

0} S|eENPIAIpUl pasiaJadns Sa|geua SIYL

abueyn

‘palapisucd Ajlejeudoudde
Buiaq aJe spasu pue sysi ey}
painsseal ag |m angnd ay |

"SUDIJPUCD 32Uad1| pue
sue|d aousjuas ‘saoualuas
ajeudoidde ainsus pue wayy
JOPISUOD [|IM SIUSLUSSISSE
aAlloaye ‘SWIDIA 104

"'spaau J1ay) 0} puodsal
pue ndui 12y} JUNcJoEe ol
8ye] 1By sjuaWsSsasse Jajjaq
UB3LW ||IM SIY} ‘'S8JINISS
uoneqoud o} 108lgns
S|ENPIAIPUL IO
ssassy

‘asaly) Wwouy Buisue
SUOI2IaPISUIOD DI

puUe sS2IsS1Ia]deleyd
pajoajoud Junoooe ol
ayE] 1BU} Spasu pue
SHSU S, [ENPINPUI UE JO
SJUSLLISSISSE

Alaw ‘=jeinooe
Buryenspun

SSaSSY

abueyn ‘109j0.1d ‘ssassy 0} 3|04 s,uoljeqo.id ‘| ainbi4

/ The Target Operating Model for probation services in England and Wales




Our vision and the HMPPS
Business Strategy

The new probation model is grounded in
the overarching HMPPS Business Strategy
which sets out our vision to work together
to protect the public and help people lead
law abiding and positive lives. It outlines
four principles that inform the way in which
we deliver the role of probation services to
‘Assess, Protect, Change’, namely:

e enabling people to be their best -
Investing in our people to make sure they
have the tools to do their jobs well and
reach their full potential.

¢ transforming through partnerships
- Working closely with our partners to
deliver a more holistic service that
elicits positive change and keeps the
public safe.

* an open, learning culture - Consulting
with our colleagues and stakeholders,
including supervised individuals, to learn
from each other and looking externally at
good practice to improve services.

e modernising our estates and
technology - Making our working
environment safe and flexible and
harnessing data and technology
to facilitate more effective working
practices.

What we want to achieve

The shortcomings of the existing system
have been well documented and the need
for reform called out by several external
bodies including the Justice Select
Committee, National Audit Office and Her
Majesty’s Inspectorate of Probation.

This has resulted in us being able to

make a strong case for reform and further
investment in the system. We estimate that
once the new model is in place fully, total
annual spending on probation services will
be around £155m more than current
annual spend.

Our starting point in considering how

we can reform the current system most
effectively has been to consider the desired
outcomes of those that use, are involved

in or impacted by probation services. The
diagram at Figure 2 outlines what each
group wants from a reformed service, and
these have fed into the benefits we want to
achieve as well as specific elements of the
new target operating model.

We anticipate that, longer-term, our reforms
and increased investment will deliver the
following strategic benefits:

e Consistent supervision and targeted
rehabilitation.

e Trusted contribution to the delivery of
justice in courts.

e A skilled, responsive and resilient
workforce.

e A flexible, responsive and collaborative
system.

We have identified a series of intermediate
benefits that we expect the target operating
model to achieve as we phase in reforms
further post Day 1 and which will feed into
achievement of our strategic benefits:

e Improved Sentence Management.

e |mproved assessment of service users’
needs, risks and characteristics.




e Improved sentencer? confidence in the
new probation service and contracted
probation services.

e Improved quality of pre-sentence advice.

¢ |ncreased staff capacity to meet
demand.

e Improved staff engagement.

e Improved quality of programmes,
interventions and Unpaid Work.

e More successful delivery of programmes,
interventions and Unpaid Work.

¢ |Increased local and partnership-based
delivery of probation services.

These intermediate benefits will be
measured and monitored in order to ensure
that they are fully realised as the new model
is established and embedded. They are
likely to begin to be realised from 2022
(particularly as baseline measures for new
approaches are established). More detalil
on how these intermediate benefits will

be measured can be found in the relevant
sections of Chapter 3.

We anticipate that implementation of the
new model will generate financial efficiency
savings as well as benefits which will
improve outcomes and the effectiveness of
probation services.

Anticipated efficiencies can be categorised
into four broad areas:

¢ Removal of unproductive activities: This
includes unification of probation services
resulting in a reduction in hand offs and
duplicative activities.

¢ Preventing breaches and recall: The
model aims to reduce the amount
of enforcement actions needed, for
example, through regular case reviews.

¢ |ncreased productivity: We anticipate
that this will be achieved through greater
investment in staff and their working
environments as well as improvements to
digital services that will drive efficiencies
and improvements in the way we work.

e Structural cohesion: Bringing decision-
making under one organisation will bring
efficiencies including reducing work
required to maintain communications
across multiple organisations.

Efficiency savings made will be reinvested
in service delivery and enable us to improve
the quality of probation services to get
better outcomes, and to meet increases

in demand.

2We are using the term ‘sentencer’ as a generic term to describe sentencing judges and

magistrates.
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We are committed to ongoing engagement
with staff, those with lived experience
(building on the innovative work done by
CRGCs in this area) and other stakeholders
as we implement the new model so that
we can learn lessons and refine our
approach accordingly.

Aspirations around workforce
and culture

Our workforce is central to the successful
delivery of probation reform. The service
they provide changes the lives of those

they support and keeps the public safe.

The transition to a new probation service
(comprising staff from the NPS, CRCs and
their supply chain) presents an exciting
opportunity to invest in our workforce and to
make the new probation service an excellent
and rewarding place to work, as we set out
in the Probation Workforce Strategy. As part
of investing in our workforce, we will:

e recruit more staff to meet demand and
build a diverse workforce representative
of the communities we serve

¢ provide staff manageable workloads to
support the provision of a high-quality
service and enable time for learning
and development

e deliver a comprehensive and modernised
learning offer, allowing staff greater
control over their learning and
professional development

e promote wellbeing for everyone, ensuring
our workforce is supported by the
right structures and encouragement to
maintain mental and physical health

e modernise our estates and digital
solutions to provide staff and service
users with a modern, safe and
enabling environment

e foster confident leaders who inspire
and empower others, including
strong regional leadership to improve
coordination and partnership
working across the whole Criminal
Justice System

e |earn lessons from across the NPS,
CRCs and their supply chain so that
we can avoid repeating mistakes and
can harness successes, including
retaining successes from operations
during COVID-19

Links to HMPPS Business Strategy

We will enable our workforce
to be their best by fostering an
inclusive culture where all our
staff have the opportunity to
develop their careers and
reach their potential.

We recognise that our workforce has
experienced a lot of change in recent years
and we are committed to supporting staff
as we transition to the new model, both in
preparation for Day 1 and throughout the
changes taking place beyond June 2021.
We are seeking to involve all staff in shaping
the future of our organisation and workforce
by providing regular communications and
opportunities for staff to engage through
activities and change networks, and through
trade unions.

The involvement of all staff in developing
and embedding new ways of working is also
key to creating a new culture for the new
probation service, our aspirations for which
are outlined below.
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In advance of June 2021, we are developing
a national culture implementation plan
which sets out our programme of work

over the next three to five years to drive
forward and embed culture change into

the new probation service. We will also be
testing and further refining the Culture Code
— which we have developed with Senior
Leaders - to get staff support on the cultural
ambitions going forward.

Equalities

From the inception of the new unified model,
we have ensured that the reforms have

been carried out in accordance with the
Public Sector Equality Duty set out in the
Equality Act 2010.

Careful consideration of potential equality
and diversity issues has been undertaken at
each stage of the policy development and
decision-making process. This has included
providing comprehensive advice on
potential equality and diversity implications
to Ministers to support key decision points
in the Programme. The Public Sector
Equality Duty is an ongoing duty and the
equality implications of the new model will
continue to be kept under review during
transition and into steady state.

In developing and implementing the
reforms, we have sought to ensure that
our approach eliminates the potential for
unlawful discrimination, harassment and
victimisation. Where potential areas of
concern have been identified, we have
assessed the possible implications of our
approach and applied appropriate and
proportionate mitigations to reduce or
remove the risk of unlawful discrimination.
Where there is opportunity to create positive
impact, we have taken this forward into
design work.

Underpinning the Equality Analysis, we
have proposed the improvement of five
underlying systems to improve the delivery
of probation services across all cohorts,
which will have a specific benefit to those
with protected characteristics:

¢ Rigorous data collection monitoring and
analysis (including the recommendations
from the Lammy Review to ‘explain or
reform’ any disparity).

e Culturally competent practice/service
design — including the commitment in
the HMPPS Equality Strategy that all
interventions/services have an explicit
focus on equality in their design. All
policies, procedures and/or practices
will continue to consider their impact
on service users from different
characteristics groups. This will be
evidenced through the Equality Analysis.

e A supply chain which includes the
voluntary, community and specialist
sector where they have experience
or expertise in providing services to
minority groups — especially when
under supervision in the community.
The Dynamic Framework is designed
to allow rehabilitative and resettlement
interventions to be commissioned
separately for different cohorts
of individuals.

e |mproved governance, leadership and
scrutiny — including the process for
equality reporting and equality functions
within the new model.
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Links to other reform
programmes within HMPPS
and MoJ

In developing the target operating model,
we have had due regard to wider reforms
happening within the HMPPS and ModJ that
impact on our approach. We will continue

to liaise closely with the relevant areas

to continue to review any impacts on the
model and update as appropriate. Below we
outline some of the key areas and how they
interact with the new model.

Links to HMPPS Business Strategy

We are committed to
transforming our services
through working in partnership
across HMPPS and the wider
Criminal Justice System so that
we can maximise our collective
experience and expertise and
deliver the right services

at the right time.

Through the Community Sentence
Treatment Requirement (CSTR)
Programme, health and justice partners
are working together to ensure that greater
use is made of mental health, alcohol and
drug treatment requirements as part of
community sentences. The Programme was
launched in October 2017 by the Ministry of
Justice, Department of Health and Social
Care, NHS England and NHS Improvement,
Her Majesty’s Prison and Probation Service
and Public Health England. It focuses on
improving multi-agency working to ensure
that the roles and responsibilities of all

those involved in delivering CSTRs are clear,
with the necessary treatment pathways

in place. The CSTR Programme ensures
that all CSTRs are available through local
steering groups and partnerships between
health and justice agencies. Processes,
governance frameworks and ways of
working are agreed locally, in order to
provide the judiciary with robust community
order recommendations, along with bringing
together the partnerships which enable
joint working, all with the aim to treat the
individual to reduce their risks and protect
the pubilic.

The CSTR Programme is currently operating
in courts across 14 areas in England, with
further rollout planned with the money
committed by the NHS’s 2019 Long-Term
Plan. This includes a commitment to expand
provision of CSTRs to more women, short-
sentence prisoners, those with learning
disabilities and those with mental health
needs. We will achieve 50% coverage

of mental health provision by 2023/24

and want to go further with drug and
alcohol treatment.

HMPPS is also seeking to improve its
understanding of, and influence in, the
health landscape in order to improve
pathways into local health services for

our service users, particularly those with
substance misuse and mental health
needs. We will do this by testing the
benefits of a dedicated probation resource
to build relationships with local and regional
health systems.




Terrorist attacks at London Bridge and
Streatham carried out by individuals under
probation supervision have necessitated

a reassessment of how the NPS manages
individuals convicted of terrorist offences.
This remit has been expanded to include
the most high-risk, complex and high-profile
individuals that the NPS is responsible

for managing in the community. The NPS
National Security Division will be a
specialist, dedicated and highly skilled
division which provides an enhanced level
of management and intervention for

these individuals.

We have considered, and will continue

to consider, the interfaces between this
specialist team and services being delivered
under this target operating model. For
individuals who are under the supervision
of the National Security Division, control
of their cases will be handled from court
to post-release by an expert in one of

the five units being set up across the
country. The National Security Division will
need to work with senior leads for courts
to ensure that, when appropriate, staff
within the units who have the specialist
training and knowledge are called upon to
support court staff in writing pre-sentence
reports. Liaison and transfer of individual
cases and the operational management

of MAPPA and links with local partners
and service providers will be critical to

the ability of the new probation service

to manage risk effectively, and it will be
imperative for national security unit leads
to forge strong relationships with regional
colleagues. We plan to establish a base unit
in Wales that will span the management of
a wider geographical area, including the
South West. This will help meet the dual
requirements in Wales of building a strong
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relationship with the Welsh Government
to support delivery of devolved services
as well as recognising the value of a
single NPS approach to the national
security agenda.

Consistent with the strategic principle
‘modernising our estates and technology,’
there are a number of changes being made
across the Prison Estate over the next
few years which will impact and support
our future plans for resettlement. The
Reconfiguration project aims to match
the supply of places with the demands

of the prison population by rebalancing

the adult male estate to provide the right
type of places to meet the needs of the
population. The closed adult male estate
will be gradually reorganised into three
clear functions, reception, training and
resettlement, and men will progress to the
training and/or resettlement estate earlier
in their sentence. Video conferencing
centres in some reception prisons will help
serve the courts better by increasing the
number of hearings conducted via video
and reducing the volumes of transfers from
prison to court. The resettlement prisons
will have more core services provided inside
them. The female estate, whilst outside the
scope of the reconfiguration project, will go
through a transformation project. We have
and will continue to consider the different
configuration of the women’s estate in
interactions and resettlement planning

for women.
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Electronic Monitoring technologies are
being used to support compliance with
court ordered curfews, location monitoring
requirements or as part of a licence
requirement on release from custody and
are an important tool in helping to effectively
supervise individuals in the community.

As well as providing effective punishment,
they can help protect the public and reduce
reoffending. We will ensure that Electronic
Monitoring capabilities are better supported
within probation structures so that we

make more effective use of their potential

to improve compliance, public protection
and reoffending outcomes. As part of this,
we will ensure clear accountabilities and
interfaces for delivery at a regional and
national level and ensure that probation
staff are providing informed advice to
sentencers on how Electronic Monitoring
requirements can be used to support robust
community sentences. We will also improve
the sharing of appropriate information
between Electronic Monitoring providers
and probation to better manage compliance
and risk.

The Sentencing White Paper published on
16th September 2020, sets out proposals
to expand the use of Electronic Monitoring
and make it more flexible. This includes a
proposal to give probation services powers
within a prescribed range of circumstances
to vary Electronic Monitoring requirements.
This is intended to free up court time and
enable Probation Practitioners to vary
arrangements to support individuals’ living
and working patterns and encourage
increased compliance. If this proposal goes
ahead, we will review our procedures and
processes for recording amendments and
communicating these to the court, police
and Electronic Monitoring providers.
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Electronic Monitoring encompasses the
Alcohol Abstinence and Monitoring
Requirement (AAMR) which gives courts
the power to impose such monitoring as
part of a Community Order or Suspended
Sentence Order and to order an individual to
abstain from alcohol for a fixed period of up
to 120 days. AAMRs are intended to tackle
offending behaviour where alcohol has been
a contributory factor. Wales have already
adopted the AAMR approach and a national
rollout is anticipated in February 2021.
Court staff will receive training on this new
approach and administrative roles within
Probation Delivery Units will be supported
on downloading and preparing data on
alcohol monitoring for review by Probation
Practitioners. Probation Practitioners will
have responsibility for supporting this
process through consideration of any
complementary interventions as well as
monitoring compliance with an AAMR and
taking any necessary enforcement action.

Accommodation, and more importantly
a home, is a cornerstone to reducing
reoffending and it is essential that
individuals leaving prison and those on
Community Orders have somewhere
stable and secure to live. Evidence shows
that those who are homeless or reside in
temporary accommodation are more likely
to reoffend, while a significant proportion
(87%) of those recorded as sleeping rough
in London, have experience of prison.
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The Ministry of Housing, Communities

and Local Government are responsible

for legislation relating to housing in
England; responsibility lies with the

Welsh Government in Wales. Statutory
responsibility for housing and homelessness
in England and Wales lies with Local
Authorities. HMPPS provide short term
temporary accommodation placements
only in specific circumstances, mainly
when additional public protection measures
are required, for example in Approved
Premises or when release from custody

is dependent on a suitable address for
Home Detention Curfew.

Approved Premises (AP) support a safe
transition from custody into the community
and provide a high-level of monitoring and
public protection. APs are staffed 24 hours
a day and balance care with control. They
impose various constraints on residents’
freedom. There are 100 APs across the
country with over 2,250 bed spaces and a
normal length of stay of 3 months, but this
can be longer depending on the availability
of safe move-on arrangements. Close
working with Multi Agency Public Protection
Arrangements (MAPPA), including Local
Authorities and housing providers is crucial.
Some APs are designated ‘Psychologically
Informed Planned Environments’ (PIPEs).
This means that additional expert
psychological input from NHS clinicians is
provided to help APs manage individuals
with personality disorders. Plans are in
place to develop an extra 200 bed spaces
and to work towards a better spread

of provision across the country so that
residents can be reintegrated back into
their own communities. We also want to
improve the quality of our AP buildings,
including through a £10m additional
investment in maintenance and security.
We want to secure further provision for
female offenders by opening additional

APs and improve opportunities for our
residents by developing stronger local
models of partnership working based

on individual resident need, including
establishing a social prescribing network,
implementing strategies to reduce suicide
and self-harming behaviour and reviewing
the impact of the PIPE model and future
potential. We all intend to build on our local
relationships and ensure appropriate move-
on accommodation opportunities for high
risk complex APs’ residents.

The Bail and Accommodation Support
Service (BASS) was introduced to provide
temporary accommodation with support
for those low and medium risk individuals,
who would otherwise be held in prison.
The service is available for those on Bail,
Home Detention Curfew, released from a
custodial sentence of less than four years
and of no fixed abode, on licence and at
risk of recall due to loss of accommodation
or on an Intensive Community Order with

a residential requirement (Wales and
Manchester only). The service provides
550 bed spaces for both men and women
across England and Wales. Partnership
working is crucial both in relation to
property procurement and move-on support
with a range of agencies playing key roles.
Plans are in place to increase the capacity
of BASS and improve occupancy levels,
also to improve the quality and consistency
of the accommodation. We will realign the
estate, so we have the right properties in
the right places and review our services for
women to make sure they are appropriate
and effective.
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The Probation Business Recovery
Programme was set up to respond to

the impact that COVID-19 has had on

the Probation Service and to progress

a programme for resuming probation
services during the continuing pandemic.
The programme acts as a conduit between
probation and wider recovery work across
HMPPS and MoJ, including the HMPPS
Recovery Committee. This is intended

to remove pressure from other parts of
probation to feed information into the wider
recovery machinery. It also provides a
recovery coordination service to the wider
probation business to ensure that decisions
made in one part of the business do not
adversely affect other parts, or the wider
system. The programme takes responsibility
for operational decision-making on
recovery which does not fit in either existing
probation programme and cannot be
effectively undertaken within the operational
line or needs a cross-probation approach.
The Probation Reform Programme is
working closely with the Probation Business
Recovery Programme to identify impacts

of recovery work on transition to the new
model and the longer-term target operating
model, including where new delivery
approaches have worked well and can be
embedded into the future probation system
to achieve efficiencies and better ways

of working.




Chapter 2

Day 1 design
and transition

Q

/
\WAVAV.

{1 \WVAVA
YAVAV,




24

Chapter 2: Day 1 design
and transition

Day 1 of the new model and approach to
transformation

We will transfer to the new unified model on 26th June 2021 following
the end of CRC contracts (Day 1). For Day 1, the aim is to maintain
current operational delivery, protect service continuity and minimise
risk of operational failures. This means minimising change for Day

1 and maintaining existing delivery models where feasible. We
acknowledge that this may feel like a bigger change for those staff
currently working within CRCs, particularly in relation to IT and
systems which will largely be those utilised currently by the NPS.
Once we have secured the smooth transition of services, post Day
1 we will phase in further changes that move us towards the target
operating model described at Chapter 3 of this document.
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People

In respect of transfer of people for Day 1, we have reached a
National Agreement with trade unions which will mean the following
arrangements for terms and conditions will be put in place:

Current

Employer

Future
Employer

Terms & Conditions
(T’s & C’s) Position

Organisation

CRC HMPPS (NPS) Will be aligned to NPS T’s & C’s upon transfer in
line with the National Agreement
CRC Commissioned Contractual T's & C’s will be protected upon
Rehabilitative transfer, plus some additional elements of
Services provider protection provided by the National Agreement
Parent HMPPS (NPS) Contractual T’s & C’s will be protected upon

transfer, subject to future employer ‘measures’

Parent
Organisation

Commissioned
Rehabilitative
Services provider

Contractual T’s & C’s will be protected upon
transfer, subject to future employer ‘measures’

Rehabilitative
Services provider

Supply Chain HMPPS (NPS) Contractual T's & C’s will be protected upon
transfer, subject to future employer ‘measures’
Supply Chain Commissioned Contractual T’s & C’s will be protected upon

transfer, subject to future employer ‘measures’
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Day 1 Overview

Area Key Day 1 What will not change for Day 1°

Changes

General EQUIP processes and probation
instructions will have been
updated to reflect Day 1.

EQuiP will host any existing
CRC guidance documents

and process maps that are
still relevant.

There will be new National
Standards in place that
reflect ambitions for practice
expectations.

Courts There will be an updated list Probation’s presence activity in courts,
of contacts for Interventions the use of pre-sentence reports and the
Teams within the new approach to dealing with breaches will
probation service. not change on Day 1.
Court staff will have access Existing NPS systems and processes
to an updated list of will remain in place to notify Interventions
interventions in the area to Teams of sentence requirements
meet user needs and inform post sentence.

pre-sentence proposals.

A new digital service that
provides a more streamlined
way of accessing information
will have been rolled out.

5This is in the context of the majority of staff. We recognise that in relation to the use of
existing NPS Systems, it will signify a change for some CRC staff (e.g. those CRCs that
have bespoke systems in place for Unpaid Work scheduling and referrals).
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Key Day 1 Changes

What will not change

Sentence
Management

All staff delivering Sentence Management
will work in the new probation service.

All data from non-authority CRC
systems will have been migrated to
allow uninterrupted access for case
admin staff.

New tiering model will be in place®.

New minimum contact requirements will
be set out in National Standards with the
option to use alternative contact types
to support supervision. Post-sentence
supervision cases will be excluded from
the monthly face-to-face contacts.

Probation Practitioners will deliver
structured change work to fulfil required
Rehabilitation Activity Requirements days
where appropriate and to complement
Commissioned Rehabilitative Services
provision. A new portfolio of toolkits will
be available that includes guidance and
materials for Probation Practitioners to
refer to and use when delivering

change work.

There will be a revised process for
dealing with transfers in and out to
other regions, which will include how
interventions will be transferred.

for Day 1

No change to caseload
types and colleagues
formerly based in CRCs
will keep low and medium
risk cases.

All case admin functions
will largely follow the same
processes as currently.

The existing Workload
Management Tool will
remain in place (although
CRC caseloads will be
included in this).

Former CRC teams will be
able to continue to allocate
in line with their own tiering
model and continue to
utilise their own workload
management tools should
they decide to do so.

Existing NPS systems and
processes will remain in
place for risk assessment
and escalation as well as
for eligibility and suitability
assessment for Accredited
Programmes.

6 Allocation will be in line with the new tiering model in all legacy NPS teams and legacy
CRC teams will have decided whether to follow this or continue to allocate in line with own

tiering model.




Key Day 1 Changes

What will not change

for Day 1

Sentence
Management

New digital service, processes and
guidance for referring supervised
individuals to Commissioned
Rehabilitative Services as well as
mechanism for Commissioned
Rehabilitative Services providers to
detail information about the interventions
they provide to inform Probation
Practitioners’ referrals.

In Wales, the Centralised Operational,
Resettlement, Referral and Evaluation
(CORRE) Hub will manage the interface
between Probation Practitioners and
the complex interventions landscape.
The CORRE Hub will assist Probation
Practitioners through identifying suitable
interventions, completing referrals,
monitoring supervised individuals’
progress and keeping the sentence

on track.

Existing NPS systems

and processes will remain

in place for referrals to
Unpaid Work placements,
Accredited Programmes,
Structured Interventions and
Senior Attendance Centres.

Existing process will remain
in place for dealing with
transitions from youth
services.
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Key Day 1 Changes

What will not change

Resettlement

The handover report from Prison Offender
Manager and Probation Practitioner
(Community Offender Manager, COM) for
low and medium risk cases will also be
shared with former ETTG staff.

Accommodation and Mentoring
Commissioned Rehabilitative Services
will be available pre and post-release.

Employment Training and Education and
other Personal Well-Being Commissioned
Rehabilitative Services will be available
post-release.

A new digital service is in place for
referrals to the Commissioned
Rehabilitative Services.

Some early adopter regions will move
to a short-sentence function, creating
a fast-tracked route to ensure this
cohort have access to services in

a timely manner.

All those leaving prison will receive a
resettlement pack so they have the
information they need about their
resettlement options and what is
expected of them on release.

for Day 1

There will be no change to
the handover point between
OMIC Prison Offender
Managers and Probation
Practitioners (COMs).

Pre and post-release
contract frequency will
remain as is.

The Basic Custody
Screening Tool will still
be completed.

No change to approach

to unconvicted and
unsentenced cohort (will
continue to be serviced by
OMIiC resource and staff
transferring across from
Enhanced Through The Gate
(ETTG) teams).

Finance, Benefit and

Debt support will still be
provided by former ETTG
staff transferring to the new
probation service.

Victims’ The annual contact letter to victims will Victims’ services will
Services contain enhanced information, including otherwise continue

the prison security category. as currently.
Unpaid Core staff delivering Unpaid Work will Existing operational models
Work work in the new probation service. Some of Unpaid Work delivery

beneficiary organisations may continue
to provide supervision of groups
or individuals.

will continue (these will vary
across and within regions).

Unpaid Work in-flight cases
will continue.




Key Day 1 Changes

What will not change for

Unpaid
Work

The Unpaid Work Service

Manual will be updated to set

out clear processes and guidance
for delivery.

DEVA

Existing CRC case administration
models will remain to support
Unpaid Work delivery.

Referrals to Unpaid Work
placements will be made through
NDelius (this is not a change for
most CRCs, but it is for the two
CRCs that currently use a bespoke
system for this activity).

Scheduling of supervisors onto
Unpaid Work projects will be done
through spreadsheets and staff
knowledge (this will be a change for
CRCs that currently use a bespoke
system to do this activity).

Processes will be in place to enable
local people and organisations to
make nominations for Unpaid Work
schemes in their locality.

Accredited
Programmes

All staff delivering Accredited
Programmes will work in the new
probation service.

New timeliness checks to ensure
requirements are completed in time.

As a minimum, the same suite of
Accredited Programmes will be
delivered in each locality.

In-flight Accredited Programmes
will continue.

Referral and management of
Accredited Programmes will be
through existing NPS systems
and processes.

Existing NPS processes will
assess eligibility and suitability
for Accredited Programmes.

The Partner Link Worker service
will remain in place.
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Key Day 1 Changes What will not
change for Day 1
Structured All staff delivering Structured Interventions will | Rehabilitation Activity
Interventions work in the new probation service. Requirements and
review will continue

A national Effective Interventions Panel
will have been put in place to review the
effectiveness of interventions. Probation Practitioners
will need to refer

and manage through
existing NPS systems.

as is.

Commissioned | Commissioned Rehabilitative Services In all areas other than

Rehabilitative through the Dynamic Framework established Greater Manchester,

Services via in all areas except Greater Manchester and existing statutory

the Dynamic for women’s services in London. Contracts services will continue

Framework will be in place for delivery of the following to deliver work related
specific services or cohorts: to finance, benefits

and debt as well

as dependency
¢ Employment, Training and Education and recovery.

(at a regional level).

e Accommodation (at a regional level).

e Personal Wellbeing (at a PCC level).

- Social Inclusion.

— Lifestyle and Associates.

— Family & Significant others.
— Emotional Well-Being.

e Women’s Services (at PCC level).

e Services for Young Adults (in Wales only
and at Wales PCC level).

In Greater Manchester, co-commissioned
services with Greater Manchester Combined
Authority will be in place.

In London, co-commissioned women’s
services with the Mayor’s Office for Policing
and Crime will be in place.
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Key Day 1 Changes What will not

change for Day 1

Commissioned New contract management guidance will be

Rehabilitative in place.
Services via
. All available interventions and services will
the Dynamic . . .
be captured in new digital services and
Framework

Probation Practitioners will have access
to clear and timely feedback on delivery
and progress of Commissioned
Rehabilitative Services.

There will be a clear process for referrals,
with probation staff using the new digital
services and providers able to record and
communicate information about services and
about risk, non-compliance and progress.

Key Day 1 Changes What will not

change for Day 1

Commissioning Regional Probation Directors, HQ

of other (non- commercial support and regional contract
enforceable) management and commissioning teams,
outsourced will have responsibility for commissioning
interventions services and will understand the rules

and process for commissioning and co-
commissioning including what the Regional
Outcome and Innovations Fund (ROIF)
funding may/may not be used for.

A mechanism is in place that allows those we
commission services from to submit payment
requests and support payment queries.
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Post-Day 1: Roadmap
to achieving target
operating model

Post Day 1, we will look to implement further changes that seek
to stabilise and transform services to achieve our target operating
model. Set out below is the broad roadmap for achieving this.
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Chapter 3:
Target operating model

Overarching Design Principles

Development of the target operating model has been underpinned
by a consistent set of overarching design principles, which we have
then applied to the design of key elements of the model (as outlined
in each of the relevant sections below).

Figure 6. Overarching design principles

User
centred

Cost
effective

Whole
system

Consistent
but flexible

Evidence
based

Effective
partnership
working

Inclusive

Services will work for the people who need to access them and use them.

A detailed understanding of all our user groups including all cohorts of those
subject to probation services and all our partners will ensure our design meets
their needs.

Services will remove duplication of tasks and processes, make best use of
existing and free services, as well as maximise the technology and digital tools
available to us. Where we identify viable alternatives, we will use the most
cost-effective option that delivers quality services.

Our design recognises that probation is part of a wider justice system.
Our design is not, therefore, a system that works in isolation. This ensures
continuity of user experience is maintained across the whole system.

Our design aims to strike the right balance between national consistency to
ensure good quality services across the country, and regional flexibility to
enable tailoring of design to meet local needs. The design has built-in flexibility
to respond to changing and newly emerging needs.

Our design is based on lessons learned from previous models of delivery and
available research material. Our design will ensure that we frequently test the
service with users in order to iteratively improve the design.

Our design enables probation and partner agencies to work effectively
together, making best use of skills and expertise present in different parts of
the model and system. Our design ensures the interface between partners
works effectively to foster communication and information sharing between the
right people, at the right time, to enable effective service delivery and sentence
management.

Our design aims to be inclusive and takes into account the realities and impact
of discrimination. Our design embraces the commitment within the HMPPS
Equality Strategy that all new services have an explicit focus on equality in
their design, and it considers the needs of different cohorts of individuals
including protected characteristic groups.
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Part One: Delivery of
Sentence Management

This section includes advice to court, our approach to Sentence
Management activities and the model for resettlement services.

Advice to Court

Probation court teams are central to supporting justice. They work
directly in courts and are effectively the start of an individual’s
journey through the probation system. They provide expert advice
to sentencers to support effective and safe sentencing, smooth
management of the sentence, enforcement and judicial oversight.

Probation Practitioners in court ensure that risk assessment and
pre-sentence advice is based upon principles of public protection,
rehabilitation and provides safe sentencing options enabling the
Court to set the best possible conditions to drive a successful
rehabilitative journey. They achieve this by providing expert
pre-sentence advice to sentencers, contribute to efficient

court processes and arrangements for enabling successful
sentence commencement.

/ The Target Operating Model for probation services in England and Wales
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Design Principles

Overarching | How it applies to advice to court design

design

principle

User centred Ensuring staff in court receive comprehensive training, including
design on cultural competency, continued professional development

and support that emphasises judicial confidence and
professional recognition.

Targeting services, consulting and co-designing with key
stakeholders: the judiciary, victims and individuals appearing
before the court.

Requiring staff writing pre-sentence reports to complete
comprehensive assessments, targeting interventions which address
individuals’ needs and reduce re-offending. Initially, court probation
staff will continue to use the Effective Proposals Framework Tool to
find suitable interventions.

Continuing to require staff to ensure that public protection,
rehabilitation and victim impact are central to all assessments
they complete.

Requiring post-sentence interviews to be appropriately targeted

to identify and communicate effectively issues of vulnerability and
risk, ensuring the best possible start following sentencing, including
safeguarding of the service user.

Building in additional capacity for leadership engagement and training
for the judiciary to maximise the opportunity to increase confidence

in probation and Commissioned Rehabilitative Services (via the
Dynamic Framework).

Cost effective/ Seeking to agree shared goals with Her Majesty’s Courts & Tribunal
efficient design Service (HMCTS), which will balance court efficiency and the timely
provision of advice with the quality of the input from probation to drive
positive sentencing and rehabilitative outcomes.

Exploring the most efficient methods of deploying staff and resources
to provide pre-sentence reports and court services, inclusive of the
contexts of COVID recovery and digital reform.

/ The Target Operating Model for probation services in England and Wales
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Overarching

design
principle

Whole system
design

&V,

How it applies to advice to court design

Aligning ambitions and interfaces with the Probation Workforce,
HMCTS Reform, HMPPS Prison Reconfiguration and other relevant
programmes to ensure overall improvements.

Developing analysis and monitoring mechanisms to establish system
efficiencies and whether the improvements facilitate the delivery of
pre-sentence reports and reduce breach and reoffending.

Considering how to make the most of flexibility provided within the
sentencing framework to ensure decisions on the most appropriate
Rehabilitation Activity Requirements for individuals are taken at the
right point and informed by a suitable assessment.

Cohort planning, proactive pursuit and assessment of the prison and
probation workload; to support commissioning and ensure operational
viability of interventions and the success of the Dynamic Framework.

We seek to ensure as a whole systems principle that service users
have the best possible start to the management of their sentence and
compliance with the first appointment following sentencing.

Modelling the volume and type of requirements needed to generate
sufficient demand to ensure that Commissioned Rehabilitative
Services are viable and will succeed.

Evidence-based
design

Taking account of existing evidence but recognising that measures
are required to establish a solid foundation of ‘what works in court’
to inform future development.

Better defining the presence of staff in courts to ensure all work is
correctly captured and costed, including the presentation of case
reviews, the delivery of bail information, and the completion of post
sentence interviews.

Taking account of the lessons from the recovery programme, inclusive
of virtual presence, and assessing the viability of appropriate minimum
staffing levels for the delivery of court services.

Contributing to the development of performance measures which
capture the effectiveness of the work completed in court, including
how staff influence and enable safe justice.




Overarching
design
principle

Consistent but
flexible design

How it applies to advice to court design

Working with regions and other areas of HMPPS to ensure we have
capacity to be flexible to the changing environments and approaches
to justice in Courts.

Working with Regional Probation Directors to effectively deploy
leadership capacity to deliver on probation court services and
maximise collaboration with HMCTS and sentencers.

Taking into account and seeking to positively influence changes in
HMCTS to ensure best presence and service models are delivered.

Effective
partnership
working design

Improving engagement with the Judiciary, build confidence in
probation, interventions offered via the Dynamic Framework and
in-house interventions and the delivery of community sentences.

Making the Judiciary aware of the range of available interventions
through training and engagement, with ongoing communication to
provide assurance of the quality and effectiveness of those services.

Reviewing information-exchange, referral processes and joint
assessments (where appropriate) at the pre- and post-sentence stage
in court to support public protection and rehabilitation outcomes. We
will ensure that design maintains a focus on the quality of reports in
line with the requirements of the court.

Inclusive design

Within the overall target cohort for the HMPPS caseload, ensure fuller
reports on more complex cases, women, and BAME service users to
ensure complex needs profiles are identified and can be addressed as
part of sentence planning.

Requiring staff to advocate, target and assess the suitability of
community sentence treatment requirements in collaboration with
service providers to address individuals’ specific needs.
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Case for change and
evidence base

Through the provision of expert pre-
sentence advice to sentencers, the
contribution to efficient court processes and
the arrangements for enabling successful
sentence commencement, probation Court
Teams are central to supporting justice
and maximising influence. Probation
Practitioners in court ensure that risk
assessment and pre-sentence advice are
based upon principles of effective justice,
public protection and rehabilitation and
provide safe sentencing options enabling
the Court to set the best possible
conditions to drive a successful and

safe rehabilitative journey.

In 2010, 211,494 reports were requested;
by 2018 this had fallen to 113,228. However,
a decline in total sentencing disposals has
also occurred during the same time period.
In 2010, a total of 338,964 custodial or
community sentences were recorded, in
contrast to 212,994 in 2018. The decline

in pre-sentence report volumes has been
particularly acute for community orders.
For example, in 2014 85% of all community
orders received a pre-sentence report,

but by 2019 this had fallen to only 45%

of community orders.

Through the additional investment in

court work we want to increase the use

of pre-sentence reports in order to drive
the confidence of sentencers in the delivery
of community sentences and to support
the rehabilitation of service users at the
earliest opportunity.

&V,

The necessity to increase the influence

of probation in the court setting has been

a consistent objective of the Probation
Reform Programme. From discussions with
service users, we recognise the importance
of providing them with clarity on the role

of probation services and the need for
sensitivity and cultural competency in our
approach to dealing with them given that, in
many instances, this will be the start of their
journey through the justice system and will
inform future perceptions and engagement.
Our recent work with HMCTS to enable the
recovery of the Criminal Justice System
following the impact of COVID-19 has
further established the foundation for more
collaborative working. As such we will
continue to work closely with sentencers to
identify and progress how best to improve
assessments, reports and confidence in the
advice given and the services available to
reduce further offending.

Anticipated Benefits

The reforms present opportunities to
build and maintain a strong strategic and
operational base to maximise probation
influence in court. This ethos will serve
to reaffirm and promote the standing of
probation as a professional, expert and
highly skilled workforce which positively
influences sentencing outcomes, and is
a leading organisation in the Criminal
Justice System.
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Our approach to advice to court will help
deliver two of the intermediate benefits
which we expect to achieve as the reforms
are implemented:

¢ Improved sentencer confidence in the
new probation service and contracted
probation services: This includes an
improvement in judicial satisfaction rates
in the annual Sentencers’ Survey and an
increased proportion of service users
receiving pre-sentence reports where
this is expected, which we will monitor
through management information and
performance measures.

¢ Improved quality in pre-sentence
advice: Following the introduction of
new digital solutions for pre-sentence
reports we will measure this through
Operational Systems Assurance Group
(OSAG) audits.

Equalities Considerations

Better-informed pre-sentence reports will
ensure that the needs of those subject

to court proceedings are more fully
considered. This will particularly benefit
those with specific protected characteristics
which mean that they are likely to have
differential needs and experiences that
should be recognised and reflected.

Providing updated training for probation
staff working in court will ensure that they
are culturally competent with the right
knowledge and skill-set to understand

the differential needs and experiences of
those with protected characteristics. This
understanding will mean better interactions
with those subject to court proceedings and
ensure that their needs and experiences are
reflected in their pre-sentence reports and
sentencing recommendations.

/ a7

The Centre for Court Innovation found

that cases with pre-sentence reports are
more than 10 times more likely to receive a
community sentence. Thus, by increasing
the use of pre-sentence reports, probation
staff can enable sentencers to feel more
confident in ordering community sentences.

OSAG’s report Management of Women on
Licence — Thematic Report (January 2020)
found that short sentences accounted for
83% of all prison receptions for women in
the year to June 2019. The commitment

to increase and target pre-sentence
reports is, therefore, likely to benefit
women significantly and contribute to

the commitment in the Female Offender
Strategy to have an emphasis on
community-based solutions for women.

We have made a commitment to specifically
fund greater targeting of fuller pre-sentence
reports for those from BAME backgrounds
to address existing disparities in the
proportion of custodial sentence that

they receive, as well as disproportionately
high referral rates for Unpaid Work and
disproportionately low referral rates for
Accredited Programmes. This will ensure
that there is greater consideration of
equality and diversity issues within these
reports. Fuller reports will allow more
detailed assessments of individuals,
considering the factors that influence their
offending and the strengths that they can
draw on to move away from offending.
They provide the opportunity for a more
personalised response which will ensure
that the sentence given is effective and
suitable and reduce existing disparities.

/ The Target Operating Model for probation services in England and Wales
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The increased emphasis on post-sentence
interviews will provide individuals with
additional needs an opportunity to
highlight these and for services to be
adjusted accordingly.

Advice to court approach

By its nature advice to court has to take
account of wider impacts, including HMCTS
Court reform, legislative planning and

the commissioning of pilots to improve
sentencing outcomes. In delivering
improvements to advice to court, we are
focusing on three high-level areas and are
planning specific activity to bring these

to effect, some of which will support

wider improvements:

1. Increasing the use and the quality of
pre-sentence reports, including a more
targeted approach:

e Deliver improved assessments and an
increase in the use of pre-sentence
reports.

2. Maximising our influence by flexibly
developing our approach to sentencer
liaison and the effective deployment of
practitioners to influence outcomes:

e Enhanced stakeholder engagement and
sentencer collaboration.

e Utilising an improved use of presence
and liaison to enhance sentencing
outcomes and maximise influence.

e |Increased and improved use of the post-
sentence interview.

3. Improving the operating environment and
capability for probation court teams:

e Implement an improved ICT
infrastructure.

e Enable an improved training offer.

&V,

Deliver improved assessments and an
increase in the use of pre-sentence
reports

Currently, around 53% of all court disposals
receive a pre-sentence report. Through

the investment of additional staffing, the
ambition is to increase this to 75%, with

an emphasis on providing more detailed
reports on a targeted basis to inform
effective sentencing and to support
long-term desistance.

This increase in pre-sentence report delivery
will be closely aligned with current business-
as-usual requirements and recovery work to
move towards an end-state position where
greater numbers of pre-sentence reports,
enhanced by improvements in quality, are
completed. Recognising the experience of
disproportionality for women and those from
BAME backgrounds, higher proportions of
more detailed reports will be completed

for these groups. Similarly, those at risk of
receiving a short-term custodial sentence
will be actively identified and prioritised

to receive a pre-sentence report to inform
effective sentencing and the viability of

a community sentence as an alternative

to custody. For those cases receiving a
custodial sentence, the pre-sentence report
will continue to provide an assessment

of risk and rehabilitative needs which will
facilitate effective sentence planning at
reception into custody.
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Enhanced stakeholder engagement
and sentencer collaboration

Central to maximising influence is
effective engagement and collaboration.
The implementation of these reforms will
provide Regional Probation Directors with
the flexibility to utilise and deploy senior
leadership resource as part of regional
structures and an uplift in investment

to court teams to effectively engage
sentencers. This increase in capacity
seeks to maximise probation’s influence
to achieve:

e the provision of evidence related to the
effectiveness of interventions and the
outcomes of Sentence Management

e a strong collaborative ethos reinforced
by a continual dialogue through formal
forums, training events and working
groups linked to other court users,
enhancing the probation’s influence
across the system

e clarity on the availability of interventions
delivered by the new probation service
and commissioned through the Dynamic
Framework

e recognition of the value of probation
and promotion of public support
for our shared goals and whole
systems objectives

Utilising an improved use of presence
and liaison to enhance sentencing
outcomes and maximise influence

In investing in the court staffing model, we
are seeking to enhance outcomes through
the activities undertaken by Probation
Practitioners in court. The enhanced ICT
infrastructure (see below) will provide

/ 49

efficient, streamlined processes which

will in turn enable staff to deliver against
critical public protection, safeguarding and
diversionary activities. They include:

¢ liaison with police domestic abuse units
and Local Authority Children’s Services
to undertake safeguarding checks

¢ bail information services — including
referrals to other statutory and voluntary
support services

e pre-court meetings with the Crown
Prosecution Service, legal advisors or
solicitors to target reports

e support and the provision of information
to the Judiciary

e provision (to the judiciary) of information
on local services or Commissioned
Rehabilitative Services

¢ liaison with other agencies, for example
substance misuse, mental health
service providers and local diversionary
schemes

e Serious Further Offence case
identification, reporting and tracking

e prison liaison
e case allocation activity

We are aware that there is further work
needed to facilitate more effective presence
in courts. Given pressures on space within
the court estate, further work is likely to
include utilising remote technology and
deploying staff according to the local need
of the court. We will work in conjunction
with HMCTS and in the context of COVID
recovery work to address a long-term
solution to this.

/ The Target Operating Model for probation services in England and Wales
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Increased and improved use of the
post-sentence interview

By enabling the conditions to achieve the
best possible start to the sentence, we

will prioritise the use of a post-sentence
interview for up to 20% of all cases. This
will support improved identification of an
individual’s needs and help ensure they
subsequently have a better experience
and get the right services. Through the
additional investment in court staff, capacity
is built-in to undertake assessments
relating to vulnerability and any immediate
public protection activity which is required,
inclusive of signposting. Targeting

criteria will be developed to support

staff to undertake this activity to aid the
communication of information concerning
risk and need relating to either community
or custodial sentences, and to support
individuals’ compliance and needs at the
first opportunity following sentencing.

Implementing an improved ICT
infrastructure

To enable modern technological enablers,
a new court comparison tool is being
developed which will streamline the process
of information gathering from multiple NPS
and HMCTS systems. The development

of this tool will produce information for
Probation Practitioners inclusive of listing
information, the case summary, previous
convictions and the supervision history

of individuals. This will be critical to the
identification of service user cohorts to
drive requests for pre-sentence reports.
Probation Practitioners will have the

ability to use this information to enhance
risk-assessment information which will
contribute to the provision of high-quality
advice to the courts.

Links to HMPPS Business Strategy

Our commitment to
modernising our technology will
allow us to introduce innovative
ways of working and to embed
more efficient approaches to
core processes.

Post June 2021, we will also seek to
introduce a new pre-sentence report format
that draws on the benefits of this system

to avoid duplication, emphasising the
importance of the dynamic risk assessment
and link to the Effective Proposal Framework
to support safe and appropriate sentencing
recommendations. This will also help elicit
the confidence of sentencers.

We will continue to utilise the Effective
Proposals Framework Tool, which is a digital
decision-making tool through which pre-
sentence proposals are made for all cases
and licence conditions are set. It ensures
interventions recommendations and licence
conditions address risk and need, are in

line with policy and sentencing guidelines
and supports consistency of practice,
proportionality and the reduction of bias.

Enable an improved training offer

Critical to the success of empowering our
court teams to deliver high-quality services
to court is an improved training offer

which reinforces the professional status

of our staff and builds on the operational
lessons identified via recovery work and
the exceptional delivery arrangements
implemented for COVID-19.
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Design Principles

Overarching

design
principle

User centred
design

How it applies to Sentence Management design

Facilitating relationship building through offering continuity of
Probation Practitioners supervising an individual throughout their
order, helping them to achieve better outcomes.

A blended approach to contact (applying learning from

COVID-19 delivery arrangements) whilst retaining the minimum

of face-to-face meetings (under normal working conditions), in order
to ensure individuals have access to appropriate support from
Probation Practitioners.

Prioritising reducing the time taken for individuals to be allocated to
a Probation Practitioner (to within five days of sentence), in order to
allow for a more comprehensive assessment of their risks, needs
and responsivity.

Recognising the importance of service users’ involvement in their own
assessment and sentence management processes and enabling them
to input where possible.

Cost effective/
efficient design

Empowering the Probation Practitioner to deliver the sentence plan
with access to relevant experts, specialists and providers to reduce
reoffending and harm, in order to ensure the Probation Service is
making best use of available resources.

Ensuring management oversight and peer discussion is used more
effectively, including in Professional Judgement decisions and
acceptable absence decisions, in order to empower staff to manage
their caseloads more effectively.

Delivering structured supervision using approved Probation
Practitioner toolkits.

Whole system
design

Mandating home visits in accordance with guidance (e.g. where
there are child protection/domestic abuse issues), in order to ensure
effective multi-agency working to safeguard and support individuals,
their families and wider networks.




Overarching | How it applies to Sentence Management design
design
principle

Evidence-based Utilising feedback from users in order to continuously improve current
design Sentence Management processes and standards, ensuring that there
is a documented, evidence-informed rationale for any changes.

Responding to new research findings, allowing for changes in the
evidence base and being able to adapt and flex accordingly.

Regularly reviewing National Standards on Sentence Management
in consultation with appropriate experts in order to ensure standards
draw on evidence-base around effective supervision and meet the
needs of users.

Consistent but Providing clear guidance on National Standards, Performance
flexible design Indicators and operational processes in order to ensure consistency
in the way these are applied across the new probation service.

Identifying areas of design where regional flexibility should be
encouraged to increase responsivity to specific needs of the
local community.

Effective Balancing the role of the Probation Practitioner with the role of other
partnership third party and subject matter experts, informed by the responsivity
working design of the individual to ensure we are making best use of all available

resources (including resources available through the Dynamic
Framework) to support the desistance and resettlement of
supervised individuals.

Ensuring effective links with Commissioned Rehabilitative Services
providers to allow for timely provision of relevant, complete and
accurate information.

Inclusive design Comprehensively assessing individual risks, needs and responsivity
in order to match individuals we are supervising with an appropriately
skilled Probation Practitioner, thereby achieving better outcomes.

Recognising and responding to the evidence base about effective
approaches with women and the need for different approaches when
working with women.

Supporting the probation service’s wider statutory responsibilities
where possible e.g. managing child and adult safeguarding.
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Case for change and evidence base

Sentence Management ensures those
individuals subject to community orders,
suspended sentence orders, licence and
post-sentence supervision are properly
supervised, so that risk is effectively
managed; the likelihood of reoffending is
reduced and the sentence plan is delivered.
The integration of Probation Practitioners
from CRCs and the current NPS provides an
opportunity for us to take the best of current
Sentence Management practice, as well as
to continue to apply evidence on effective
supervision. There is a significant amount of
research on the critical role that Probation
Practitioners can play in motivating the
effective change of individuals through their
supervisory role and by building strong,
meaningful relationships. Our focus is,
therefore, on harnessing the key skills,
activities and behaviours that we should

be prioritising in Probation Practitioners to
elicit the most effective outcomes. We have
also considered how to achieve continuity
of supervision where possible. Structured
supervision will be delivered using approved
Probation Practitioner toolkits from which
we will build an evidence base.

A central consideration in achieving this

is providing Probation Practitioners with
the right tools and support to assess an
individual’s risk, protect the public and
enable those they supervise to change their
underlying behaviour to break the cycle

of reoffending.

&V,

Our plans for Sentence Management in the
new model have been developed through
drawing on many available sources of
research and information, including existing
organisational knowledge and best practice,
as well as recommendations made by other
organisations such as HMI Probation. The
design has been tested through consultation
with a range of stakeholders, including
service users to ensure that the changes
we implement are responsive and result in
positive improvements.

Anticipated benefits

Our planned approach to Sentence
Management is based on building

strong, meaningful relationships with
supervised individuals that provide them
with comprehensive support throughout
their probation journey, with the aim of
achieving better outcomes for them and
enhancing public protection. A streamlined
assessment process that avoids duplication
will improve the Probation Practitioner’s
ability to identify immediate needs and
enable the provision of a more individualised
and responsive service. In turn, this will
result in improved sentence management
and risk management planning, which will
include greater emphasis on taking victims’
considerations into account. Moreover,

a renewed focus on delivering the right
services and interventions, drawn from

an increased range of specialist providers,
at the right time, including during the pre-
release and resettlement periods, will help
individuals to successfully complete their
sentences and lead law-abiding and positive
lives following their supervision period.
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Our plans for Sentence Management will
help achieve the following intermediate
benefits following full implementation of the
reforms:

¢ Improved assessment of
service users’ needs, risks and
characteristics: Measured through
the number of referrals to Structured
Interventions and Commissioned
Rehabilitative Services and the
proportion of service users with
relevant needs that are referred to
these interventions. We will also look
at improvements in the identification
of service users’ needs, risks and
characteristics through completion
rates for individuals with protected
characteristics on our systems and the
outcome of Sentence Management
audits with a focus on quality assurance
of assessments and reassessments.

¢ Improved Sentence Management:
Monitored through quality measures
around risk management, sentence
delivery and enforcement. We will also
seek to track improvements in the
relationships between individuals
and their Probation Practitioner via
the annual service user survey, levels
of compliance in appointments
attended and the completion rate
of sentence requirements before
the sentence expires.
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Equalities considerations

In order to inform and embed inclusivity

in our approach, we have drawn on the
recommendations and guidance available
from both specialist knowledge and teams
within HMPPS (such as Women and Youth
Offenders), and from existing research
and reviews (for example, the Lammy
Review, Female Offender Strategy and
Farmer Review).

Additionally, aspects of our Sentence
Management approach have been informed
by engagement with service users, including
those from BAME backgrounds. This
includes embracing inclusive and culturally
competent practice and encouraging
continuity of supervision by a clearly
identified Probation Practitioner.

It is critical to the successful delivery of
Sentence Management under the new
unified model that specific needs are
recognised and addressed throughout

the development and delivery of the
sentence plan. In order to achieve a
sufficient level of support, both formal
learning and development and informal
mentoring and local champions will be
provided to Probation Practitioners to
enable them to confidently build supportive
and trusting relationships with service
users and recognise their diverse needs.
Probation Practitioners will be able to
access and refer supervised individuals
onto a wide range of interventions provided
by specialist organisations through the
Dynamic Framework that are appropriate
to their specific needs and take account of
protected characteristics.

/ The Target Operating Model for probation services in England and Wales



-

Sentence Management Approach

The role of professional probation staff

to assess, protect and change is central

to Sentence Management under the new
model. In the future probation system,
there is no change to the statutory
framework within which this role operates.
The elements of the role of Probation
Practitioner defined in legislation remain the
same. However, we want to better define
the key skills, activities and behaviours
which form the basis of the Probation
Practitioner role and to properly emphasise
the centrality of their relationship with
supervised individuals in securing effective
change. To enable probation staff to focus
on this, we are making a clearer distinction
between key functions of the Probation
Practitioner role.

The key elements of Sentence Management
will be:

e public protection

¢ allocation of cases informed by the new
Tiering Framework

* one sentence plan
¢ caseloads and manageable workloads

e Probation Practitioners actively engaged
in evidence-based ‘change’ work,
delivering structured supervision using
approved Probation Practitioner toolkits

¢ integrated sentence management

The Sentence Management reforms will

be delivered iteratively as staffing levels
increase and digital solutions, to deliver
specific elements of the design and support
Probation Practitioners in their practice,

are developed and come online.
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Public protection

Risk assessment and management is one
of the most important parts of the Probation
Practitioner’s role, incorporating tasks to
both assess and protect. It starts from the
first allocation of the case to a Probation
Practitioner and is reviewed throughout the
management of the sentence, considering
both actual and potential risks to public
protection. Identifying and communicating
risks, such as those pertaining to
safeguarding and domestic abuse, are key
to successful public protection.

The Management Oversight Touchpoints
model provides a mechanism to ensure
that there is consistency and fairness in
decision-making around risks and that staff
are supported in making effective decisions.
In accordance with the model, cases are
discussed with line management and robust
risk management plans are developed

that mitigate and manage the identified

risk, when changes have occurred that
require review. This includes a requirement
to review risk management activity
accompanying the issue of licence warnings
and alternatives to recall ensuring that the
most appropriate action is taken to protect
the public. Where changes in risk occur,

the most appropriate Probation Practitioner
will manage the case, with the necessary
support provided by peers and managers.
Where possible, consistency of Probation
Practitioner support will be maintained,
although some cases may require transfer
to a different Probation Practitioner with

the appropriate skillset for managing the
case and associated risk. The consistent
application of the Management Oversight
Touchpoints model across the new
probation service is key to the achievement
of this.

&V,

Under the new model there will be an
increased focus on consistency of practice
for managing risk and increased flexibility
to manage dynamic risk factors, driving
overall improved risk management,

whilst ensuring continuity of Sentence
Management. Appropriate oversight of
Probation Practitioners and supported use
of Professional Judgement will underpin
case management decision-making.

This will be achieved by revising and
implementing policies on risk management
— for example, refining the tools used to
assess risk and regular use of the Risk of
Serious Recidivism tool throughout the risk
management of a case (i.e. not just at case
allocation). Consistency of Multi Agency
Public Protection Arrangements (MAPPA)
level setting will be driven at a national level.
Improvements will be evidence-driven and
build on good practice currently undertaken
by both the NPS and CRCs.

Staff will be recruited and trained to have the
right knowledge and skills to effectively assess
and manage risk, supported by a tailored
learning and development provision, including
MAPPA briefings and workshops and both
digital and face-to-face risk management

and assessment training. Appropriate
management oversight and supervision

will be in place to support staff in this work
and to hold them to account for maintaining
consistently high standards of practice.

There is an expectation that multi-agency
relationships will be strengthened as

part of the full implementation of the new
model through the creation of a simplified
probation system that is focused on
proactive information sharing, the increased
use of Violent and Sexual Offending Register
(ViISOR) and good working relationships with
statutory agencies.
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It is envisaged that the risk management
processes will be enhanced by a digital
suite of risk assessment tools, replacing
the current OASys and Delius systems.
This is still in the very early phase of work,
and is being developed with a focus on
better engaging those we supervise in the
assessment process in order to support
compliance and a more responsive risk
management process.

Probation Practitioners will be responsible
for compliance and enforcement of all parts
of the sentence, including non-compliance
of Unpaid Work.

Allocation of cases informed by the new
Tiering Framework

Following full implementation of reforms
there will be an improved case allocation
process that is timely and supports an early
focus on an individual’s needs. Cases will
be allocated based on both risk of harm and
complexity of need, with an increased focus
on ensuring continuity and reducing hand-
offs in the system. The Tiering Framework
will inform the allocation of cases to the right
Probation Practitioner with appropriate skills
and experience.

The Tiering Framework will go some way to
recognising the specific complexity factors
present amongst women and will be the
main vehicle for directing organisational
resource to working with women. It is
envisioned that all Probation Practitioners
will be appropriately trained to work

with women. Women who are subject to
probation services will be given the option
to have a female Probation Practitioner.
Regions may choose to enhance provision
through the use of semi specialist ‘women
concentrators’ (Probation Practitioners that
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champion specific considerations in dealing
with women).

Individuals will be allocated to their
Probation Practitioner within five working
days of sentence. Where possible, the
supervised individual will remain with the
same Probation Practitioners throughout
their supervision. In line with research

on effective supervision, this will allow

for continuity of contact and support the
building of a constructive relationship with
service users.

Case allocation will be based on utilising
staff with the appropriate level of training
and competency to enable them to continue
to manage cases when dynamic risk factors
change. Ongoing risk assessments are
expected to trigger a tier review. There will
be situations whereby an escalating risk and
increase in tier will require a reallocation of
a case. It is anticipated that ways of working
supported by a Probation Operational
Delivery structure (see ‘Integrated Sentence
Management below) and appropriate
oversight of the Senior Probation Officer

will ensure safe practice and minimise
disruption to those under our supervision.

A new Tiering Framework will be introduced,
accompanied by a revised Workload
Management Tool that will facilitate an
even distribution of workload across
Probation Practitioners by supporting
effective workload management decision
making. The full benefits will not, however,
be realised until target staffing is achieved
and sufficient resource is available to allow
Probation Practitioners capacity to manage
a varied risk profile of caseload, and to be
sufficiently trained to undertake all of the
necessary change activities.
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One sentence plan

The role of Probation Practitioner will
expand to actively managing the delivery
of the sentence plan, in order to deliver

on both assess and change principles,
including change work, for all cases.

This will support delivery of the right
interventions to the right service users at
the right time. Probation Practitioners will be
responsible for identifying and sequencing
suitable structured interventions and
specialist services and including them in
the sentence plan. Decision-making for this
identification, in particular for interventions
sourced through the Dynamic Framework,
will be data driven and based on readily
available evidence. There will be a focus
on the suitability of interventions informed
by conversations with the supervised
individual and evidence about which are
most likely to make a positive impact on
particular cohorts, considering protected
characteristics and diversity

and inclusion.

Where Community Sentence Treatment
Requirements (CSTR) have been ordered it
is the Probation Practitioner’s responsibility
to ensure that any necessary arrangements
around the requirements are made, that
there is appropriate local information-
sharing, that they work with individuals

to encourage compliance with the order,
and that any enforcement of orders

does not impact treatment. The services
provided via the Dynamic Framework act
as complementary services which promote
holistic, integrated delivery and emphasise
the crucial role of wrap-around provision to
promote enhanced engagement. This also
establishes the pivotal role of the Probation
Practitioner in balancing the support
required to bring about opportunities

for change and the provision of robust

&V,

oversight and management of the various
elements of the sentence.

The initial sentence plan (for all community
sentences) will be developed and completed
within 15 working days of sentence. The
sentence plan will be a live document to

be regularly reviewed and updated with

the active participation of service users,

in order to support active monitoring

and positive reinforcement of progress.

It will include sentence objectives which
address identified need and cover relevant
interventions. The new digital developments
will support making this plan into a more
user-focused, interactive and iterative
process that Probation Practitioners can
easily access and update to reflect changes.

Links to HMPPS Business Strategy

By modernising our digital
tools, we will enable Probation
Practitioners to access and
share the right information to
support individuals in engaging
with their sentence plans and
making positive progress.
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Once individuals reach the pre-release
resettlement phase of a custodial sentence,
the responsibility for Sentence Management
transfers to Probation Practitioners in

the community. The transfer point for all
determinate sentences will be standardised
at seven and a half months, except for
those critical few that meet the existing
Early Assignment Criteria — who would be
transferred at fifteen-months prior to release
(see the Resettlement section below for
further detail).

We are developing a suite of digital

tools that will support effective progress
monitoring and data collection. This will
include a new, individual self-assessment
that will be included and considered within
the assessment and development of the
sentence plan, enabling individuals to
actively engage in their sentence plans.

These new digital services will facilitate
better sharing of information between
courts, probation and prisons to support
the recording and management of the
sentence plan, risk management plans

and the delivery of objectives. The digital
interfaces will support referrals to specialist
interventions and services, including
booking processes for inductions and
providing feedback on the outcomes.

We will ensure sufficient and appropriate
support for Probation Practitioners

to embed consistent and effective
management and delivery of the sentence
plan, including:

e structured supervision and Skills for
Effective Engagement and Development
(‘SEEDSs’) approach by Senior Probation
Officers
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e access to specialist clinical supervision

e enhanced levels of supervision for
Probation Practitioners working with
complex cases

¢ relevant and consistent updates to
policies and staff guidance

Combined caseloads and manageable
workloads

We want to achieve more balanced
caseloads to enable Probation Practitioners
to deliver all elements of their role to assess,
protect and change. Caseloads will be
combined so that Probation Officers will
manage some high and some medium/

low risk of harm cases at any one time

and Probation Service Officers manage a
mixture of medium and low risk of harm
cases. All Probation Practitioners will work
with a range of complexity issues, matched
to their level of training and expertise.

Links to HMPPS Business Strategy

Through having access to the
right training and opportunities
for continuous professional
development, staff will be
empowered to deliver their
best work across their whole
caseload.
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In order to enable them to manage this
combined caseload with confidence, all
staff will be professionally skilled in the core
aspects of the probation work approach
underpinned by the academic evidence
base. The specific skillset will include:

* risk assessment and management
e cognitive behavioural work

e motivational and desistance-based
engagement

e trauma responsive practice (particularly
for working with women)

e maturity assessment and approaches to
working with young adults

e cohort specific approaches to deliver
change work

e delivery of specific accredited
programmes, structured interventions
and specialist services

Activities that will deliver our Probation
Workforce Strategy, including continuous
professional development and learning and
development opportunities, will assist staff
in achieving a full level of competency.

We are also reliant on ongoing recruitment
activity to ensure enough professionally
qualified and skilled staff to achieve

more manageable caseloads and meet
operational demand. This will require a
workforce structure that is frontline focused,
integrated, collaborative, responsive and
flexible. This will include embedded admin
functions, setting targets for the proportion
of paid staff that have lived experience of
the criminal justice system and utilising
volunteer peer mentors.

&V,

Probation Practitioners actively engaged
in evidence-based design ‘change’ work

We propose that ‘change’ work by a
Probation Practitioner can take the form

of both planned structured sessions with
supervised individuals and responsive
desistance-based contact aimed to

build a positive working relationship.

Such structured sessions are covered in
the definition of a rehabilitation activity
requirement (RAR) day and the work
required under licence conditions, whereas
the desistance contact is a core element of
the appointments with Responsible Officers
as recognised by the Criminal Justice Act
2003. Key elements of ‘change work’

will include:

e building a trusting relationship to
promote compliance, increase hope
and sustain motivation

* making decisions about interventions
to meet need and manage risk
dynamically, including amending these
as circumstances change

e reinforcing progress and new ways
of thinking and behaving to support
behavioural change

There needs to be a clear distinction
between rehabilitative interventions provided
by specialist providers, designed to address
key criminogenic needs or the needs of
specific cohorts, and the change work
delivered by Probation Practitioners, which
sees the relationship with the individuals
they supervise as the principal means of
supporting the journey to desistance. The
structured activity undertaken by Probation
Practitioners will be supported by a portfolio
of toolkits (approved nationally), in order

to engage the supervised individual and
supplement and support other intervention
work across wide-ranging themes.
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The approach to selecting interventions will
be commensurate to an individual’s risk and
need, taking account of specific diversity
needs and suitability to the sentence. Post-
sentence as part of sentence planning,

the Probation Practitioner will allocate

the RAR days and select and sequence
specific interventions that address the

most significant areas of need linked to an
individual’s reoffending. As outlined above,
this will be accompanied by individuals
having greater involvement in assessment
and the development of their sentence plan
to help their engagement with their sentence
objectives and secure better outcomes.

Integrated sentence management

Sentence Management will have an
integrated Probation Operational Delivery
(POD) structure, grouping officers and
admin staff together to provide continuity
for service users and collaborative support
for each other. There will be several PODs
within a team managed by one Senior
Probation Officer. The Probation Operational
Delivery structure will have agreed national
principles to provide consistency but

will allow for some regional flexibility in
interpretation and implementation. Whilst
continuity of supervision is a key principle
of our model, a sole relationship can
sometimes be difficult to facilitate for a
range of practical reasons (absence, staff
movement etc.). This structure ensures
service users benefit from a familiar
relationship with a small team beyond

their supervisor and allows Probation
Practitioners to work collaboratively to
deliver change and support individuals
through to the completion of their sentence.
This will also enable an increased focus

on the unique needs and requirements of
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individual cohorts, including easing the
transition from youth to adult services to
effectively support these individuals and
encourage greater desistance.

Successful contacts between Probation
Practitioners and those they supervise

are key to supporting the delivery of the
sentence and building relationships with
service users that in turn drive positive
engagement. We are going to do further
work in this area to provide evidence-based
recommendations for both the frequency
and nature of contact that incorporates
learning arising from exceptional delivery
arrangements put in place in response to
COQOVID-19. This will include providing clarity
on the requirements for frequency of face-
to-face contact and for home visits where
there are child protection/domestic abuse
issues or in relation to sex offenders. We
will continue to have an aspiration that
women will be offered the opportunity to
report either to a women only setting or at
a time that is for women only. Whilst we
cannot fully predict where this new evidence
will lead us, it remains highly likely that we
cannot take a one size fits all approach to
differing contact types and should rely on
Probation Practitioners’ assessment and
judgement of the needs of each individual.

The minimum requirements for contacts will
be set out in National Standards. This will
include face-to-face monthly meetings for
supervised individuals and the Probation
Practitioner. This is the absolute minimum
and cases should be managed at levels
appropriate to risk and need.
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Post-sentence supervision cases will be
excluded from the minimum monthly face-
to-face contact requirement, given that its
sole focus is rehabilitation. Where cases
are assessed as low risk and rehabilitative
needs have been addressed, a process

will be put in place whereby the Probation
Practitioner may refer to their line manager
for suspension of face-to-face contact with
oversight undertaken by telephone contact.
Updated Practice Guidance will be provided
to set out clarity on the purpose and
expectations of post-sentence supervision.

It is an aspiration that travel time for
supervised individuals to attend a contact
meeting should not exceed 60 minutes each
way. Research has shown that individuals
are more likely to attend and comply

when their journey time is reasonable and
not costly. We are currently undertaking
analysis work to assess how far away from
the 60-minute ideal we will be based on the
estate as of June 2021. It is recognised that
60 minutes will be challenging in some rural
areas and that achievement of this ambition
is unlikely for all.

Moving from the youth estate to a young
adult establishment or the transition to
adult services in the community are both
periods of increased vulnerability for
youths. To support this transition, the Youth
Offending Team should work closely with
the new establishment and the receiving
probation area in good time to ensure that
resettlement guidance is followed and
adapted to adult provision. This will be

in place for both community and

custodial cases.

Probation Practitioners will adopt an
inclusive and engaging culture and holistic
approach that effectively engages young
adults. Staff will be trained in the evidence
base which supports this approach around

&V,

maturity, brain development, and adverse
childhood experiences. There will be a
requirement for the routine completion

of maturity assessments and access to
specialist services that meet the needs
of young adults and support positive
outcomes, as well as an enhanced level
of support (for example, through contact
with Probation Practitioners and/or peer
mentors). We have linked in with a pilot
(being run in London) of a Transition
Programme for youths transitioning to
adult provision (currently paused due to
COVID-19), and the results should be used
to inform our approach.

We recognise that some CRCs have made
advancements in the digital space to
support more effective delivery and are
committed to building on this by utilising
digital developments to provide enhanced
and responsive communication between
Probation Practitioners and those they
supervise. We are currently developing a
digital platform that aims to provide direct
access for individuals to engage fully in
the planning of and arrangements for their
order (see the ‘Digital Delivery: Service user
engagement’ heading in Part Four below).
This will drive improved engagement and
promote a more collaborative relationship
with probation services.

Our internal system (EQuiP) will be updated
to hold the single source of truth for all
national operational and organisational
processes, so that staff are clear about
what is expected of them.

Wales CORRE Hub

The Centralised Operational, Resettlement,
Referral and Evaluation (CORRE) Hub is a
key element of the Wales unified model and
provides an interface between Probation
Practitioners and the complex interventions
landscape. The CORRE Hub will assist
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Probation Practitioners through identifying
suitable interventions, completing referrals,
monitoring service user progress and
keeping the sentence on track. Taking
these time-consuming functions away
from Probation Practitioners will allow
them to better focus on their supervisory
responsibilities and delivering change work
to support the provision of interventions,
leading to better outcomes. We are testing
the effectiveness of this hub approach in
Wales to inform whether it might be a useful
model to adopt in other regions.

The primary functions of the Probation
Practitioner will not be impacted by the work
of the CORRE Hub. Probation Practitioners
will still have overall responsibility for the key
Sentence Management activities with the
CORRE Hub assisting in the identification of
providers, sequencing of interventions and
ensuring that services are brokered on time.

The CORRE Hub model in Wales broadly
covers two layers: operational and strategic.
The operational layer encompasses the
interface between the Probation Practitioner
and the CORRE Hub, including the process
of referrals and scheduling that will occur
once a court disposal has been made or

in the planning phase for a release from
custody. The strategic function refers to

the role that the CORRE Hub will play in
supporting intervention providers with
demand management and assisting
HMPPS Wales with its regional approach to
commissioning services.

The CORRE Hub will interface with a much
broader set of interventions/provision than
those covered by probation services and the
Dynamic Framework, but digital solutions
developed to manage interventions will

be incorporated within the CORRE Hub’s
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remit. The CORRE Hub will though mean
a differing approach to interventions
processes in Wales including those for
Unpaid Work, Accredited Programmes,
Structured Interventions, Commissioned
Rehabilitative Services and wider
commissioning activity.

Specialist teams

The principles of Sentence Management are
to be applied consistently across all cases,
with certain cohorts receiving an enhanced
provision of specialist services. There will
be specialist teams in place to deal with
specific types of cases - these will be
clearly defined and include national security
teams and localised short sentence teams.
This structure will increase responsiveness
to needs of individuals. Some specialist
expertise will be embedded within generic
teams (for example, women and young
adult concentrators).

Probation Practitioners will also require
access to specialist support for working
with individuals with complex needs and
offending behaviour, including personality
disorders, sex offending, and terrorism-
related offending. Available support must
meet both the wellbeing needs of staff and
the professional management of cases.
This provision would be in addition to line
management arrangements.

The policy for transferring cases to internal
teams will be updated, including for transfer
between specialist teams.

Regional Probation Directors will have
flexibility to assign Probation Practitioners
to the Unpaid Work Team to undertake
the Sentence Management of all single
requirement Unpaid Work cases.
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Resettlement
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Design Principles

[ = Y ”

Overarching
design
principle

User centred
design

How it applies to Sentence Management design

Enhancing the OMiC model by introducing additional processes and
resources to improve pre-release planning by Probation Practitioners
(known as Community Offender Managers/COMs under OMIC) in
order to ensure a safer, more effective and consistent transition

from custody back to the community, improve outcomes and

reduce recidivism.

A single accountable person with a single sentence plan to manage
risk, victim issues and oversee and coordinate all services pre

and post release from prison to the community in order to provide
continuity for individuals, and more effective risk management building
on OMiC case management.

Cost effective/
efficient design

Learning from good practice in ‘Enhanced Through the Gate’ (ETTG),
whilst remodelling a new and refined service in order to reduce
duplication of roles and tasks in prison and community teams to
maximise and repurpose staff’s capacity to meet individuals’ needs.

Whole system
design

Ensuring alignment with Offender Management in Custody (OMiC) and
prison reconfiguration alongside other parts of the probation model
(e.g. Sentence Management).

Evidence-based
design

Ensuring a resettlement service starting in prison and continuing into
the community (not to the gate or from the gate), by adjusting our
approach to reach-in and preparation for release to provide continuity
for individuals, and ensure appropriate support is in place.

Consistent but
flexible design

Strategically aligned to fit and sustain new prison and probation
arrangements in the future to ensure flexibility in responding to
changes in the wider justice system. Guidance will be provided on
where there is regional flexibility and freedom in the approach.
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Overarching

design
principle

Effective
partnership
working design

&V,

How it applies to Sentence Management design

By avoiding duplication with prison-based services, Commissioned
Rehabilitative Services will meet resettlement needs by providing
pre-release specialist accommodation support services and
mentoring services in order to ensure continuity of service
provision as individuals settle back into the community.

Inclusive design

Resettlement is supported by Commissioned Rehabilitative Services
providers that are community based and tailor their services to meet
an individual’s needs, behaviours and circumstances. This will be
accessible for individuals held in resettlement function and non-
resettlement function prisons.

Case for change and evidence base

Our approach to resettlement is intended
to address the issues identified in Her
Majesty’s Inspectorate of Prison/Probation
(HMIP) reports on resettlement and through
the gate services, whilst retaining the best
practice developed by CRCs and their
partner third sector organisations delivering
Enhanced Through The Gate (ETTG)
services. Since 2018, £22m per annum

has been invested in these services and
HMIP has recognised that improvements
are starting to be realised in some places.
However, given the wider fundamental
changes taking place across the probation
system, we are implementing a revised
resettlement approach that takes the best
from improvements made thus far and
seeks to provide the most effective and
efficient way to support those released
from prison. Currently, individuals released
from non-resettlement prisons are only
able to access through the gates services
if commissioned. Our resettlement
approach provides pre-release activities
for all sentenced individuals whichever
prison they are held in before release and
considers necessary support, including the

importance of strong family relationships to
support desistance.

In 2018, we surveyed and held focus groups
for up to 300 CRC and NPS staff across
England and Wales and held engagement
events for prison-based staff as well as
over 250 individuals who had recently

been released from prison and had direct
experience of ETTG. The key findings were:

e Better use should be made of through-
the-gate products (Basic Custody
Screening Tools) to reduce repeated
questions and improve quality of
information.

e There is a need to remove duplication
and the complexity of through-the-gate.

e The role of the Sentence Manager
requires enhancing.

e Afirmer grip is required regarding those
on very short prison sentences.

¢ Anxiety and wellbeing should be
considered as factors hindering change
at the time of release.

These findings have informed our approach
to resettlement.




Links to HMPPS Business Strategy

By fostering an open, learning
culture which enables us to
learn from what has and has
not worked well, we will deliver
improvements to better support
individuals at key points in

their experience of probation
services.

Anticipated benefits

Under the new model, the approach to
resettlement will enable the delivery of

a more coherent and effective service,
particularly by removing any duplication of
roles and tasks between prison services,
probation services, and suppliers of
interventions. There will be continued focus
on improving the relationships between
Probation Practitioners (COMs) and
individuals resettling into the community by
starting contact at seven and a half months
pre-release and providing a consistent
contact for all pre and post release activities
from this point. Community integration and
inclusion for those released from prison will
be enhanced through tailored and locally-
based interventions, which will also aid
people’s rehabilitation.

Moreover, there will be enhanced access to
resettlement provision wherever individuals
are being held (whether in resettlement

or non-resettlement prisons) via the

work that Probation Practitioners (COMs)
will undertake to drive both pre-release
activities and access to Commissioned
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Rehabilitative Services providers based
in the communities where individuals are
being released.

In order to assess the effectiveness of
resettlement services, we intend to monitor
outcomes following release from prison and
at key points under supervision in respect of
accommodation and employment. This will
include metrics on the number of individuals
being housed and in employment on
release from custody. There will be a metric
concerning settled accommodation for all
individuals under probation supervision
three months after commencement

of their supervision and monitoring of

those in employment six months after
commencement of supervision.

Through its emphasis on sourcing the most
effective resettlement and rehabilitative
services via the Dynamic Framework, the
new approach to resettlement will also help
achieve the following intermediate benefits:

¢ More successful delivery of
interventions: Measured via an increase
in the proportion of individuals who
receive Commissioned Rehabilitative
Services. We are also considering
how we might be able to monitor the
proportion of service users whose needs
reduce following these interventions.

¢ Increased local and partnership-
based delivery of probation services:
We will measure this through the number
of local voluntary sector organisations
involved in the delivery of rehabilitative
interventions via the Dynamic Framework
which we anticipate will increase.

/ The Target Operating Model for probation services in England and Wales
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Equalities considerations

The extension of the pre-release
assessment to all sentenced to custody,
completed by the Probation Practitioner
(COM), builds on assessments completed
by the Prison Offender Manager and plans
for release back into the community. This
supports a comprehensive assessment

for those with complex needs, including
disabilities such as mental health issues and
age-related conditions, and any specialist
assessments such as adult social care
assessments. The Probation Practitioner
(COM) is responsible for all pre-release
activities from the point of handover from
the Prison Offender Manager, (or from the
start of sentence for those with less than

10 months to serve at the point of sentence).
The handover meeting provides the
opportunity for the Probation Practitioner
(COM) to be informed of engagement with
any prison-based services, such as those
provided via the Chaplaincy supporting
engagement with community-based faith
organisations, provided via New Futures
Network or Department of Work and
Pensions Work coaches, which could
inform release plans ensuring work started
in prison can be supported or continue

into the community. This provides a longer
timeframe to assess needs, including any
specific to protected characteristics, build
positive relationships with service users and
prepare them for release to take account

of the transition from a highly structured
prison environment to the community. The
handover from the Prison Offender Manager
to the Probation Practitioner (COM) provides
enhanced information exchange including
ensuring the awareness of the experience
and assessments of those with protected
characteristics.

&V,

Our approach is flexible — ensuring that we
meet the varying needs of specific cohorts
including those within the women'’s estate,
those in national resource sex offender
prisons, and foreign nationals.

The provision of a Probation Practitioner
(COM) with a single sentence plan to
oversee and coordinate all services pre-
and post-release from prison into the
community, supports pre-release activities
wherever a service user is held, building
on measures implemented under the
OMIiC model. Processes will be available
to support pre-release activity within the
different prisons, including those pre and
post reconfiguration.

Resettlement services available via the
Dynamic Framework include the ability
to purchase services specific to young-
adults, women, and those from BAME
backgrounds. Where contracts are not
designed to be cohort-specific, providers
will be required to demonstrate that they
can tailor their service provision to meet
particular needs of different cohorts.
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Sentence Management of custodial
sentences that supports resettlement

Prison staff as part of the wider HMPPS
workforce will be responsible for ensuring
that the immediate needs of all individuals
sentenced to custody and those in prison
on remand are identified and addressed as
part of the reception process.

A revision of the Basic Custody Screening
Tool One (i.e. BCST-1) is under development
to remove some of the duplication in

the system and reduce the number of
repetitions of the same question. The aim is
to simplify questions so that only required
information is obtained and to help improve
engagement with the process.

The launch of Offender Management

in Custody (OMIC) changed the way
custodial sentences were managed and
was implemented in the Male Closed
Estate from February 2019 (in Wales)

and from October 2019 (in England). The
changes introduced by OMiC sees long-
term sentenced prisoners (those with 10
months or more to serve from point of
sentence) managed by Band 4 Prison
Offender Managers and Probation Prison
Offender Managers until specific points pre-
release, when the transfer of responsibility
moves to the OMIC Community Offender
Manager (COM). Where the prison holds
responsibility all high risk of serious harm
cases are managed by a probation Prison
Offender Manager, with Band 4 Prison
Offender Managers managing low and
medium risk of serious harm cases. Prison
Offender Managers also act in a supportive
role to Probation Practitioners (COM)
when the community have responsibility
for the management of a case. The OMIC
model for the male open estate will start
implementation from March 2021 and the
women’s estate from April 2021.

&V,

Key work is now rolled out across the closed
male estate. This has been transformative
in the way prison staff work with prisoners,
allowing for an opportunity to develop
supportive relationships based on trust and
to embrace the principles of a rehabilitative
culture. Individuals held in prison now have
an identified member of staff who they can
talk to and who can provide some practical
support. Key workers also provide a crucial
link between the residential function of a
prison and the Offender Management Unit,
with Key Workers and Prison Offender
Managers working closely together to
provide a service which is supportive,
promotes information sharing and ensures
that risk is managed and assessed robustly.

The responsibility for Sentence
Management (OMiC Case Management)
transfers to Probation Practitioners (COMs)
in the community once individuals reach
the pre-release resettlement phase of
sentence. Under OMIC, this transfer of
responsibility currently happens at different
points dependent on a number of factors.
The transfer point will be standardised

for all at seven and a half months for
determinate sentenced prisoners, and in
line with points where release is considered
for indeterminate sentenced prisoners and
those determinate sentenced prisoners
subject to parole, with the exception of
those critical few that meet the existing Early
Allocation Criteria (under OMIiC) who would
be transferred to the Probation Practitioner
(COM) at 15 months prior to release.
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Sentence plans for those with 10 months or
more of their sentence left to serve will be
completed by Prison Offender Managers
until the handover to the community
when the Probation Practitioner (COM)
will complete a pre-release risk and
needs assessment. This builds on and
incorporates work and plans completed in
prison including education assessments
for learning disabilities to support future
interactions and provision.

It will be a requirement for the Probation
Practitioner (COM) to have at least three
contacts with a prisoner pre-release to
help build a good relationship with them.
This includes the current OMIC handover
meeting, with at least two additional
meetings. As well as relationship building,
the handover process supports effective
information-sharing between prison and
community and enables the Probation
Practitioner (COM) to be aware of services
available in the prison.

All individuals serving shorter prison
sentences (less than 10 months left to serve
at point of sentence) will have a community-
based Probation Practitioner (COM),
focusing on resettlement from the day of
sentence as well as after release. They will
continue to receive Key Worker support
under OMiC and Prison Offender Managers
will be allocated in a supporting role to
work with Probation Practitioners (COMs)
to assist with transactional tasks, provide
knowledge of what is available in the

prison to help with preparation for release,
support via supervision sessions, which

are requested by the Probation Practitioner
(COM), progress updates and act as a
communication link between the Probation
Practitioner (COM) and the individual.
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This will include progress in prison-based
services, including in education.

In addition to the enhanced pre-release
support, we are specifying that Probation
Practitioners (COMs) should offer two weeks
of enhanced post release support with two
additional contacts to ensure barriers into
interventions or contingences that may

need enacting are speedily recognised and
acted on.

The use of Release on Temporary Licence
is used for resettlement purposes.
Additionally, individuals eligible for home
detention curfew may be released ahead
of their automatic release date. Decisions
on home detention curfew and release

on temporary licence will continue to be
taken by prisons with input from probation.
The Governor/Director will take into
account information provided from the
home circumstances report prepared by
probation, including contributions from
Victim Liaison Officer, where applicable,
in order to help with their assessments,
as for all licence conditions.
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An integrated approach, alignment with
other programmes

In addition to the OMIiC programme outlined
above, resettlement is aligned to changes

in the male estate being implemented

by the Prison Reconfiguration Project.
Reconfiguration is simplifying the adult male
estate (age 18+) into three main functions,
reception, trainer and resettlement, and
introducing new offender flows so that
people are held in the right place at the
right time. In future, prisons will provide
one or more of these three main functions.
The probation reform programme, OMIC,
Reconfiguration and ETTG leads have
worked together to align the programmes
and manage ongoing dependencies. One
of the aims of the Reconfiguration Project

is to provide sufficient resettlement places
so that more prisoners have the opportunity
to be released from a resettlement

prison close to home. The offender flows
also support the in-reach approach to
resettlement as prisoners will move from

a trainer prison to a resettlement prison
between 24 to 10 months before release.

A joint approach with reconfiguration

to define close to home using the new
probation service regions, divided into
Probation Delivery Units, will assist transfer
decisions to appropriate prisons with a
resettlement function.

We are working with the women’s estate
to align with transformation and to ensure
our resettlement approach does enhance
resettlement planning and provision.

We are also seeking to ensure alignment
with relevant programmes outside the
HMPPS. This includes NHS England’s
Reconnect programme as the health
navigator role is designed to support those
released from prison and with complex
needs, with improved access into health

&V,

pathways in the community. This would not
duplicate services provided via the Dynamic
Framework as the Probation Practitioner will
be required to identify any services already
in place during the final part of custody.

Links to HMPPS Business Strategy

Working in partnership with
Commissioned Rehabilitative
Services providers and
across HMPPS and with
other key bodies and
agencies (including the NHS)
will enable us to deliver the
right interventions and to
support better integration
into communities for those
subject to probation services.

Link between Offender Management
in Custody (OMiC), Resettlement
and current Enhanced Through the
Gate (eTTG)

We will transfer the majority of eTTG staff
into the Sentence Management function.
They will receive training and support to
upskill in areas of practice that will in time
lead to them supporting and undertaking
Community Offender Management activity
as Probation Practitioners.

OMIiC will continue to be our model and
process for managing cases during the
custodial part of the sentence, for Prison
Offender Management work and for making
links with Probation Practitioners (COMs).
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Our end state ambition is for an enhanced
pre-release process with greater Probation
Practitioner (COM) contact as service users
prepare for release and transition back in to
the community.

Key elements of resettlement

Short sentence function

We are implementing early adopters of the
short sentence function in some regions and
learning from these will inform our longer-
term approach. Our focus is on developing
strategies to improve engagement, a
partnership approach to support quick
access, fast interventions to sustain any
existing community services and to fast
track referrals to reduce waiting times
before new services are in place.

Within the new probation service, a

short sentence function will be created
within each of the 12 probation regions,
incorporating the learning from the early
adopters. The role and focus of the team
will be to work with those serving shorter
sentences to ensure services are sustained
and provided, relationships are built, and
transitions are supported as effectively

as possible. There will be an additional
focus on those cohorts who receive a
disproportionate number of short prison
sentences including women who, due to
the geographical spread of the women’s
estate, are often a distance from home. The
learning from the early adopters and best
practice will be incorporated into processes
including ensuring good access into prisons
specifically those detained out of home
area. This resource will help manage and
address some of the specific disruption that
can arise from services being stopped or
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suspended while an individual is in prison
and the time it can take for these services
to restart following release. Those subject to
short sentences have a higher than average
recall/breach rate and a higher reconviction
rate compared to the general population

SO our aim is to improve outcomes for

this cohort.

Improvements to post-sentence interviews
outlined in the court advice section above
will enable us to utilise these interviews

to identify what can be sustained (job,
benefits, housing) for those sentenced

to short periods in prison as well as
establishing good links with families and
partners where this is appropriate. The early
gathering of this information about practical
need enables us to share information with
prisons and act on it reducing the number
of times the same questions are asked.
The more we can do at court the more

the prisons can do at reception to build

on it. We are keen to adopt an Integrated
Offender Management team approach

for short prison sentences, for probation
regions to consider the co-location of
police, volunteers, health and prison staff
to provide rapid multi-agency approaches.

/ The Target Operating Model for probation services in England and Wales



"

Probation Practitioners (COMs) responsible
for pre-release activities will be routinely
based in Probation Delivery Units under

the line management of Senior Probation
Officers. Regions will, however, have
flexibility on where short sentence functions
are located with the option to base them in
the community, prison or a combination of
both. Although under OMiC there would not
be a handover as individuals are allocated
direct to the community, all those serving
short sentences would access a Key Worker
in the male closed estate and women
assessed as presenting with medium or low
complexity of need in the women’s estate.
A Prison Offender Manager is also allocated
in a supporting role, where the Probation
Practitioner (COM) is responsible for the
management of the case. The Probation
Practitioners (COMs) will be able to work
with Prison Offender Managers for specific
activities. A key focus is on sustaining
relationships between probation and those
serving frequent short prison sentences.

There will also be some flex for regions to
develop their short sentence function to
take into account local issues and services.
These will take the learning from early
adopter regions as they develop processes
including maintaining contact with women
across a geographical diverse estate. As a
minimum, the following arrangements need
to be in place:

e Focus on cohorts who receive
proportionally more short-term
sentences such as women and foreign
national offenders for a bespoke service.

e Address the revolving door nature
of short sentences by enabling staff
delivering this function to more readily
access resettlement prisons in their area.

&V,

e Potential to see individuals in prison on
behalf of out of area probation regions
focusing on the stage closer to release
working with Prison Offender Managers.

Un-convicted prisoners

Un-convicted prisoners form a significant
part of the prison population. They can
currently access ETTG services, prison-
based services and are allocated a key
worker under OMIC. They will continue

to be able to access the same level of
service from Day 1. An assessment of

the numbers of cases for each receiving
prison (the impact being mainly in reception
prisons) will inform a balance of ETTG staff
embedded in the prison being maintained
as we progress forward into end state
delivery. These staff could also assist
those on short sentences by supporting
resettlement services.

This approach is user-centred as it
maintains work with the 80% of people who
will go on to become sentenced. It is cost
effective as it uses existing resource. It is
evidence-based, building upon ETTG and
OMIC processes and benefits, and ensures
alignment with prisons.
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In order to ensure the current level of
service is maintained, once the current
ETTG contracts end there will be support
for accommodation and signposting

to community-based services to assist
integration back into the community on
release from court or prison. Initially,

ETTG services will continue whilst staff
assigned to the new probation service
remain in the prison on Day 1. We intend
to provide a resettlement pack to all prison
leavers including those unconvicted, and
this information would also be available

to support remand cases. Available at
court and prison, the pack would provide
information on local services for those
20% placed on remand who leave custody
unconvicted. In response to service user
feedback, the pack will include details of
third-party agencies within the community
who are able to provide specialist services
(e.g. for those from BAME backgrounds).

Support for those on remand can also

be provided through a progression plan,

a voluntary tool intended to assist the
engagement and building of relationships
between key workers and people in prison.
It does not replace a sentence plan or a risk
management plan completed by probation.
It is intended to be owned by an individual
in prison to enable them to identify targets
to help them feel safe, secure and settled
while in custody, and also allows them to set
targets to progress as they work with their
key worker under OMIC.
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Resettlement services and interventions
procured via the Dynamic Framework

Effective resettlement interventions act as
enablers to support supervised individuals
to adapt and re-integrate into community
life, build a crime-free lifestyle and a
network of support. Basic resettlement
needs on leaving prison or moving on from
approved premises include somewhere

to live, a means to support oneself via

paid employment, and access to benefits.
We want to ensure all individuals who are
moving from custody to the community
have access to resettlement interventions,
the bulk of which will be provided via

the Dynamic Framework. There will be a
women’s services category on the Dynamic
Framework to provide services specifically
designed for women, recognising the often-
important protective factor for women of
maintaining relationships and contact with
children. These will be designed to take into
account the geographically dispersed nature
of the women’s estate.

Our service intent for those being released
from prison is to ensure services are place-
based. This means, where possible, we
have specified that we want services to

be delivered where the user is living in the
community with some flexibility for services
to be delivered during pre-release or from
the prison gate. We want to avoid procuring
services that start and end in prison
without some continuity of service after
release or which duplicate other services
or responsibilities. We will only procure
services through the Dynamic Framework
that are not already part of the core offer

in our future reception and resettlement
prisons across England and Wales.

/ The Target Operating Model for probation services in England and Wales
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Part Two: Delivery of
interventions and
rehabilitative services

This section covers both commissioned interventions services
(Commissioned Rehabilitative Services and the Regional Outcomes
and Innovation Fund) and in-house delivery of interventions (Unpaid
Work, Accredited Programmes, Structured Interventions and Senior
Attendance Centres).

Commissioned Rehabilitative and Resettlement
Interventions

Commissioned Rehabilitative Services
(via the Dynamic Framework)

Design Principles

Overarching | How it applies to Commissioned Rehabilitative

design Services design

principle

User centred Commissioning a set of interventions which are available for those
design on community or suspended sentence orders (specifically with

Rehabilitation Activity Requirements) and for those on licence and
post-sentence supervision.

Ensuring that, for those on licence, the appropriate interventions
are available in order to support their resettlement and enable a
successful transition back into the community.

Securing consistently available interventions so that:

e all supervised individuals, irrespective of where they live, receive
well-targeted, well-designed and well-delivered interventions in
order to maximise their chances of leading crime free lives

¢ Probation Practitioners have access to interventions which meet
the frequently occurring criminogenic needs or which contribute to
stabilisation of their cases, enabling Practitioners to focus on key
Sentence Management activities
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Overarching

design
principle

/

How it applies to Commissioned Rehabilitative
Service design

Ensuring interventions are delivered in a way which:

¢ reflects the appropriate intensity of intervention needed to support
individual to make progress and achieve appropriate outcome(s)

¢ reflects the appropriate intensity of intervention needed to support
individual to make progress and achieve appropriate outcome(s)

¢ is responsive both to individual needs and the needs
of specific cohorts

Cost effective/
efficient design

Providers are expected to work closely with statutory and non-
statutory provision, making the best use of existing services to
support individuals in accessing and sustaining engagement with
these services. This will ensure that rehabilitative and resettlement
interventions complement, rather than duplicate, services which are
already available locally.

Providers are expected to deliver sufficient sessions to enable an
individual to achieve his/her agreed goals and to vary the intensity
of the interventions and services to reflect the complexity of

the situation.




Overarching

design
principle

Whole system
design

How it applies to Commissioned Rehabilitative
Service design

Commissioned Rehabilitative Services do not seek to meet the
same needs as Accredited Programmes or Community Sentence
Treatment Requirements. Where supervised individuals are eligible
for Accredited Programmes or Community Sentence Treatment
Requirements, these are the intervention of choice.

Commissioned Rehabilitative Services are a specialist provision which
complement existing provision. They should be used where there is
an identified criminogenic need which cannot be met through the
interventions identified above or where addressing the need leads

to stabilisation to enable other interventions to take place.

Evidence-based
design

Better defining the services to ensure that interventions are available
to address the primary factors linked to reoffending.

Ensuring interventions are delivered in ways that:

* meet the specific risks, needs and responsivity of the individual,
including both strengths-based, and trauma-responsive
approaches where relevant

e are tailored to meet any additional, diverse needs of
particular cohorts

Consistent but
flexible design

Ensuring providers have flexibility in designing and delivering
interventions that will meet clear outcomes in relation to each need
area and allow individuals receiving those interventions to make
appropriate progress.

Whilst core needs are frequently occurring, regional variations in
terms of existing service provision and barriers to needs being met
will mean that the design and delivery of the interventions should
vary to reflect this.

Effective
partnership
working design

A design which reflects the local landscape in terms of service user
need and specific opportunities and challenge, builds upon multi-
agency statutory and universal provision thus maximising usage and
co-commissioning, and utilises the experience and expertise of VCSE
organisations to improve access, engagement and to build skills.
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Overarching

design
principle

Service design

Inclusive design

How it applies to Commissioned Rehabilitative

Improving over time the range of rehabilitative interventions, or the
range of content and delivery styles within existing interventions, so
that these can better address the needs of different cohorts. This
should be done where the evidence shows that different approaches
improve outcomes or where there are areas of unmet need.

Case for change and evidence base

We acknowledge that there is a lack of
consistency in relation to the availability
and quality of interventions currently being
delivered. There is significant variation in
the amount of purposeful activity being
undertaken, and for the RAR in particular
there is a lack of confidence from key
stakeholders in both the amount and type
of activity being delivered. This draws on
findings from a range of sources, including

HMIP inspections, HMPPS thematic reviews

and best practice guidelines.

In addition to evidence gleaned from
reports, in 2018 HMPPS conducted

a project to look into the delivery of
resettlement interventions and RARs (we
focused on the use of RARs as some 80%
of interventions are delivered via these
court ordered requirements). Telephone
interviews and field visits with staff and
supervised individuals in CRCs and the
NPS were conducted. Additionally, as

part of market and staff engagement for
the Dynamic Framework we have held a
series of engagement sessions with staff in
probation and prison delivery, policy teams,
a range of potential providers including
VCSE organisations (specialist, cohort
specific), academic and umbrella/think-
tank organisations, and other government
departments (Health, Local Authority, DWP,
PCC etc.).

Key findings from previous research and this
additional activity are as follows:

Tailored and responsive probation
service delivery requires a range of high-
quality universal, targeted and specialist
interventions which support supervised
individuals in desistance from offending
and the safety of other people.

Factors often overlap and therefore need
to be addressed holistically.

The importance of ‘buy in’ and
motivational techniques utilised by
Probation Practitioners were pivotal
to desistance.

High quality delivery is characterised
by clear and effective liaison and
communication between Probation
Practitioners and contracted
providers/partners.

Intensive rehabilitative effort should be
focused on those with a higher likelihood
of reconviction.

Rehabilitation should address
criminogenic needs and build
on strengths.




¢ Rehabilitative interventions only make
a difference to offending when they
focus on the skills, behaviours and
attitudes that relate to an individual’s
pathway into crime and those that
hinder the way out. Providers should
work towards supporting individuals
to achieve measurable outcomes and
use approaches that work and are
responsive to the person and their
circumstances.

Anticipated Benefits

The implementation of a Dynamic
Framework will enable us to more clearly
specify our expectations for interventions
and services delivered for RARs and for
Resettlement. Supervised individuals will
receive well-targeted, well-designed and
well-delivered interventions which maximise
their chances of leading non-offending lives.
The new approach will result in an improved
ability for the Mod to influence stakeholders
and levels of demand across the Criminal
Justice System, as well as strengthening
judicial and other stakeholder confidence

in the interventions that will be available to
those under probation supervision. Public
protection and individual outcomes will

be improved by the consistent availability

of interventions which either address the
areas of need strongly associated with
reoffending or provide the stabilisation

that individuals need. Support will also be
tailored to recognise and meet the diverse
backgrounds and needs of individuals in
order to achieve positive outcomes.

/

Moreover, in order to improve individuals’
access to the most appropriate and
effective services, the new model will
maximise opportunities for collaboration
with local partners, including VCSE
organisations, local authorities, and
Police and Crime Commissioners.

The new approach to procuring
interventions and services via the Dynamic
Framework encompasses three of the
intermediate benefits which we expect the
target operating model to achieve as we
phase-in reforms following Day 1:

¢ Improved quality of interventions:
Measured through OSAG audits’
quality ratings of Commissioned
Rehabilitative Services.

¢ More successful delivery of
interventions: We anticipate increased
delivery of interventions through the
Dynamic Framework which will be
measured based on the proportion of
individuals receiving Commissioned
Rehabilitative Services.

¢ Increased local and partnership-
based delivery of probation services:
We anticipate that the Dynamic
Framework will result in an increased
number of VCSE organisations being
involved in the delivery of interventions
to be measured via the number of
VCSEs delivering Commissioned
Rehabilitative Services.

83
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Equalities Considerations

We expect providers to ensure that the
interventions they design and/or deliver

are responsive to people’s circumstances
and protected characteristics. Attentive

to our duties under the Equality Act 2010,
we have set out clear expectations that
Commissioned Rehabilitative Services
providers must deliver services in a way
which reflects each individual’s protected
characteristics and/or specific needs in
accordance with, and reflected in, an
individual’s ‘Service User Action Plan’.
These specifically cover learning difficulties
and/or learning disabilities, those who are
characterised as an ethnic minority (including
Gypsy, Roma and Travellers), young adults,
veterans, foreign national offenders, women,
gender identity and age/health.

The introduction of a Dynamic Framework
will enable us to put in place more flexible
arrangements at a regional and local level
for accessing specialist rehabilitative and
resettlement interventions, by running call-
off competitions to meet additional needs
that are evidentially linked to desistance,
as well as for cohorts requiring a targeted
or specialist response. The cohort specific
categories recognise that whilst the actual
activities and services may be similar, the
approach has to be tailored in order to

be sufficiently responsive to appropriately
address the needs of users within these
cohorts (including, women, people

from ethnic minority backgrounds and
young adults).

Providers will be expected to demonstrate,
within their bids, how they are able to tailor
to the specific needs of key cohorts the
interventions and services they offer using
best practice approaches that will achieve
better engagement and outcomes for
supervised individuals.

We acknowledge that individuals often
present with multiple, complex and
intersecting needs, and that to provide

them with effective support, it is crucial that
providers are able to offer sufficient flexibility
in their delivery.

In line with the findings of the Lammy
Review, we recognise that some smaller
BAME specialist voluntary sector
organisations may not have the capacity
to be able to participate fully in new
commissioning arrangements. To help
remove potential barriers and build capacity,
we have provided targeted funding to each
region for 2020/21 to help support BAME
organisations that have clear priorities
around working with ethnic minorities and
are specialists in this area. We hope that

in this way we can strengthen services

for BAME service users and enable
BAME-specialist organisations to register
successfully onto the Dynamic Framework.

What is the Dynamic Framework?

The Dynamic Framework is a hybrid of

a Framework Agreement and a Dynamic
Purchasing System. The Framework will
provide a flexible mechanism to source
suppliers who can deliver resettlement and
rehabilitative interventions across England
and Wales. The Dynamic Framework will
allow the Regional Probation Director to
procure interventions that can be tailored
to local need and create or take advantage
of emerging local opportunities, such as
opportunities for co-commissioning.




Links to HMPPS Business Strategy

Transforming the delivery of
rehabilitative and resettlement
interventions by working in
partnership with Commissioned
Rehabilitative Services
providers will allow us to meet
the varied and complex needs
of individuals in order to

reduce reoffending.

The services from the Dynamic Framework
will be used for individuals both on
community orders and those supervised

on licence in the community with an

option for some pre-release activity.
Resettlement services can be delivered to
individuals while in custody to help them
prepare for release as well as supporting
resettlement post-release, focussed
specifically on supporting and addressing
needs in relation to transition from prison
as well as reintegration into community life.
Rehabilitative interventions are focused

on the need to reduce reoffending for
those on community orders, suspended
sentences and licences and are intended to
support individuals to re-integrate into the
community by addressing a range of needs.

Qualification onto the Dynamic
Framework

The Dynamic Framework will allow potential
providers to qualify onto the Framework by
need area, specifying in what geographical
locations they can deliver. It will also be
split into categories based on needs and
cohorts. All providers that successfully
meet the criteria outlined in the Selection

/ 85

Questionnaire will be admitted to the
Dynamic Framework, enabling them to
participate in future call-off competitions.
The qualification process to join the
Dynamic Framework will be simple

and proportionate.

As the Framework is dynamic, organisations
will be able to qualify at any point in time
during the term of the Dynamic Framework.
We anticipate that the Dynamic Framework
will be in place for a period of seven to

10 years, with the opportunity to extend

this upon appropriate notification to the
market. Providers qualifying for the Dynamic
Framework will be able to amend their
details (e.g. the geographical area they are
interested in bidding for) at any time, subject
to a review process.

Commissioning

The Dynamic Framework will primarily be used
to award contracts, however, there is flexibility
built into the framework agreement to extend
this to grants if required. Commissioners will
determine the most appropriate approach for
each call-off competition based on service
needs. HMPPS has run centrally a series

of call-off competitions, amongst those
providers that have qualified, to procure
priority services required from Day 1 of the
new probation model in all regions other than
Greater Manchester and for women’s services
in London (see below).

For Day 1, Regional Probation Directors will
decide if they wish to commission support
services for dependency and recovery
(which are wrap-around services to existing
dependency treatment services provided by
health/local authorities) and for support to
address finance, benefit and debt needs,

or if there is sufficient provision in place.
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In Greater Manchester, we are working with
GMCA to look to co-commission all priority
services (including finance, benefit and debt
and dependency and recovery) for Day 1,
using their procurement routes.

In London, we have worked with the Mayor’s
Office for Policing and Crime (MOPAC)

to co-commission services for women.

This will be based on an expansion of the
existing MOPAC grant agreement to cover
all London boroughs and meet probation’s
specified core service requirements. The
new probation service and MOPAC will then
seek to jointly commission new rehabilitative
and resettlement services for women in
London in 2022.

Service
or Cohort
Category

/

Priority Day 1 services are detailed in the
‘Day 1 overview’ table in Chapter 2. Post
Day 1, it will be the responsibility of regions
to utilise the Dynamic Framework to procure
Commissioned Rehabilitative Services to

fill gaps or extend service delivery informed
by available intelligence. The full range of
services available for procurement under the
Dynamic Framework will be as follows:

High Level Outcomes

Accommodation e Accommodation obtained/sustained.

e Homelessness prevented.

Education, e Suitable employment, training and education obtained and
Training and sustained.
Employment ¢ Barriers removed and skills increased.

and Debt

Finance, Benefits | e Stable and lawful income with reduced debt.

e Improved skills to manage finances.

and Recovery

Dependency ¢ More able to manage high-risk situations.

e Specialist support accessed.




Service

or Cohort
Category
Personal e Successful transition e.g. from custody to community.
Wellbsing: e More able to manage challenging situations and to engage with
e Social services and other opportunities.

Inclusion e Have pro-social support and interests.
¢ Lifestyleand | o Negative associates have less influence.

Associates T . .

e Safe and positive intimate relationships.

* Famiy & e Improved family relationships/parenting capacit

Significant P y pS/p g capacty.

others ¢ |mproved coping skills and strategies.
e Emotional e More able to comply with treatments/medication.

Well-Being
Women’s e More effective services that are better tailored to the specific
Services (Cohort) needs of this cohort.
Services for e More effective services that are better tailored to the specific
Young Adults needs of this cohort.
(Cohort)
Cognitive and ¢ Modify negative patterns of behaviour.
Behavioural * Promote self-awareness and emotional intelligence.
Change
Restorative ¢ Increased victim satisfaction and reduced reconviction.
Justice’ (i.e.

victims’ services)

Services for ¢ More effective services that are better tailored to the specific
BAME Groups needs of this cohort.

(Cohort)

Service User e Services improved through input and involvement from previous
Involvement service users.

"These are outside the scope of current probation service delivery, but are often
commissioned by PCCs who may wish to commission these through the Dynamic Framework
in future.
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For future commissioning, either to replace
the Day 1 contracts when they expire or to
supplement those with additional services,
Regional Probation Directors will be
responsible for choosing what services to
commission and how. To do this, we expect
them to work with regional agencies (e.g.
through reducing reoffending boards and
other arrangements) to assess needs

and services locally and agree
commissioning priorities.

As well as being a mechanism for the
new probation service, the Dynamic
Framework also provides accessibility for
a range of different participating bodies
who will be able to buy services directly
from the Dynamic Framework or via
co-commissioning arrangements with
probation. This will include HM Prisons,
Regional Authorities for Probation, the
Welsh Government, Police and Crime
Commissioners, the Mayor’s Office for
Policing and Crime (London), the Greater
Manchester Combined Authority, and other
local authorities.

In addition to budgets to cover core
sentence delivery services such as those
being commissioned through the Dynamic
Framework, Regional Probation Directors
will also have access to other sources

of funding including the Regional
Outcomes and Innovation Fund

(see below for further details).

Role of Probation Practitioner
in supporting rehabilitative
and resettlement interventions

Evidence shows that to maximise the
chances of success, interventions should
be part of a holistic approach underpinned
by effective supervision. As outlined in the
Sentence Management section above,
Probation Practitioners therefore have

a pivotal role in the effectiveness of the
interventions through a variety of actions.
This includes actively managing delivery of
the sentence plan, overseeing the selection
and sequencing of appropriate rehabilitative
interventions and reinforcing progress

and new ways of thinking and behaving to
support behavioural change.

Probation Practitioners attempting to
address practical needs such as housing,
education and training or financial advice
can detract from other crucial elements

to manage the sentence, due to the time
pressures and challenges in accessing
support for individuals. Probation
Practitioners need to strike the right balance
in order to effectively manage those they
supervise. Equally, interventions which build
social capital are likely to be better delivered
by specialist local providers. Our aim is to
support Probation Practitioners to make
timely referrals and to have confidence

that they can access suitable interventions
and services available through a range of
pathways including the locally delivered

and responsive, wrap-around, specialist
service required of providers on the
Dynamic Framework.




The Probation Practitioner will be required
to integrate the interventions and services
outlined in their sentence plan as they hold
the management of the overall delivery of
the sentence. Probation Practitioners will
also record completion of the intervention(s)
and the outcomes that have been achieved.
It is crucial that there has been ongoing
liaison with the Commissioned Rehabilitative
Services provider regularly throughout
delivery so that the progress can be closely
reviewed; and where there are challenges,
these are swiftly addressed so that progress
towards successful achievement of the
outcomes is maintained.

Requirements for future providers

At qualification

In evaluating Commissioned Rehabilitative
Services for qualification on the Dynamic
Framework, we will invite providers to:

e articulate the specific rehabilitation and
resettlement interventions they will offer
to meet the key criminogenic needs
which are not met by either accredited
programmes or treatment requirements

¢ describe how they will secure outcomes
that are responsive and can meet varying
levels of need

e describe how they will address the needs
of individuals with multiple complex
needs and protected characteristics

e provide a detailed explanation of how
and when they will support individuals
pre-release, and how interventions will
specifically address needs relating to
transition and community reintegration
from prison to community and move-on
from approved premises

/ 89

¢ demonstrate within their bids how their
service works closely with local providers
and how it will be tailored to meet the
variations in local needs. Services will be
delivered in the key locations within each
Probation Delivery Unit

Pre, Post sentence and Termination

Through collaboration with partners on

the Framework, the intention is to support
Probation Practitioners by ensuring that
there are interventions available through a
range of pathways. This includes the locally
delivered and responsive, wrap around,
specialist services required of providers on
the Dynamic Framework, which meet the
most frequently occurring rehabilitative and
resettlement needs that will not be met by
Accredited Programmes and Community
Sentence Treatment Requirements.

The expectation is that providers will provide
timely information which would be available
on the Authority System to enable Probation
Practitioners to have access to sufficient
information to inform their proposals, either
at the pre-sentence or pre-release stage.
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After receiving a referral from a Probation
Practitioner, Commissioned Rehabilitative
Services providers will assess the individual
in a face-to-face meeting where possible
and prepare a ‘Service User Action Plan’
which will detail how the agreed outcomes
will be met via the actions and activities that
they undertake. This assessment session
also ensures that providers are able to give
due consideration to individual’s needs and
circumstances in order to appropriately
tailor provision to the needs of the user.
The Service User Action Plan will be
specific, measurable, achievable, realistic
and time bound and can be utilised by
Probation Practitioners in sentence plans to
ensure a comprehensive and user-focussed
approach to Sentence Management.

Commissioned Rehabilitative Services
providers will report on each contact with an
individual digitally, via the Authority System.
This will appear in probation systems as

a contact. The frequency of this contact

is stipulated in supplier specifications to
ensure that there is an appropriate flow of
communication between Commissioned
Rehabilitative Services providers and the
Probation Practitioner.

At any point in the service delivery, the
Probation Practitioner may request a three-
way meeting between the Commissioned
Rehabilitative Services provider and the
service user to discuss updates on service
delivery and outcome progress, to review
and amend as is necessary.

At the end of service delivery, the
Commissioned Rehabilitative Services
provider will complete an End of Service
Report (ESR) which will outline progress
made through the lifetime of the service
delivery, outcomes achieved and a move-

/

on plan. The ESR will be utilised by the
Probation Practitioner in termination
assessments.

Flow of information between Probation
Practitioners and Commissioned
Rehabilitative Services providers

Commissioned Rehabilitative Services
providers and Probation Practitioners will
use the new digital services currently under
development. These services will be used
to manage effective delivery and provide
the new probation service with information
from providers on available Commissioned
Rehabilitative Services. The new digital
system also includes the processes

of adding, finding and referring to an
intervention, tracking progress and receiving
feedback on and evaluating those services.
Probation Practitioners will be able to find
and refer service users on to an intervention
through a single digital service as opposed
to needing to switch between up to four
systems currently.

In Wales, a Centralised Operational,
Resettlement, Referral and Evaluation
(CORRE) Hub model will be tested. This will
assist Probation Practitioners by identifying
suitable interventions, completing referrals,
monitoring offender progress and keeping
the sentence on track. This will include

but will not be limited to Commissioned
Rehabilitative Services. Digital solutions
developed to manage interventions will be
incorporated within the CORRE Hub’s remit.

Figure 13, overleaf, outlines the interactions
and high-level flow between the Probation
Practitioner and the Commissioned
Rehabilitative Services (Dynamic
Framework) provider.
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Regional Outcomes and
Innovations Fund

The Regional Outcomes and Innovations
Fund (ROIF) is a small pot of money
available to regions, intended to help lever
investment in wider services (for example
by entering co-funding arrangements with
PCCs or other commissioners) that may
help reduce re-offending, but which are
not directly delivering the order of the
court. This will help Regional Probation
Directors to:

e find new and innovative ways of working,
and work with a wider range of service
providers

e provide additional and ongoing support
beyond sentence, or to those whose
sentence provides limited opportunity for
intervention but are at risk of reoffending

e find efficiencies that come from being
able to invest in joint initiatives and
shared funding arrangements and
access additional investment

e make services available to offenders
based on need rather than dependent
on sentence requirement

The ROIF fund will ramp-up over a number
of years. This will allow the regions to build
the relationships and skills to make effective
commissions and ensure that there are

new investment opportunities in each of the
ramp-up years.

/

Commissioning and Success Criteria

Each region will have discretion to decide
how to invest their fund, using evidence and
local intelligence to inform their decisions.
They will be able to set the specifications for
the services they wish to invest in and the
performance indicators that will be applied.
Commissioning teams will be supported by
commercial and contracting teams through
the co-design phase of the business
planning cycle (see figure 18).

Each Regional Probation Director will

be expected to demonstrate that have

spent their money well and describe the
commissioning decisions and the service
delivery they have funded. The exact
processes for the oversight are still being
developed but the aim is to have success
criteria that will be broad enough to allow for
innovation and that take into account:

* agenuine service gap that the funding
can address and will offer additionality
to the services expected from sentence
delivery arrangements or from statutory
responsibilities held by other agencies

e acredible rationale to show how this
service will address this gap and provide
benefits to those at risk of reoffending

e a fair process to award the funding,
and to oversee its use

e appropriate evaluation and performance
measures to be able to assess the
impact of the service

¢ how to maximise the value for money
and efficiency of the investment,
including consideration of the value
of funding from co-commissioners/
funders and coordination with relevant
custodial regions




due diligence to ensure any potential
dis-benefits and risks are identified

an impact assessment for each funding
decision and for the ROIF overall
spending plan

benefits to service users, which may
directly enhance sentence delivery
outcomes, but must not directly invest
in enforceable sentence delivery content
and must not cross-subsidise activity
already funded or enforceable sentence
requirement contracts

a commitment to sustainable provision
and to share best practice with partners
and other regions

alignment of ROIF investment with
the overall national and regional
probation priorities

We will carefully consider how this could
operate in the context of different funding
arrangements in Wales for substance
misuse and mental health, and we will make
full use of the Wales CORRE Hub team to
inform the use of this fund and the choices
of services it gets.

In-house Delivery of Interventions

As announced in June 2020, in response
to uncertainties created by the COVID-19
pandemic we will be bringing the delivery
of definable interventions into the new
probation service.

The aspiration of HMPPS is to have available

a range of in-house interventions:

* Provision of sufficient local quality
Unpaid Work placements.

/ 03

e A suite of Accredited Programmes
(accredited by CSAAP).

e A variety of Structured Interventions
(approved by the National Effective
Interventions Panel).

e A portfolio of approved toolkits
(approved by the National Effective
Interventions Panel).

We will have improved targeting through
the Effective Proposal Framework, robust
systems of recording, appropriately trained
facilitators, and good evaluation methods;
all of which will facilitate a good evidence-
base about what works.

/ The Target Operating Model for probation services in England and Wales
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Interventions Team

In each of the 12 regions, an Interventions
Team will be responsible for the delivery

of Unpaid Work, Accredited Programmes
(including delivering Accredited
Programmes in prisons in Wales), approved
Structured Interventions (covering the three
areas of emotional management, attitudes,
thinking and behaviour and domestic abuse)
and Senior Attendance Centres. To ensure a
consistent approach sexual offending teams
delivering the accredited Sexual Offending
Programme will move in to the Interventions
Team. Work to align the sexual offending
teams structure to the regional Interventions
Teams will take place post Day 1. Extremism
Programmes will continue to be delivered

by specialist teams.

The core principles for the relationship
between the Probation Practitioner and the
Interventions Teams will be:

e aligned vision, culture and behaviours
that support a rehabilitative culture

e acommitment to work with and across
multiple agencies and delivery partners

e atrue partnership ethos, with a joint
vision and joint working to address any
issues encountered

e aclear focus on evidence informed
practice, innovation and continuous
improvement in service delivery,
consistent with the HMPPS strategic
principle ‘open learning culture’

/ 95

e to improve sentencers’ confidence by
improving our eligibility and suitability
assessment prior to, and post-sentence,
to ensure the right people get the right
intervention. The new operating models
for Interventions Teams will also see
additional timeliness checks at three and
six months prior to end of sentence to
ensure requirements are completed
on time

¢ Kkeeping delivery local — aspiring to keep
travel time to interventions at 60 minutes
each way as far as possible — to reduce
the potential barrier of excessive travel
and improve compliance

How the Interventions Team will work

HMPPS will place performance measures
on the Interventions Teams with respect

to how they deliver specific elements of
delivery and will work with the Regional
Probation Directors to seek ways to innovate
and improve the quality of service delivery.

This will include capability to design and
test new interventions (either with a view
to getting these accredited or to be run
as Structured Interventions), but we are
also clear on the importance of getting
the basics right and setting out minimum
expectations for delivery standards.

To ensure both the Interventions Team and
Probation Practitioner have a strong working
relationship, the dependencies which both
will rely on are set out clearly in operating
manuals. Additionally, the performance
measures, revised National Standards

and the provision of a clear escalation
process should any issues arise, will provide
confidence for both parties and a means for
clarifying any areas of ambiguity.
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An Interventions Team in each Region
will reduce the complexity for Probation
Practitioners in referring to intervention
services and drive an increase in the use
of suitable interventions. This will assist
engagement with the right interventions
at the right time, reducing the risk

of reoffending.

To aid sentencing decisions, Interventions
Teams will be required to maintain a
directory of services, accessible to court
and Sentence Management teams, which

describes the range of placements available.

The directory will be updated on a quarterly
basis and will be used by Probation

Unpaid Work

Unpaid Work Design Principles

Overarching

design
principle

User centred
design
to the community.

work-related skills.

individual needs.

/

Practitioners supplying advice to court for
sentencing. We will seek to ensure that

all eligible and suitable individuals attend
the appropriate Accredited Programmes
or, where this is not possible, a Structured
Intervention with an evidence-base.

Building on advancements made by CRCs,
Interventions Teams will be supported in
their roles through planned technological
and digital improvements to reduce
duplication and increase efficiency in
arranging interventions as well as the
provision of hand held and personal

safely devices.

How it applies to Unpaid Work design

Aiming for delivery of Unpaid Work within an individual’s local area/
community in order to increase compliance and promote reparation

Stronger emphasis on the opportunity to use 20% of a supervised
individual’s Unpaid Work hours on Education, Training, and
Employment, in order to ensure that those eligible for it realise

the rehabilitative potential of Unpaid Work through gaining

Allowing sufficient time for a full Unpaid Work assessment, and
completion of the appropriate level of risk and needs assessment,
to make it possible to match supervised individuals to a placement
that best meets their risk and needs and increases the likelihood of
successful completion.

Providing increased opportunities for those eligible to work intensively,
attending for up to 28 hours per week, in order to respond to




Overarching

design
principle

Cost effective/
efficient design

/ o7

How it applies to Unpaid Work design

Ensuring that the right people are on the right placements in order to
reduce the likelihood of further costly court appearances due to
non-compliance.

Reviewing the rate of completion for each case at the six-month
and nine-month stage of the requirement in order to ensure timely
completion and to reduce court appearances to extend the order.

Whole system
design

Providing information on ‘quality and locality’ of placements (and
any other relevant information) to the court to enhance sentencer
confidence in probation services.

Aiming to keep travel time to a minimum in order to ensure individuals
are spending more of their hours working rather than travelling and
also to ensure attendance at placements.

Evidence-based
design

Collating and analysing information on outcomes to be able to share
innovation and best practice across regions.

Implementing training for staff directly supervising individuals on
Unpaid Work, as evidence indicates better trained staff encourage
better engagement.

Consistent but
flexible design

Ensuring consistency by continuing Unpaid Work interventions
currently being delivered by the CRCs where appropriate. New
placements will be identified that provide a diverse range of high-
quality placements that meet the risk and needs of service users.

Effective
partnership
working design

Liaison with local forums such as the PCC and Community
Safety Partnerships to facilitate the statutory duty to consult local
communities about Community Payback plans, as set out in the
Government White Paper, 2020.

Ensuring that placements are recognised by members of the public
as credible and demanding, whilst providing tangible benefits to the
local community with the ability for local communities to nominate
work placements.
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design
principle

Inclusive design Ensuring that there is a greater focus on making available a wide
range of placements that match the needs identified in the Unpaid
Work assessment, including those with protected characteristics,
child care and other caring responsibilities.

/

Overarching | How it applies to Unpaid Work design

Case for change and evidence base

We want to build on best practice

within CRC’s to improve the quality and
consistency of delivery of Unpaid Work
whilst ensuring that requirements are
completed within 12 months. There has
been some good quality and innovative
work undertaken by CRC’s, however, this is
inconsistent. The ambition for Unpaid Work
will be to have a sufficient number of quality
placements that improve the availability of
educational and training opportunities as
required. Evidence indicates that individuals
who recognise the benefit of the work

they are doing are more likely to gain
rehabilitative insights from the sentence.
We will also aim to increase the availability
of placements within the local area to
reduce travel time which currently is too
long in some cases. Additionally, quality
assurance activity focusing on placement
quality, quality of supervision as well as
monitoring of Health & Safety adherence
will be undertaken.

Research on pro-social modelling and
procedural justice reinforces the expectation
that trained and supported staff further
improve the rehabilitative outcomes of the
sentence. To support this, and in line

with the Probation Workforce Strategy,

we want to place a greater onus on training
for Unpaid Work staff.

Links to HMPPS Business Strategy

The new model will place
greater emphasis on staff
training and development as
part of our commitment to
enabling staff to be their best
while supporting individuals
carrying out Unpaid Work
and local communities in
getting the most out of

these placements.




Anticipated benefits

Under the new model, Unpaid Work
placements will be more responsive to
individual needs and will help to secure
better outcomes for both supervised
individuals and communities. Improvements
in the assessment and induction process
will help ensure that work placements

are more relevant to an individual’s risks
and needs. This will, in turn, enable better
engagement and will help placements

to begin promptly. A renewed focus on
providing a sufficient quantity of good-
quality local placements will enhance
local payback in the community, as well
as enabling placements to meet more
diverse needs and increasing successful
completions. Moreover, a new emphasis
on utilising 20% of hours for Employment,
Training and Education (where relevant)
will provide individuals with inbuilt learning
and rehabilitative opportunities, thereby
supporting them in making meaningful and
lasting changes to their lives. Additionally,
the new model aims to increase sentencer
confidence in the effectiveness of Unpaid
Work, thereby encouraging the use of
community orders as a robust alternative
to custody.

Our approach to Unpaid Work will help
achieve the following intermediate benefits
of the programme as a whole:

¢ Improved quality of interventions:
Specifically, improved quality of Unpaid

Work which will be measured through the

quality rating achieved via OSAG audits.

/ 9

¢ More successful delivery of
interventions: We anticipate increased
completion of Unpaid Work within
12 months of sentence as well as an
increased use of education, training and
employment-related elements (ETE) as
part of Unpaid Work, and the number of
service users taking up to the maximum
proportion (20%) of unpaid work as ETE.

Equalities considerations

There will be a greater emphasis on
consideration of groups with protected
characteristics and specific needs. This
includes ensuring that women subject

to probation services are offered the
choice not to be placed in an all-male
work environment and female only and
individual placements will be sourced where
required. A more robust initial assessment
of supervised individuals will provide

the Interventions Team with a clearer
understanding of specific needs.

Partnerships, staff selection and placement
arrangements will reflect diverse
communities. The Unpaid Work Operational
Manager will have a specific remit to

work with the regional equalities lead to
champion diversity in the delivery of Unpaid
Work. They will work with partner agencies
to identify placements within specialist
agencies or organisations that support the
integration and inclusion of specific cohorts
of people with protected characteristics.
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Delivery of Unpaid Work

The Unpaid Work Team will be notified

of all new requirements post-sentence.
The Probation Practitioner will undertake

a dedicated Unpaid Work risk and needs
assessment and complete the Unpaid Work
assessment form within 10 working days
of sentence and reflect this in the sentence
plan. Probation Practitioners within single
requirement teams will be suitably trained
and supported to manage all risk levels.
This assessment is used to ensure that the
most appropriate placement is allocated
that takes account of risks, needs and

any restrictions.

This may include the use of the 20%
allowance for ETE-related need. If the
individual is unemployed, the Unpaid Work
Assessment will also indicate the Probation
Practitioner’s expectation for the number of
Unpaid Work hours to be scheduled each
week, that build to the required intensive
level of 28 hours per week. Sentence
Management and Unpaid Work single
requirement teams will be held to account
for the timely delivery of this assessment
through performance measures and
National Standards monitoring.

The Interventions Team will source a range
of work placements, providing opportunities
for group and single placements that benefit
the community and that meet the risks

and needs of those on them. Those on
Unpaid Work will be required to attend a

full induction prior to their first work session
which should start within 15 working days
of sentence. The induction will provide
information and instruction on Unpaid

Work rules and regulations, compliance,
expectations of behaviour and health

and safety.

Existing arrangements for Unpaid Work
have achieved some success in utilising
peer mentors both in the support and
delivery of Unpaid Work. We want to retain
access to peer mentor support where
regions have identified the need. Where
used, a peer mentor is expected to be
present at the group induction. This can
include a motivational presentation to the
group and the offer of additional support
during the placement for people with
protected characteristics or those who are
struggling to comply with the requirement.
Peer mentors can also add value to the
education or training aspects of an Unpaid
Work placement.

The new operating model provides the
opportunity to increase the level and

scope of work placements available to
meet the requirements of the court. This
includes setting up national agreements
with charities who can offer high quality
placements and provide consistency across
the regions. There is also a longer-term
ambition to source workshop space in each
region to enable effective management of
risk and avoidance of stand-downs. These
initiatives will bring sufficient high-quality
group and individual placements that are
available locally and meet individuals’ risk
and need, particularly for those who pose
a high risk of harm.




Women subject to probation services will
be offered a choice not to be placed in all-
male work environments and female-only
and individual placements will be sourced
where required. Appropriate placements will
be sought in the local community to meet
a variety of diverse needs. Stand-downs
will be avoided by ensuring that a sufficient
range of work placements are available and
that a degree of flexibility alongside other
strategies can be deployed at short notice
to avoid cancellation of work sessions,
under any circumstances.

Regional Probation Directors will ensure that
local people and community organisations
can identify work projects for Unpaid

Work through a variety of means, such

as social media, online presence, and
suggestion boxes at work sites. Website
and other social media may be used to
inform the wider community of the benefits
and progress made through Community
Payback project work.

The Interventions team will consult local
people and organisations when setting out
the plan for Community Payback activities
over the coming year. Liaison arrangements
with the Police and Crime Commissioner,
Community Safety Partnerships Victim
Groups and other community forums will
ensure that community leaders and local
officials fully understand the contribution
that Unpaid Work can make to local
initiatives. These arrangements will help to
direct the reinvestment of income generated
through Community Payback into areas

of targeted need that are not able to
contribute to costs.
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We are seeking to maximise the ETE
opportunities available through Unpaid
Work placements for eligible individuals.
The main pathway to address ETE needs
remains with the RAR as a specific element
of the sentence. However, considerable
potential remains within the Unpaid Work
requirement for on the job training and
skills development that can support future
employment opportunities. A feature that
defines a ‘good quality’ placement is the
availability of ETE activities that make

best use of the 20% allowance within the
order. While there is no expectation that
separate or specific ETE activities (e.g. job
applications or writing a curriculum vitae)
will be provided, there is an expectation
that, where appropriate, an individual will be
supported to attend at a training provider
to supplement on the job training. In these
circumstances this activity can qualify as
part of the 20% allowance for ETE within the
requirement hours.

Good quality work placements will be
available in the local community. We will
aspire to limit travel times for individuals

to attend the Unpaid Work induction to a
maximum of 60 minutes and to a maximum
of 90 minutes each way for Unpaid Work
placements, of which a maximum of 60
minutes each way can be spent under
supervision (usually a crew bus) and
credited against the sentence of the court.
We will expect the maximum travel time to
be limited to exceptional circumstances and
recorded as such on the case recording
system. Where women and other carers
identify travel time impacts on caring
responsibilities, appropriate placements
and travel arrangements will be sought to
minimise this impact.
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Throughout the delivery of the sentence,

all risk and enforcement decisions and
appropriate action will remain with the
Probation Practitioner, Unpaid Work staff
will inform the Probation Practitioner within
one business day of any indications of
change to risk or failures to attend or other
compliance issues so that risk enforcement
decisions can be taken.

A review of all active cases will take place
at the six-month and nine-month stages
of the requirement to ensure that all hours
are completed within the 12-month period
prescribed by the court. Unpaid Work
Teams will have appropriate systems in
place to ensure completion of hours within
timescale and to ensure that reviews take
place and are shared with the Probation
Practitioner so that appropriate action

is taken.

At the end of the requirement, the Unpaid
Work Team will provide the Probation
Practitioner with an overview of a
supervised individual’s compliance with
the requirement including attitude and
behaviour and any ETE activity undertaken
and awards gained.

Research shows the importance of training
for Unpaid Work staff. Community Payback
Supervisors will undertake, as a minimum,
introductory training in health and safety;
first aid; the core principles of Unpaid Work;
safeguarding; PREVENT; risk awareness;
dealing with challenging behaviour;
pro-social modelling; and diversity

and inclusion.

/

Community Payback Supervisors will
receive ongoing professional development
in the core requirements but may also
include wider practice issues e.g. engaging
with those individuals subject to Unpaid
Work, support and motivation compliance,
problem solving techniques to model life
skills, domestic abuse and substance abuse
awareness, procedural justice and positive
reinforcement and desistance.
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Accredited Programmes and Structured

Interventions

Accredited Programmes Design Principles

Overarching

design
principle

User centred
design

How it applies to Accredited Programmes design

Improving the matching of the right people to the right programme
through the introduction of additional suitability and eligibility checks
pre- and post- sentence, to improve successful outcomes for
individuals and help protect the public by reducing the risk of
re-offending.

Providing Accredited Programmes at suitable times to take account
of personal circumstances, such as caring responsibilities, in order to
meet individuals’ needs and maximise successful outcomes.

Cost effective/
efficient design

Ensuring that Accredited Programmes are the intervention of choice
for those who are eligible in order to ensure that the most suitable
intervention is delivered.

Improving existing suitability and eligibility checks to ensure the right
people are on the right programmes in order to reduce the likelihood
of further costly court appearances.

Completing suitability and eligibility checks within set timeframes in
order to reduce the cost, time and complexity of returning to court for
further appearances.

Introducing additional checks six and three months prior to end of
sentence in order to ensure timely completion of the programme
requirement and to reduce court appearances to extend the order or
re-sentence individuals.

Whole system
design

Aiming to keep travel time to a minimum in order to reduce
barriers to attendance and increase individuals’ engagement
with the programme.

Ensuring the quantity of supply of places on Accredited Programmes
is sufficient and available in the right locations to meet supervised
individuals’ needs and also to ensure the sentence length received

is commensurate with the offence.




Overarching

design
principle

Evidence-based
design

How it applies to Accredited Programmes design

All Accredited Programmes undergo external scrutiny via the
Correctional Services Advice and Accreditation Panel (CSAAP) to
ensure they are based on the most up to date relevant research.
These programmes have a design based on desistance theory,
cognitive behaviour theory and follow the risk, need and responsivity
principle to ensure the right people are on the right programme. We
will continue assessing the quality of delivery and effectiveness of
Accredited Programmes to inform the future offer.

105

Consistent but
flexible design

Ensuring consistency through provision in all regions of the Thinking
Skills Programme (TSP), Building Better Relationship and Sexual
Offending programmes, as well as any other Accredited Programme
being delivered by the current CRCs.

Allowing Regional Probation Directors discretion on other
programmes provided informed by local needs. The short-term
focus is on getting the basics right rather than further investment
in additional programmes, given the challenges presented by
COVID-19 recovery.

Effective
partnership
working design

Exploring the potential to design, develop and test new programmes
in partnership with the Correctional Service Accreditation and Advice
Panel in order to adapt to emerging needs and regional demand.

Inclusive design

Ensuring protected characteristics are taken into account in the
delivery of Accredited Programmes. Future design will ensure that
more consideration is given to how specific needs are addressed and
enable supervised individuals to access the programmes they need to
address offending behaviour.
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Structured Interventions Design Principles

Overarching

design
principle

User centred
design

How it applies to Structured Interventions design

Allowing access to a wide range of interventions to meet supervised
individuals’ needs more effectively.

Providing Structured Interventions at suitable times to take account
of personal circumstances, such as caring responsibilities, in order to
meet individual needs and maximise successful outcomes.

Building in flexibility for the Probation Practitioner to respond to
changes in a supervised individual’s risks and needs in a responsive
manner by referring to Structured Interventions to more effectively
protect the public.

Cost effective/
efficient design

Introducing additional checks six and three months prior to the
end of sentence, in order to ensure timely completion of the
Intervention and to reduce court appearances to extend the order
or re-sentence individuals.

Whole system
design

Ensuring Structured Interventions align with the broader sentence
objectives so that the Probation Practitioner is able to address any
barriers to engagement prior to referral to a Structured Intervention.
This will improve the likelihood of successful completion of

the sentence.

Aiming to keep travel time to a minimum in order to reduce barriers
to attendance and increase engagement with the programme.

Evidence-based
design

Structured Interventions will meet the Correctional Services Advice
and Accreditation Panel principles for effective interventions and will
continue to be evaluated to ensure they are effective.

Providing a minimum standard of training for staff delivering
Structured Interventions, including continuous professional
development, as evidence indicates better trained staff encourage
better engagement of individuals.
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Overarching | How it applies to Structured Interventions design

design

principle

Consistent but Allowing Regional Probation Directors the flexibility to ascertain which
flexible design Structured Interventions are required to meet the needs of the region.
Effective Developing suitability and eligibility criteria in conjunction with those
partnership developed for Accredited Programmes to ensure the right people are
working design matched to the right interventions.

Inclusive design Introduce National Effective Intervention Panels to ensure the quality

of Structured Interventions meet a wide range of specific and diverse
needs in order to support and address offending related risks and
needs, including individuals who are vulnerable or have protected
characteristics as defined by the Equality Act 2010.

Accredited Programmes and Structured matching the right people to the right
Interventions: Case for change and intervention will improve outcomes and,
evidence base the suitability and eligibility checks built
We want to improve quality of delivery and into the design will also help improve
consistency in this area. Whilst CRCs have these outcomes.

developed some good practice in delivery,

we want to increase completion of court
orders as this area is not performing as we

would expect. We will seek to ensure that

all eligible and suitable individuals attend Our open, learning culture

the appropriate Accredited Programmes will ensure that we make full

or, where an individual is not eligible or
suitable, an evidence-informed Structured use of el to-date research

Intervention is delivered where appropriate. on_promotlng desistance
to inform our approach

to providing Accredited

The body of research on promoting
desistance from offending informs our

approach. Engaging supervised individuals Programmes and Structured
with a meaningful pro-social approach Interventions which support
improves the likelihood of successful individuals in making real,
completion and a reduction in reoffending. Iasting changes to their lives.

For Accredited Programmes and Structured
Interventions, evidence suggests that
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The quality of the design and delivery of
the programme also makes a significant
difference to outcomes. If a programme
design is based on techniques that have a
strong evidence base, and it is shown to be
implemented well, then this should improve
the chances that the programme will deliver
its intended outcomes.

Research on offending behaviour
programmes, pro-social modelling and
procedural justice reinforces the expectation
that trained and supported staff further
improve the rehabilitative outcomes. In line
with the Probation Workforce Strategy, we
want to place a greater onus on training

for those staff delivering Accredited
Programmes and Structured Interventions.
Structured Interventions operating manuals
will require suitable training for staff
delivering interventions to help improve
rehabilitative outcomes. Accredited
Programmes have a set training programme
for the delivery of each intervention, with

all facilitator delivery quality assured on

a regular basis.

Accredited Programmes and Structured
Interventions: Anticipated benefits

Under the new model, supervised
individuals will experience improved
access to services that can support their
rehabilitation and reduce reoffending. More
timely starts and completions of additional
eligibility checks will ensure individuals
receive the right interventions for them,
which will in turn help to improve outcomes
and enhance sentencer confidence in the
quality and effectiveness of interventions.
Moreover, by introducing Structured
Interventions, which are approved for
delivery by an Effective Interventions Panel
(EIP), the new model will provide greater
assurance of the delivery of effective
approaches and of the quality of RAR

/

delivery. The new design for Accredited
Programmes and Structured Interventions
also introduces additional reviews of all
cases at six and three months prior to

the end of sentence, which will ensure
the timely completion of the intervention
requirements and reduce the need for
repeat court appearances to extend or
enforce the order.

Our approach to Accredited Programmes
and Structured Interventions will help
achieve two of the overarching intermediate
benefits for the reforms:

¢ Improved quality of interventions:
We anticipate better targeting and
improved quality of Accredited
Programmes and improvements in the
quality of interventions delivered as
Structured Interventions, which we
will measure through OSAG audits.

e More successful delivery of
interventions: An increase in the
completion of Accredited Programmes
by eligible individuals and an increase
in the completion of Structured
Interventions.

Accredited Programmes and Structured
Interventions: Equalities considerations

We will outline the need for this work to
provide adequately for individuals with
specific needs as well as being explicitly
attentive to the nine characteristics
protected under the Equality Act 2010.

A more robust initial assessment of
supervised individuals will provide a clearer
understanding of their specific needs.

The reforms present an opportunity to
encourage the development of interventions
aimed specifically at women, young-adults
and BAME groups.




Materials and case studies used in
programme sessions will aim to reflect

the local diverse communities, including
young adults aged 18 to 24 and those with
learning disabilities and learning challenges.
Programme Managers will identify venues
that support the integration and inclusion
of specific protected characteristics and
provide enabling environments to support
rehabilitation. If volumes allow, this may
include delivery in a women’s centre or

at an organisation providing support and
advice for those from a BAME background
or with learning challenges, thus facilitating
improved access to services.

Peer mentors will provide additional support
to those with protected characteristics,

at induction and three-way meetings, as
appropriate. We will seek to facilitate women
only group sessions if sufficient numbers
are available. In all cases a woman will

not be instructed to attend an induction or
group sessions where she is a single female
within a group of men.

The Alternative Delivery Formats (ADF)

for Accredited Programmes that we have
utilised in light of COVID-19 disruptions will
be evaluated and where appropriate will
be reflected in the future delivery model to
meet diverse needs.

Delivery of Accredited Programmes

Accredited Programmes are the intervention
of choice for HMPPS, as they are supported
by a robust evidence base. Accredited
Programmes are accredited by the
Correctional Service Accreditation and
Advice Panel (CSAAP) and delivered by
trained facilitators in a group setting for up
to 12 service users. We want to ensure that
the right suite of Accredited Programmes
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is available, at sufficient frequency and in
locations to meet the risk and need of the
probation caseload.

The Interventions Team will deliver the
Thinking Skills Programme (a general
thinking skills programme) and Building
Better Relationships Programme (domestic
abuse) in all regions. Delivery of the Building
Better Relationships Programme will include
provision of a Partner Link Worker (managed
within the Interventions Team) to support
and engage with the victims of those
undertaking the programme. In addition,

we will look to bring delivery of Accredited
Programmes into a single team so sexual
offending teams delivering the accredited
Sexual Offending Programme will sit in

the Interventions Team. The Interventions
Team in Wales will be expected to deliver
Accredited Programmes in the custodial
setting as well as the community.

Additional Accredited Programmes
addressing other needs, such as Resolve
(a violence programme), are currently being
delivered in some areas. Where these
programmes are currently being delivered,
we will expect these to continue to be
delivered to ensure continuity of service at
the point of transition to the new probation
model. These programmes will not need

to be implemented in those parts of the
new region where the programmes are

not currently delivered. Post June 2021,
Regional Probation Directors will have
freedom to oversee the commissioning
and decommissioning of programmes to
respond to requirements within the region.
Delivery of interventions such as the Healthy
Identity Programme will remain with the
Extremism Team.
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Intervention facilitators will be trained to
deliver both Accredited Programmes and
Structured Interventions. This model of
delivery will allow for greater resilience in
meeting demand for interventions as well
as offer development opportunities for

staff and reduce the risk of programme
burnout. All facilitators will need to complete
minimum training requirements and, in line
with the Probation Workforce Strategy,

we will seek to provide additional training
to support professional development and
continuous improvement. This will include
wider practice issues such as motivating
and supporting compliance, trauma-
responsive work and positive reinforcement
and desistance.

The Drink Impaired Drivers Programme
will be rolled down in line with the decision
by HMPPS, and following advice from

the Correctional Services Advice and
Accreditation Panel, to no longer accredit
this programme. There is the potential for
Drink Impaired Drivers to be delivered as
a Structured Intervention under the future
delivery model.

Accredited Programmes must be delivered
in accordance with the programme manual,
including the recording of sessions for
assurance purposes. This includes using
suitable venues to ensure programmes are
delivered in an enabling environment which
is supportive of rehabilitation and in good
order to meet the necessary health and
safety requirements. Consideration will also
need to be given to practical arrangements
to enable individuals who require reasonable
adjustments and/or those with learning and
literacy needs to fully engage with

the programme.

/

Interventions Teams will deliver Accredited
Programmes in the locality where the
supervised individual resides, wherever
possible. We aspire to a maximum travel
time of 60 minutes each way to attend a
programme and a rationale for the length of
travel time will be expected to be recorded
for audit purposes.

To aid sentencing decisions, Interventions
Teams will be required to provide a directory
of Accredited Programmes, which describes
the range of programmes available and their
delivery location, updated on a quarterly
basis for use by both probation staff in court
supplying advice to inform sentencing

and the Probation Practitioner managing

the sentence.

Probation Practitioners will identify all
eligible and suitable cases at the pre-
sentence or pre-release stage and will
propose an Accredited Programme when
there are no barriers to attendance.

While we will maximise pre-sentence
proposals for Accredited Programmes,

we will nonetheless maintain an option

for identification of eligible cases post-
sentence and delivery under a RAR, post-
sentence supervision, licence or release on
temporary licence. This aims to increase the
number of Accredited Programmes being
completed compared to the current system
as improved suitability and eligibility checks
will ensure better matching of individuals

to Accredited Programmes. It is our priority
to ensure that only people assessed as
suitable undertake Accredited Programmes.

The Interventions Teams will have a role

in checking eligibility and suitability and
referring cases which are considered
ineligible or unsuitable back to the Probation
Practitioner so that they can be referred to
the court for re-sentence.




Evidence suggests that Accredited
Programmes are effective when targeted at
the right individuals and, therefore, the ‘risk,
need and responsivity’ principle should
always be considered within eligibility and
suitability checks. Evidence suggests that
lower risk individuals are unlikely to benefit
from intensive interventions and this will
form a part of the decision as to whether
an Accredited Programme or Structured
Intervention is most appropriate.

When an individual is sentenced to an
Accredited Programme requirement the
Interventions Teams will be informed on

the day of sentence. Where a Probation
Practitioner identifies a need for an
Accredited Programmes as part of a licence
condition or post-sentence supervision, they
will be referred to the Interventions Team

to enable them to plan programme delivery
and anticipate volumes.

A formal referral will take place when

the Probation Practitioner judges that

the individual is ‘programme-ready’. The
assessment of programme-ready made

by the Probation Practitioner ensures
motivational work has been completed and
that there are no practical reasons such

as ability to attend, substance misuse or
work pattern that will prevent an individual
from completing the programme. This
decision will be transmitted electronically to
the Interventions Team, either through the
Authority System, or via secure email.
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Review and enforcement of Accredited
Programmes

Throughout the delivery of the sentence
all enforcement decisions and appropriate
action will remain with the Probation
Practitioner managing the sentence.
Interventions Teams will be required to
inform the Probation Practitioner in a timely
manner of any failures to attend or other
compliance issues so that enforcement
decisions can be made. Interventions
Teams should also keep a record of these
communications for audit purposes.

A review of each case will take place six and
three-months prior to the end of an order/
licence to ensure an Accredited Programme
is completed in time. The review is a shared
responsibility of the Probation Practitioner
and the Interventions Team and aims to
ensure that all programme requirements are
completed as prescribed by the court.

At the end of the Accredited Programme,
progress is shared with the Probation
Practitioner in line with the specific
programme manual.

/ The Target Operating Model for probation services in England and Wales
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Delivery of Structured Interventions

Interventions Teams will also deliver
Structured Interventions, which are
rehabilitative interventions with a consistent
delivery model for lower risk individuals

not suitable for an Accredited Programme.
Structured Interventions are designed to fit
with the broader sentence plan to maximise
the opportunity to reduce the likelihood

of reoffending. The three areas of need
identified for Structured Intervention are:

e attitudes, thinking and behaviour
e domestic abuse
e emotional management

Structured Interventions will:

* be assessed for effectiveness against the
principles of the Correctional Services
Accreditation and Advice Panel

e have a core fixed number of sessions
with pre-set content which everyone
receives

* have a primary aim to secure cognitive
change with specific staff training
required

e Dbe delivered in either a group setting or
one-to-one

e not require liaison with local statutory
services, e.g. housing - the planned
sessions will be the primary activity to
meet the need identified

To ensure structured interventions meet

the above criteria, HMPPS will set up and
maintain a National Effective Interventions
Panel to assess potential Structured
Interventions and ensure that the necessary
conditions are met. Interventions Teams will
be commissioned to design, develop and
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evaluate additional Structured Interventions,
where there is an identified need. Once an
intervention is approved for delivery as a
Structured Intervention, it will be placed

on a national register where it can be used
for delivery at the request of the Regional
Probation Director.

Intervention facilitators will be trained to
delivery both Accredited Programmes and
Structured Interventions. This model of
delivery will allow for greater resilience in
meeting demand for interventions as well
as offer development opportunities for staff
and reduce the risk of programme burnout.
All facilitators will need to complete
minimum training requirements and, in line
with the Probation Workforce Strategy,

we will seek to provide additional training
to support professional development and
continuous improvement.

Links to HMPPS Business Strategy

We recognise that good-
quality training is key to
enabling our staff to deliver the
best possible service, and we
will ensure that interventions
facilitators have access to

the right training to support
them in delivery and in their
professional development.
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Referral to a Structured Intervention will
take place following a full assessment and
completion of a sentence plan and may
reflect the need to sequence a range of
activities throughout the sentence. The
referral will be transmitted electronically to
the Interventions Team either through the
Authority System or via secure email.

To aid sentencing decisions, the
Interventions Teams will be required

to maintain a directory of Structured
Interventions, which describes the range
of interventions available and their delivery
location, updated on a quarterly basis for
use by Probation Practitioners in court to
inform advice on sentencing and for those

undertaking Sentence Management activity.

When an individual is sentenced to a RAR
or for those on licence, post-sentence
supervision or on release on temporary
licence, the Probation Practitioner will
assess the needs of that individual and
whether the need is focused in one of the
three areas of criminogenic need identified
for Structured Interventions. It is expected
that the Interventions Teams will liaise
closely with the Probation Practitioner

to agree the right time to commence

the intervention. This will assist in
planning interventions delivery and
anticipate volumes.

Structured Interventions will be delivered

in the locality that the supervised individual
resides in, wherever possible. We aspire to
a maximum travel time of 60 minutes each
way to attend a programme and a rationale
for the length of travel time will be expected
to be recorded for audit purposes.

Structured Interventions sessions will be
delivered from suitable venues to ensure
programmes are delivered in an enabling
environment as well as meeting the
necessary health and safety requirements.
This includes consideration of practical
arrangements required to fully engage users
with the sessions, for example, making
adjustments to address learning or literacy
needs as well as ensuring accessibility for
those with physical disabilities. Venues
may include those that provide women
only spaces and those that particularly
cater to the needs of people from BAME
backgrounds, including the Gypsy, Roma
and Travellers community who may have
specific learning requirements.

Review and enforcement of Structured
Interventions

A review of each case will take place at
six-months and three-months prior to the
end of an order/licence to ensure that the
Structured Intervention is completed in time.
The review is a shared responsibility of the
Probation Practitioner and the Interventions
Team and aims to ensure that the
requirements are completed as prescribed
by the court.

At the end of the Structured Intervention,
the Interventions Team will be expected
to provide the Probation Practitioner with
an overview of an individual’s compliance,
engagement and understanding of the
content including information relating to
attitudes and behaviour and any changes
in their risks or needs. Interventions Teams
will have access to systems to record
Structured Intervention delivery to

reflect the number of days/sessions,

the needs addressed, interventions
selected, the activity undertaken and

the outcomes secured.




Throughout the delivery of the sentence,
all enforcement decisions and appropriate
action will remain with the Probation
Practitioner managing the sentence.
Interventions Teams will be required to
inform the Probation Practitioner in a timely
manner of any failures to attend or other
compliance issues so that enforcement
decisions can be made. Interventions
Teams should also keep a record of these
communications for audit purposes.

Interventions Teams will have IT systems
to support effective delivery by sufficient
numbers of appropriately trained staff,

in appropriate locations with enabling
environments. Alternative delivery formats
will allow for a more responsive approach
to individual needs where this is required.

115

/ The Target Operating Model for probation services in England and Wales



lasn so1nles - NS
asnge 21sawWo - ya uoIsInBdNg 80UsIUeS-1S0d - SSd
weawsbeuew euonows - W3 wswaanbay Aualoy uoneyigeysy - Hv'y
noineyaq pue Bunjuly ‘sspnimy — g1y 18piQ Ayunwiwo) - 09
/ Koy
pajedwon PaINoos
uonUaNIEI| palanijap aouedwod pa|npayos
UONUBAIBIU| <«— pue <« UOHUBAIBIU| <«
«|v pawuoUl NS ug|d aousiuss
Uo SUOIUSAISU|
aousjues 7 paIMonIs Jo
10 pu= aJ10jaq L] wes| SUCiUatJEIUl AIoN
SYIUOW 9 Adwon WE| sucIUaAIaIL)|
£ MIINDY O} ainpe4 a1y O} Jajay

uawuiodde

¥
uonY Apeay
pajeuluLs] _|rv Jauonioeld Palojiuow uonuaAIBU| et el

Q A A " “opeqoig < MOWEPEONE < paimong < SPOSNISI < SBUOMIORId

&
&

l[eday uanay
JusLsouoLg SSd 22ua2n
- uosud
[[eday 10
wawebpnp
lESay/Lousiussal HNoo) HvH-00 =20usiuag Unon)

PUE aq0faH

1noo 03 payddns
UOIJELLIOJUI JUSLWIBE|d

dew ss@204d suoljuanialu] painjonals /L ainbi4

116




Senior Attendance Centres

Senior Attendance Centres are statutory
interventions available as a sentence of the
court under the Criminal Justice Act 2003.
They are one of the 12 requirements that
can be imposed as part of a community
sentence or a suspended sentence and
can be imposed as a consequence of
non-payment of fines or breach of other
community orders. They can also be
delivered through a Rehabilitation Activity
Requirement. Currently, they are delivered
by Community Rehabilitation Companies.

The primary purpose of an Attendance
Centre requirement is to support
rehabilitative activities. They also carry a
punitive element through the restriction of
liberty due to the attendance requirement
and they provide a disciplined learning
environment structured to engage young
people where maturity is an issue.

It is proposed that from Day 1 of the

unified model, where Senior Attendance
Centres are delivered currently, delivery

will be transferred to the new probation
service and will continue ‘as is’ although
Regional Probation Directors will be able

to review existing provisions. In all cases
the ‘Officer in Charge’ assigned to the
Senior Attendance Centre will be trained as
a Probation Practitioner and will manage
stand-alone, single requirement orders.
Multiple requirement orders will be managed
by a Probation Practitioner in the Sentence
Management Team and be referred to the
Officer in Charge following assessment. All
new Senior Attendance Centre requirements
will therefore be allocated to a Probation
Practitioner, either the Officer in Charge or
within a Sentence Management Team, so
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that a risk and need assessment
and sentence plan is completed and
appropriate action is taken following
any compliance failure.

The sentencing white paper ‘A smarter
Approach to Sentencing’ published in
September 2020 acknowledges that
Attendance Centre Requirements have been
declining since the introduction of RARs

in 2014 and that these are not consistently
used, partly due to their uneven distribution
(for example, there are none in Wales or
the North East). It therefore proposes that
Attendance Centre Requirements and
Attendance Centre Orders are removed

to streamline the community sentence
framework and promote simpler and more
consistent sentencing. The new probation
service will continue to operate Senior
Attendance Centres in line with current
arrangements unless and until legislation

is passed to remove them.
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Part Three: Victims’ Services

Overarching

design
principle

User centred
design

How it applies to Victims’ Services design

Incorporating the rights and needs of victims into all aspects
of our design.

Ensuring that victims have access to high quality, timely information.

Providing victims with greater choice as to the method and frequency
of communication with them.

Enhancing provision for victims to re-engage with the Victim Contact
Scheme at critical points in the sentence.

Cost effective/
efficient design

Exploring the most efficient methods of deploying staff and
resources to maximise enhancements in capability of the
Victim Contact Scheme.

Extending the scope of victim contact services to ensure an enhanced
provision through the opportunity to opt into the scheme at critical
points in the sentence to improve the effectiveness of contact
balanced with an individual victim’s needs.

Whole system
design

Ensuring alignment with the Government’s Victims Strategy
and the Victims’ Code.

Taking into account the operational experience of Victim
Liaison Officers.

Ensuring close alignment to all corresponding HMPPS developments
to continually enhance the services provided to victims.




Overarching

design
principle

Evidence-based
design

How it applies to Victims’ Services design

Considering existing and emerging evidence that supports
effective practice.

This includes a clear commitment to consistently align victim services
with the ‘four pillars’ approach to risk assessment and management
through victim safety.

Taking into account findings from HMIP inspections, victim surveys
and other practice reviews of victim work.

Consistent but
flexible design

Ensuring that victims have access to the rights they are entitled to
through the Victim Contact Scheme.

Working with Regional Probation Directors to deploy enhancements to
the Victim Contact Scheme.

Considering how to develop operational links to services provided to
victims linked to the delivery of Accredited Programmes.

Effective
partnership
working design

Ensuring that programme ambitions for improving support for

victims is allied to those of key stakeholders including the Victims’
Commissioner, the Parole Board, Probation Workforce and all Criminal
Justice agencies.

Inclusive design

Expanding and enhancing services to victims via a revised and
clarified opt-in process.

The Victim Contact Scheme will also provide Victim Liaison Officer
contact for victims of those detained as unrestricted patients.

Victims will benefit from more efficient and digital communication
according to need.
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Case for change and evidence base Anticipated benefits

There is a clear mandate and support In our renewed focus on victims’ services
from high-level representatives of victims, we want to achieve a better experience for
from the Victims’ Minister, the Victims’ those who have become victims of crime,
Commissioner and the Parole Board’s Chief give them assurance that they will be
Executive to enhance and expand the Victim adequately protected and confidence in the
Contact Scheme. The review following the criminal justice system.

Worboys’ case identified a need to improve
communication with victims about parole
and release, and highlighted that victims are
not always provided the opportunity to join
the scheme.

We will use feedback surveys to measure
whether our changes result in a better
experience for victims. This will also include
questions around equality and diversity in
order to provide assurance on the impact

of our reforms on those victims with

Our approach to victims’ Equalities considerations
services is informed by our The Crime Survey for England and Wales
commitment to Iearning showed that the likelihood of being a victim

of crime varied by demographic factors
(ONS: Crime in England and Wales: year
ending March 2020). When compared to

lessons from victims’
experiences and harnessing

insights from frontline staff the general population the following

and stakeholders in order to groups were found to be over-represented
provide a service that instils among victims:

confidence and delivers the * Young people.

right support.

e People of mixed or multiple ethnic
backgrounds and people of Asian ethnic
backgrounds.

To inform how we improve the Victim o

Contact Scheme, we have liaised with

operational colleagues to understand

which victim cohorts are most in need of
extra support from Victim Liaison Units
and contact with more experienced Victim e People with a disability.

Liaison Officers. This has led us to focusing

on how the new probation service can

better support the criminal justice process
through keeping victims informed of key
developments in their perpetrator’s case,
such as parole and release decisions,

and preventing further victimisation.

People whose gender identity is different
from their sex registered at birth.

e People who identified as gay or lesbian
or bisexual.

e Muslim people.
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A Victim Contact Scheme that more
adequately meets the needs of victims

will have a positive impact on all victims.
This will also mean that for those victims
with protected characteristics (who are
over-represented), there will be a positive
impact. In cases where victims are given
the opportunity to re-engage with the Victim
Contact Scheme, this will help to prevent
further victimization and give victims with
protected characteristics a constant voice
throughout the criminal justice process. This
would include up to and including the Parole
Board process.

Noting the close links between domestic
abuse and stalking and harassment, and
that the majority of victims of this crime

are women, the commitment to expand the
Victim Contact Scheme to support victims
of offences characterised by stalking and
harassment where individuals are sentenced
to a custodial sentence of under 12 months
will benefit female victims in particular. This
will also be the case with revising the ‘opt-in’
process for the Victim Contact Scheme. By
including victims of rape in this group, we
will be taking proactive steps to ensure that
(largely) female victims can re-engage with
the Victim Contact Scheme and understand
their expanded rights.

Victim Liaison Officers are also required
to recognise specific needs and complete
training that takes into account equality
and diversity considerations, including
de-bias training and how to communicate
with victims in a manner and at a level and
pace appropriate to them.

Our Approach to Victims’ Services

We are focusing on the following areas
of change:

e Expanding the Victim Contact Scheme to
support victims of offences characterised
by stalking and harassment where
individuals are sentenced to a custodial
sentence of under 12 months.

e Establishing a revised and enhanced
‘opt in” process to enable victim contact
for cases approaching a review by the
Parole Board that provides an additional
opportunity for contact including where
victims have previously opted out of
the scheme.

e Expanding the Victim Contact Scheme
to recognise changes in the Victims’
Code for Victim Liaison Officers to be
responsible for contact with victims of
unrestricted patients.

e Enhancing the type of information
provided to victims to include the
prison security category via the annual
contact letter.

¢ Enhancing the capability of the Victim
Contact Scheme to support complex
and Terrorism Act cases.

e We are considering offering contact to
victims who do not meet the statutory
criteria in line with policy guidance on
discretionary victims.
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Enhancing the Victim Contact Scheme
to support victims of stalking and
harassment cases where prisoners are
serving short sentences

The former Victims’ Minister, Edward Agar,
highlighted that victims of these crimes,
even where the sentence is less than 12
months, need the support of Victim Liaison
Officers. This proposal strikes the balance
between meeting the needs of each
individual victim and providing them with
as full a service as possible. It is important
to note that, sometimes, the time spent in
custody is very short — for example, before
individuals are moved to home detention
curfews. This means that whilst we aim

to extend the scheme as fully as possible
to victims of these offences, the kind of
contact each victim will require will be
different and will have to be dictated by

an assessment of victim needs based on
individual sentence length. Given the nature
of the crimes and the offender cohort, we
would expect the ‘no contact’ condition

to be applied to all licences. We would
expect Victim Liaison Officers to use their
professional judgement on a case by case
basis whether it would be appropriate

to add on supplementary licence
condition requests.

The core interface between the Victim
Liaison Officer and victim would be to
signpost victims to key services; this would
include those that could assist them in
seeking amended or new civil provisions
upon release such as restraining orders

as required.

/&

A revised and enhanced ‘opt in’ process

A revised and enhanced ‘opt in’ process
would enable victim contact for cases
approaching a review by the Parole Board
and provide an additional opportunity for
contact. This would include where victims
have previously opted out of the scheme.
This new proposal will mean that we

can focus re-contact resources on

two elements:

e Contacting victims of cases where first
release is down to the Parole Board,
but where first release has not yet taken
place and they are coming before the
Parole Board.

e Victim Liaison Officers contacting
qualifying victims twice to ask them
if they want to opt into the Victims
Contact Scheme.

This will mean that we are able to focus on
victims of particularly serious crimes, such
as those which receive imprisonment for
public protection sentences, life sentences,
extended determinate sentences and
restricted hospital orders. We also intend
to include victims of other serious offences
such as kidnapping, rape, attempted murder
and manslaughter cases. The approximate
number of current cases that fall into these
categories is 16,500.
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Alongside this, it will remain at the discretion
of the Victims’ Team to contact victims
whose cases are coming up for release,
where either they have opted out of contact
or the case falls outside this remit. For
example, this may be in cases where the
team predicts that release will generate high
press interest and the victim will need to be
forewarned, even if it is a legacy case. This
allows for more targeted contact by more
skilled Victim Liaison Officers. Considering
that these are victims of particularly
traumatic crimes, this will be important so
that they can explain to victims their rights
under the Victims’ Code, and what they can
expect from engagement in the process.
This will be key in cases where there may be
press interest and in traumatic crimes where
victims have the right to be referred onto
support services.

Extending the Victim Contact Scheme to
victims of unrestricted patients

Those with mental disorders that have been
convicted can be treated as either restricted
or unrestricted patients. Restricted patients
are those who are detained in hospital for
treatment and who are subject to special
controls by HMPPS. Unrestricted patients
are those whose progress or release is not
subject to HMPPS overview.

The Victims’ Commissioner’s June 2018
report® made specific reference to the
disparity in the rights of victims of those
with mental disorders when compared

to victims of those in the prison system.

The Victims’ Commissioner’s specific
recommendation was to “Extend the remit
of the Victim Contact Scheme to provide the

ongoing support of a victim liaison officer to
victims of unrestricted patients, so that they
receive a comparable level of support as
that afforded to any other victims of serious
sexual and violent offences.”

We have incorporated this recommendation
into our approach, which will mean that
victims of unrestricted patients will no
longer find that they must liaise with either
hospital managers (as the 2004 Domestic
Violence, Crime and Victims Act states) or
hospital staff (as happens in practice) to find
out information about their case. Instead,
HMPPS will hold the overview for these
patients. They will receive the full suite of
services under the Victim Contact Scheme,
as victims of restricted patients do. Taking
on this caseload will require Victim Liaison
Units to work with health trusts to gather
information about new patients and build
closer links to enable information sharing.

Changes to the annual contact
letter to include the prisoner’s
categorisation status

To increase transparency with victims and to
give them as much information as possible,
we will change the annual contact letter
received by victims who have opted into the
Victim Contact Scheme. This request came
from the Victims’ Commissioner as part of
a drive to stop victims being unprepared
when they are informed that a perpetrator
is eligible for release. We are proposing an
amendment to the annual letter to include
the prisoner’s categorisation status. It has
been confirmed by the Government Legal
Department that this is compliant with

data protection.

8 Entitlements and Experiences of Victims of Mentally Disordered offender.
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Enhancing the capability of Victim
Liaison to work with complex and
Terrorism Act cases

It has to be recognised that some victims’
cases are more complex; this may be due
to, amongst other reasons, either the nature
of the crime, the level of press attention the
victim themselves may command because
of their previous standing in the community,
or because the crime receives political
attention and scrutiny. In some cases,

this may include the relatives of victims of
terrorism. We are, therefore, proposing an
enhanced job role to support these victims.

The enhanced remit of this role would
recognise the experience and specialism of
Victim Liaison Officers and empower them
to work with these more complex cases. We
would look to the discretion of specialists
within the Public Protection Team to identify
where victims require a Victim Liaison
Officer with greater experience to help

them cope with the case and any pressures
that may come with it. We also expect this
group of Victims Liaison Officers to use
their expertise to be able to complement
the work being done by the National
Security Division and work across regions
as appropriate. Staff, trade unions and
stakeholders will continue to be engaged in
further development of this role.
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Part Four: Supporting
Delivery of the New Model

This section outlines how we plan to support delivery of reformed
probation services and covers the performance framework, user
involvement, the business planning and commissioning process,
regional structures, our people, estates and technology, and digital
and data services.

Performance Framework

Design Principles

Overarching | How it applies to Performance Framework

design
principle

User centred e Focuses on quality rather than processes, introducing new
quality measures.

¢ Requires service user feedback on delivery of services,
to inform improvement work.

Cost effective/ e Enables cost effectiveness to be assessed by capturing the
efficient quality of service delivery and whether outputs and outcomes
have been achieved.

Whole system e Takes a whole system approach to drive improved performance
across public and contracted probation providers.

Evidence-Based * |ncreases provider accountability by improving Management
Information composed of outputs and outcomes with proven links
to reducing reoffending and under provider control.

e Uses established audit methodology to assess quality of delivery.

Consistent but e Applies a coherent integrated framework with central oversight
flexible design to uphold consistent service quality whilst ensuring individual
measures and targets can be analysed at a regional level.
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Overarching | How it applies to Performance Framework

design

principle

Effective e Holds the new probation service and contracted providers
partnership to account on their respective responsibilities and effective
working joint working.

Inclusive * Applies a comprehensive set of metrics and quality indicators

that will enable analysis of the impact of service delivery on
different groups of individuals. A probation Equalities Monitoring
Tool will assess key metrics to identify disparities in treatment
and outcomes.

To ensure the probation system commands : :

. p. y Links to HMPPS Business Strategy
confidence, delivers and enforces court-
ordered requirements, protects the public

and gives individuals receiving probation Performance measures
services the support they need to lead law- will play a key role in our

abiding lives, the performance framework .
for the unified model is focused on three open, Ieammg culture by

key objectives: allowing us to hold our
. Assuri : . service to account and to
ssuring quality — by rebalancing the . .
focus from processes to quality delivery; recognise and build on
by introducing new quality measures Oour successes.

and strengthening the role of service
user feedback.

. ) Equalities reporting
e Securing outcomes likely to reduce

offending - by capturing outputs and
outcomes over which providers have
an element of control and for which
there is evidence of a link with
reduced reoffending.

Responsibility for reporting on how
probation delivery is meeting our Public
Sector Equality Duty will lie with Regional
Probation Directors. Understanding
regional need and ensuring that the correct
services are in place to meet those needs is

* Getting the fundamentals right - by fundamental to supporting rehabilitation and
holding the probation service to account reducing re-offending. This means meeting
on sentence delivery, enforcement and the needs of individuals with different
protecting the public, thereby promoting protected characteristics and other cohorts
judicial confidence in probation delivery. identified as requiring tailored services,

such as ex-armed service personnel and
care leavers.
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The comprehensive set of metrics

and quality indicators under the future
performance framework will provide
evidence on how services are being
delivered for individuals with different
protected characteristics. An Equalities
Monitoring Tool for probation will be
applied to key metrics to identify whether
there are disparities in service delivery
and outcomes. This will be underpinned
by a new performance target for Probation
Practitioners to record protected
characteristics to feed into sentence
planning and delivery. Our understanding
of diversity and inclusion issues and how
to address these will be enhanced by
operational assurance audits on the
quality of service delivery. These audits
will capture extensive data on the
experience of service users with different
protected characteristics.

An intrinsic element of the approach to
performance is to understand the customer
view. HMPPS has developed standards of
excellence for service user involvement,
with the expectation that these are applied
across the probation system (see Annex A,
Part Four for further detail). Providers will be
required to seek service users’ views on the
services they receive, and to use this insight
to develop and improve service delivery. For
probation, victims are an important group,
and feedback surveys, both for those that
have committed crimes and victims, include
questions on their protected characteristics
so different perspectives and experiences
can be understood and addressed.

Implementing performance measures to
support specific aspects of our design

In addition to performance measures
supporting unified sentence management,
measures previously developed for
Probation Delivery Partner delivery have
been adjusted for delivery by the new
probation service whilst maintaining
consistency with the overarching design
principles set out above. Some existing
measures will be adapted, and specific
parts of the new performance framework
will be switched on, to support the unified
model from June 2021. Subject to COVID-19
recovery, Day 1 performance measures will
be baselined from October 2020, so that
targets, including ramp up arrangements,
can be agreed for implementation from
June 2021.

Advice to court

Performance measures will support
changes in court advice arrangements and
ensure intended benefits are realised. This
includes a target on sentencer confidence
based on a judicial survey, which already
takes place on an annual basis. This will
be continued, taking the opportunity to
improve aspects of the survey in the light
of stakeholder engagement, with a view

to introducing a new metric on sentencer
confidence from Day 1. Measures on the
quality and use of pre-sentence reports

in appropriate cases will be introduced
following Day 1 to accompany improved
arrangements for pre-sentence advice.

We will retain the existing metric on timely
pre-sentence reports whilst these measures
are developed.

/ The Target Operating Model for probation services in England and Wales



128 /

Sentence Management

Performance measures will continue to
cover key stages of Sentence Management
from June 2021, with some additional
measures to support a quality service for all
service users as outlined below:

e Starting the sentence: on initial
appointment within one week of
sentence/24 hours of release for
custodial sentences; and on preparation
of the initial sentence plan within 15
working days to enable timely referrals
supported by a more streamlined and
flexible assessment system starting
at court.

e Monthly appointments attended: a
new measure will support engagement
and the development of an effective
working relationship between an
individual and his/her supervising
Probation Practitioner.

¢ A new requirements completed target
will ensure Unpaid Work and Accredited
Programme requirements are delivered
before the sentence expires.

¢ New quality measures on key aspects
of Sentence Management will be
based on OSAG quality audits (see
section on Assessing Quality below).

e We are considering a measure on OASys
reviews to support expectations set out
in updated National Standards.

Resettlement

Performance measures on resettlement

will be aligned with those on Sentence
Management so far as possible to promote
an integrated approach, and with equivalent
ones on OMIC.
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For determinate sentences with more

than 10 months to serve, one metric will
ensure a timely handover meeting between
the Probation Practitioner (COM) and the
Prison Offender Manager to be attended
by the individual approaching release

and other agencies involved in his/her
resettlement. This measure will be in place
from June 2021. Another metric will ensure
a pre-release sentence plan is prepared
prior to release from custody to plan the
interventions required pre- and post-
custody to meet resettlement needs. These
measures will support resettlement activity
by Probation Practitioners.

Arrangements for short custodial sentences
(with less than 10 months to serve) are
currently being piloted, and measures to
support these will be implemented as staff
recruitment and training requirements are
met. We will also look at how resettlement
work can be included in the quality measure
on sentence delivery.

Parole arrangements are covered by the
existing metric on timely parole reports.

Intervention Delivery

For Unpaid Work, targets will ensure an
assessment takes place within 10 working
days, and Unpaid Work starts within a
further five working days, i.e. within three
weeks of sentence. These will be supported
by a target to minimise the use of stand
downs or sessions cancelled on the day.
The target on completion within 12 months
will be measured at the 12 month point,
supported by management information on
progress at six and nine months. These
measures will be implemented for Day 1.
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New measures on Accredited
Programmes will focus on whether
eligible individuals start and complete
Accredited Programmes to promote their
use as the intervention of choice where
appropriate. Implementation is planned for
Day 1 subject to suitable arrangements for
recording eligibility so it can be included in
performance reporting.

A new measure on completion of a
Structured Intervention will be developed
alongside the roll-out of Structured
Interventions form June 2021 onwards.

Quality measures will be extended to
cover Unpaid Work delivery including
ETE provision, and whether Accredited
Programmes and Structured
Interventions support service users in
addressing the needs related to their
offending. The Accredited Programmes
measure will incorporate audit findings on
adherence to accreditation criteria. These
will be tested out following Day 1 with a view
to reporting against these measures from
April 2022.

Supporting Rehabilitative Goals

New measures will be applied from Day

1 on housing and employment outcomes
following release from custody and at key
points under supervision.

To ensure that provision of accommodation
is kept as an imperative, we will include a
target on the number of individuals being
housed on release from custody (90%),
aligned with current prisons metrics, to
promote joint working between prisons
and probation in supporting prisoners
leaving custody.

There will also be a metric concerning
settled accommodation for all supervised
individuals (those released from prison
and those on community sentences) three
months after commencement of their
supervision (80%), which will support
referrals to accommodation services
provided under the Dynamic Framework.

Management information relating to the
accommodation status of individuals at the
end of their period of supervision will be
reviewed within two years of the first full
year’s operation of the new unified probation
model and a decision will be made as to
whether an additional performance measure
relating to settled accommodation at the
end of supervision will be introduced, and,

if so, by when.

We are also considering how we can
measure whether referrals to rehabilitative
interventions address an individual’s needs,
and whether needs improve following
those interventions. These developmental
approaches are intended to complement
performance measures on Commissioned
Rehabilitative Services delivery (see below),
building on more dynamic and flexible
assessment systems.
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Assessing Quality

Our annual quality measures utilise the audit
methodology developed through operational
assurance of service delivery over the last
five years. Quality measures apply a rating
scale reflecting the extent to which service
delivery is assessed to meet acceptable
quality standards, as shown below.

Percentage

Score

GREEN: quality
standards fully
met or exceeded

87% or more

AMBER/GREEN:
quality standards
sufficiently met

73%—-86%

AMBER/RED:
quality standards
are not met in
some regards

60%-72%

RED: quality
standards failed
in significant
areas

Below 60%

The quality audits assess whether
performance is consistent with the
requirements set out in probation
instructions and guidance. Auditors review
the electronic records for a randomly
selected sample of cases, supplemented
with staff interviews. Consistency is a high
priority as audit assessments are judgement
based. This is achieved by recruiting staff
with operational and audit experience,
who go through an extensive training
programme. Audit criteria are robust, clear
and transparent. Peer, across-team and
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senior review of audit scores ensure that
they are consistently applied.

Commissioned Rehabilitative Services
(via the Dynamic Framework)

The performance framework for the
Commissioned Rehabilitative Services will
maintain the focus on quality and outcomes,
incentivised by graduated reductions in
payment where performance falls below
target levels. Service levels will apply to
all contracts to provide assurance that
rehabilitative interventions are delivered.
For larger contracts, quality measures

will assess whether interventions enable
individuals to make progress in meeting
their offending related needs, and the
sufficiency of liaison with the supervising
Probation Practitioner.

User Involvement

There is widespread recognition and
evidence that involving people with
experience of services can help providers
improve what they deliver. CRCs have been
particularly effective in involving service
users in the delivery of probation services
and this is a commitment we want to

retain and build on as part of the new
operating model.

HMPPS has developed national service
user involvement standards of excellence
in consultation with over 200 individuals
(see Annex A, Part Four). The standards
set consistent, national, expectations
across prisons and probation, to drive
improvements and assist with sharing
good practice. They also establish a
commitment to engaging and consulting
with supervised individuals to help inform
a rehabilitative culture.
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Links to HMPPS Business Strategy

We will ensure that people
can be their best by
empowering regional leaders
to make decisions about what
works in their communities
and to make effective plans
for future delivery.

We have considered the business planning
model required to enable Regional
Probation Directors to oversee and plan
services in their regions. There will be

a particular focus on enabling them to
make informed decisions about the future
direction and development of their services
and set an expectation that they:

e plan and prioritise with explicit reference
and alignment to the wider strategic aims
of the HMPPS and Ministry of Justice

¢ set out in specific and measurable
ways their delivery intentions and their
evidence-based prioritisation of service

e demonstrate proactive adherence to
the Public Sector Equality Duty, with
clear consideration of each protected
characteristic, informed by data and
analysis produced by the Equalities
Monitoring Tool

* have a process to agree and
source services

e support delivery

e assess and review the outcomes
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Our aim is to provide a simple model that
sets out key milestones and products

for regions and, in line with the HMPPS
Strategy principles, supports an evidence-
based approach.

The Business Planning Cycle

The business cycle for the future
commissioning of services is divided into
four phases, which are described at a high
level in the diagram below. Whilst this is

a cycle, different phases will necessarily
overlap with each other (for example, review
of delivery will be a continual process that
runs alongside the delivery itself).
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Phase one: assessment

In this phase, the Regional Probation
Director and their senior leadership team will
work with their partners to draw together the
information necessary to make prioritisation
decisions. This will include confirming
statutory expectations, the wider HMPPS
strategic context, Ministerial priorities and
Chief Probation Officer demands, along

with their own assessment of what the local
communities require.

They will consider the resources they have
as well as the volumes and needs and
sentence type projections for their region,
applying the evidence-base to support their
decisions and to ensure that they achieve
best results.

Critical to the Regional Probation Director’s
ability to lead the assessment phase of

the process will be the understanding of
current delivery in light of the evidence-
base. This will include performance analysis
and intelligence, including on equalities, but
should also include qualitive assessment,
including intelligence on providers and on
supervised individuals. They will cross-

cut with other senior leaders including
those within HMPPS HQ, prison groups
and prisons, Youth Custody Service,

Local Authorities, Police and Crime
Commissioners, health and social care
commissioners and provider organisations
to work across government towards shared
outcomes. We are considering if direct
public engagement on prioritisation should
be required.

The Regional Probation Director will work in
collaboration with wider HMPPS (including
the Strategy, Planning and Performance
Directorate and the Reducing Reoffending
Directorate), Analytical Services and Finance
and Operational Policy to have updated
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research and evidence on effective practice,
and be able to access segmentation, trend
analysis and budget forecasts. We are not
intending to set up 12 independent research
teams but for each region to be able to draw
upon central knowledge sharing and service
improvement resources.

The Regional Probation Director will review
the available knowledge and data to create
a set of regional priorities. Consistent with
the organisational value of openness, the
set of regional priorities will be understood
and shared within and beyond the region
and contribute to and be shaped by the
overall ambitions for HMPPS as captured
through the HMPPS business strategy and
evolving strategic plans. Our intention is that
the assessment process will culminate in a
Regional Reducing Reoffending Plan (see
below for further detail).

Phase two: co-design

We describe the next phase as co-design
to reflect the fact that reaching an agreed
set of services requires a collaborative
approach. While the Regional Probation
Director and their team will lead on setting
out the requirements of both in-house

and outsourced delivery, this will be

most successful if the process is done

in partnership, using the knowledge and
experience of other delivery organisations,
stakeholders and service users to design
the future service. We anticipate that there
will be a formal agreement with all third-
party providers about information sharing
and what will be delivered and clear
expectations of what the operational teams
will deliver.
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Phase three: delivery

In this phase operational teams take the
lead in carrying out the work that has been
agreed. The Probation Service, as part of
HMPPS, will always be actively involved in
delivering services, and at this phase we
work to reduce reoffending. The regional
team will ensure that each component is
working well and that as a whole system it
is delivering against the business plan. It will
offer support to the delivery organisations
and system improvement activity, as well

as gathering intelligence for future planning.
During this phase, commercial, finance and
performance teams will monitor and support
the frontline activity.

A set of indicators, measures and internal
and external audits and inspections will
ensure delivery meets performance and
quality expectations. That will form the basis
of the review phase (phase four) of the cycle.

Phase four: review

The Regional Probation Director and

their team will monitor and review the
service. This phase reflects the need to

not only judge compliance to a contract
and achievement of performance, but to
consider more broadly whether the services
were delivered as expected and whether we
were using the right set of expectations. It
will take into account additional information
gained from service users, partners, HMIP
and other forms of inspection.

As with each of the other phases, there
will be contributions from stakeholders

to provide both quantitative and qualitive
assessment of delivery. That process must
explicitly include ongoing equalities analysis
with specific reference to the needs and
outcomes of a diverse cohort, as well as
assessments of overall effectiveness and
efficiency. It will be important to learn from
any reviews of serious further offences or
other poor outcome events.

Our intention is that the review phase of the
business cycle will culminate each year in an
annual report being published.

Transition and products

We intend to have a set of business
products and tools that demonstrate that
each region is successfully engaging in
each stage of the business cycle process
and to assist in the oversight of the region.
It will be, as far as possible, through the
scrutiny of the business products (rather
than additional reporting mechanisms) that
we will understand a region’s fitness. It is,
therefore, important that the products are
genuinely useful and used critically by the
business to drive their processes. Having
a set of products to mark the transition
from each phase will give high levels of
confidence and a mechanism for early
identification of potential problems.
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The Regional Reducing Reoffending Plan

Links to HMPPS Business Strategy

Regional leaders will have the
opportunity to transform the
services they provide to their
communities by working in
partnership across a range

of providers to implement
their Regional Reducing
Reoffending Plan.

We intend for the Regional Reducing
Reoffending Plan to be a public document
that sits alongside other regional strategic
documents such as the crime plans of
Police and Crime Commissioners. It will
describe the service-offer that probation,
as part of HMPPS, will provide, and it will,
in the wider context of HMPPS, set out our
priorities and longer-term goals.

This will allow partners and current and
potential providers to know what HMPPS
expects them to deliver, and make clear to
the pubilic, including those under probation
supervision, what they have a right to
expect. We anticipate that the Regional
Reducing Reoffending Plan will set out a
rolling three-year schedule for the region,
with an annual update published each April.

All 12 regions will use a common template
to enable them to describe their service.
This will allow for effective oversight. It will
ensure a common framework so that each
Region can describe:
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e what it believes:

The purpose and values of HMPPS, and

our vision as an Agency to work together to
protect the public and help people lead law
abiding and positive lives. A commitment to
that will be demonstrated through assessing
how best to protect the public and deliver
change which will benefit the communities
they are serving.

e what it knows:

To set out the evidence-base for an effective
approach which, along with financial,
workforce, and caseload information, and
the need and risk profiles of the caseload,
will be used to inform its plan and set out its
aims for the forthcoming years.

e what it will do:

To set out the regional priorities and plan for
the next three years, in the wider HMPPS
strategic context. It will have detailed
milestones for the coming year. It will
include local priorities and initiatives that
will be put in place to support the aims for
probation services locally. We expect that
there will also be national or cross-regional
priorities that will be included within the
regional plans, such as how service user
involvement will be led and delivered at

all levels, along with support of cross-
government objectives.
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Delivery Agreements

After the processes of co-design, which
may include procurement, we will require
written agreements (in the form of delivery
plans, contracts or grant agreements)
between the Regional Probation Director
and those that will be delivering to the
Regional Reducing Reoffending Plan.
These will form part of the evidence
required for the quarterly meeting with

the Chief Executive.

We will explore how to develop delivery
plans and the use of the European
Excellence Model, recognised by the
Inspectorate as a useful design, to create
a plan that covers the overall probation
service in each region including contracted
and co-commissioned services.

We expect a service agreement or business
plan to be produced that confirms delivery
expectations and targets. It should also
include workstream and delivery plans,
along with a clear commissioning plan for
establishing services to deliver sentences
and outlining the intended use of the
Regional Outcomes and Innovations

Fund (ROIF).

We also expect the Regional Probation
Director to have a set of agreements in
place with those providing services through
the Dynamic Framework.

We expect these to be updated in line
with the developing Regional Reducing
Reoffending Plan. These agreements

will provide evidence that the Regional
Probation Director has put in place the
services necessary to deliver to the plan.
It will allow them to identify both gaps and
duplication in the service offer.

Governance and assurance

Both public sector provision and contracted
provision will be subject to governance
and monitoring procedures. The regions’
business plans will be subject to a national
approval process and, in addition to a live
monitoring system, each region will carry
out internal governance of its service to
support a process of in-year oversight

by HMPPS, including national, quarterly
performance boards between the
Regional Probation Director and

the Chief Probation Officer.

To provide delivery confidence, we will

use several tools such as key performance
indicators, data on equalities, management
information, HM Inspectorate of Probation
reports, HMPPS assurance reports and
other agreed data from providers. We
believe that there will also be useful qualitive
and quantitative data from beneficiaries,
stakeholders and supervised individuals and
we plan to consider how we might use these
to provide evidence of delivery.

Regional reporting

To provide transparency and accountability
to the regions, we will publish an annual
report that sets out how well the Region
did against its stated expectations. This will
include performance data and a high-level
review/assessment of the effectiveness of
the provision, highlighting innovation and
excellence as well as any areas of concern
or for change. We intend to provide a
common template for this report.
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We believe that these processes and
products will allow each Region to describe
how it will carry out its duties to assess,
protect, and change the delivery of their
service in the wider context of the HMPPS
vision and business strategy.

Equalities

As outlined in the performance framework
section, Regional Probation Directors and
their planning teams must ensure that there
is fair and equitable service provision across
their regions and we are implementing a
new Equalities Monitoring Tool to support
this. This will aid Regional Probation
Directors in identifying disparities in service
delivery and adapt their approach and
investment in services accordingly. Robust
impact assessments will form an integral
part of the business planning process and
annual reports will include reporting on how
probation delivery in regions is meeting the
Public Sector Equality Duty.

Regional Structures

Prior to June 2021, probation services
across England and Wales are being
provided by a combination of the NPS,
consisting of seven geographical divisions,
and 21 Community Rehabilitation
Companies (CRCs), owned by seven
privately owned parent companies, that
provide services under contract. The NPS
advises courts on sentencing for all offender
cohorts and manages those with a high
risk of serious harm or who are managed
under Multi-Agency Public Protection
Arrangements (MAPPA). CRCs supervise
low and medium risk service users and
deliver rehabilitative and resettlement
interventions for all supervised individuals.
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This split in responsibilities and
geographical structure has not supported
clarity around strategic leadership and
accountabilities. For example, the North
East NPS division works in the same areas
as five CRCs owned by three different
parent companies, each with their own
operating model. In future, the management
and delivery of probation services will be
streamlined to:

e strengthen strategic leadership

e create clearer accountabilities

e simplify delivery

e improve system and local integration
* increase efficiency

The new probation service will be organised
into 12 geographical regions, with
boundaries aligned to police force and local
authority area boundaries, and undertake
all Sentence Management, advice to court,
victim support and delivery of definable
interventions (Unpaid Work, Accredited
Programmes and Structured Interventions).




Figure 19. The 12 probation regions in England and Wales and their Probation
Delivery Units

In Annex C, maps showing the Probation Delivery Units in each region are presented
with clarification, where necessary, of which local authorities each Probation Delivery
Unit is comprised of.

A = North East F = South Cantral | = Wast MicRancks K = Narth Weast
County Durhom and Dardington | Hampshire North and East Birmingham Maorth, East and Weat Chashire
Gatashead and Scuth Tynaside | Hampshirs South Wast S‘F'"h_'-'" East Cheshire
Stockon and Hartieponl Hampshire South and sleof |- Cirningnam Central and South | Warrington and Haltun
Sundarand Wight Durllery and Sandwell Knowshey and St Helens

. C — Oifordshina Walzall and Wolverhampton Safton
r.lidﬂu:hwgh Buckinghamshire and Milkan ﬁ"““‘_““ Liviarpaol North
Newcastia Upon Tyne Keynes Warwickshire Liverpool South
FrRE T AR Ecest Berkshire Staffordshee and Sioke Cumbria
Naorthumbsarland West Barkshire L L] 5'_"'“ . Wirral :

G = Sauth West mg:ﬂ' Ehivpatine DAY W L

Barnsiey and Rotherham Gloucastarshing B Es e

teid & o " J = Greater Manchester East Lancashine
Doncostar B Satfard | Cantral Lancashee
e o anchesta Noct

; Mancheaster South
‘Wiokafield Gloucestarshira R Saa Annas-C for detas of the
Kirkleas Phymouth W Probation Delivery Linits in the
Bradiord and Caderdais Cornwall and lsles of Scilly ﬁ?m Fohdale Londan Region.
ok Devan and Tochay
Stockport Trafford

Morth Yarkshire Somerset e ard
Hull and East Riding Bath and Morth Somarset
Marth-and Morth East H = Wales
Lincolnshire
C = East Midlands Gweant
Wattingharm Caby Dhyfed Powys
Nettinghamshine Cardiff and the Vala of
Derby City Glarneegan
Derbyshire Swarmea, Neath Port Talbot
Leinestar, Lescaatershing and Cowmn Tat Merganmwig
Rutiand
East and Wast Lincoinshira

The Target Operating Model for probation services in England and Wales




140 /

Leadership

Each region is overseen by a HMPPS
Regional Probation Director who provides
strategic leadership consistent with the
overarching HMPPS strategic direction

and is responsible for the overall delivery
and commissioning of probation services.
In England, they will report into the wider
HMPPS structure and be line managed by
the Chief Probation Officer. In Wales, the
Regional Probation Director will report into
the Executive Director for HMPPS in Wales
who has responsibility for all probation
services and prisons in Wales. Leadership
in both England and Wales will be ultimately
brought together under the Director General
for Probation.

The Regional Probation Director’s key
responsibilities will include:

e setting regional strategy, ensuring this
takes appropriate account of different
priorities at a sub-regional level and
conforms to the HMPPS business
strategy. Using the evidence-base
on effectiveness and local need to
help delivery

* line managing operational leaders,
ensuring that business plan expectations
are met and that consistent and effective
professional standards are maintained

* managing Dynamic Framework
contract(s) to deliver service outcomes
and value for money

e promoting effective partnership-working
between public, private and voluntary-
sector providers. ldentifying common
needs between the providers, driving
integrated delivery and promoting
the pursuit of joint delivery solutions
where appropriate
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e advocating for all probation providers
within the region, building external
confidence in probation and ensuring
that it has a single, influential voice

e working in partnership with Criminal
Justice partners across the region,
driving cross-criminal justice system
strategic alignment (with particular
reference to statutory police and crime
plans developed by Police and Crime
Commissioners). Attending regular
partnership forums with key delivery
partners and local stakeholders,
including regional co-commissioning
meetings with Police and Crime
Commissioners

e set the priorities to commission services
that address offender needs as well as
ensure delivery of sentence

Managing the region

Each Regional Probation Director in
England and Wales will be supported

by a senior leadership team that brings
together responsibility for operational

and intervention delivery, commissioning
and contract management of specialist
rehabilitative and resettlement support and
operational support services that support
front-line delivery.

To ensure that staff are properly line
managed and achieve the required growth
in development, as well as to ensure the
programmes are delivered to the required
standard, we have sought to ensure there
are appropriate numbers of senior and
middle managers to provide equitable spans
of control in the regions.
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Head of Operations is a new role to
oversee and provide strategic direction
to operational probation delivery

on behalf of the Regional Probation
Director. They will have line management
responsibility for Heads of Probation
Delivery Unit (PDU) and the Head of
Public Protection (Community).

The Heads of PDU are responsible
for local operational delivery of case
management and court teams across
a given geographic area and lead local
strategic engagement with relevant
criminal justice partners.

The Head of Public Protection
(Community) leads and manages public
protection activity for the whole region.
This includes managing key regional
functions, such as the victims’ team, and
acting as function lead and coordinating
cross-cutting areas, such as MAPPA.

Head of Interventions is a new role
(subject to job evaluation) to oversee
and provide strategic direction to the
operational delivery of Unpaid Work,
Accredited Programmes and Structured
Interventions. They will have line
management responsibility for Heads of

Unpaid Work and Heads of Programmes.

The Head of Unpaid Work is a new role
(subject to job evaluation) responsible for
day to-day management of Unpaid Work
and Senior Attendance Centre delivery.

The Head of Programmes is a new role
(subject to job evaluation) responsible
for day-to-day management of
Accredited Programmes and Structured
Interventions delivery.

Head of Community Integration is

a new role (subject to job evaluation)

to oversee the commissioning and
operational contract management of
outsourced services and provide a
dedicated focus on ensuring that the
right intervention services are in place to
meet the needs of supervised individuals
and that probation is influencing locally
so that the benefits of partnership-
working and co-commissioning are
realised. Within their line will be regional
Commissioning & Partnerships and
operational Contract Management
teams.

Head of Performance and Quality is
an existing role acting as the region’s
strategic lead for performance and
quality, providing advice, data and
action plans to improve quality and
supporting commissioning of services.
To deliver this, within their line are
Performance, Quality and Serious
Further Offences teams.

Head of Corporate Services is a new
role to provide dedicated leadership
and management to back office and
corporate functions. They will bring
together the management of the
regional Information Assurance, Staff
Engagement, Equalities, Corporate
Administration and Complaints, as
well as being the contact for functional
leadership/business partner services.
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The new regional senior leadership team
will champion and enable a whole-system
response to supporting desistance. Working
collaboratively with colleagues within
HMPPS and with local strategic partners
and commissioners, the senior leadership
team will seek to establish good community
links that are responsive to what works

and help reduce the risk of reoffending.
These changes will ensure there is clear
strategic leadership and accountability for
probation as a whole service and enable
the management and buying of outsourced
services in a way that is responsive to local
needs and flexible to emerging priorities.

Wales structures

In Wales, there will be a different leadership
structure to reflect the distinct partnership
arrangements arising from devolution and
some business functions combining prison
and probation services within HMPPS in
Wales. Areas of difference include:

e The Head of Interventions will be
called Head of CORRE (Centralised,
Operational, Resettlement, Referral and
Evaluation) and Effective Practice, but will
have the same staff reporting underneath
it as in England.

e Head of Blueprints — This devolution
post outlines the commitment that the
UK and Welsh Governments have made
in relation to women and youth justice
via blueprints. It is envisaged that many
more blueprints will be developed to
enhance the user journey through the
criminal justice system and related
sectors in Wales, and this post is integral
to that work.
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e Wales will not recruit to a Head of
Performance and Quality as this
function is currently provided in a shared
resource with Public Sector Prisons and
HMPPS HQ via the Strategic Support,
Administration and Assurance function of
HMPPS in Wales.

Key changes

Operational delivery and management
structure

Within the regions, operational delivery
will be reorganised into 108 Probation
Delivery Units (PDU), each managed by

a Head of PDU with the most complex
PDUs supported by a Deputy Head.

The boundaries of the PDUs have been
developed to align with upper tier and
unitary local authority boundaries. At this
level, teams will undertake supervision of
all individuals and ensure that public sector
local responsibilities (such as victim liaison
and local adult and child safeguarding
responsibilities) are discharged.

Our new structure will ensure sufficient
management capability and capacity
to account for the increased caseload
of the new probation service, reflecting
the unification of all case management
responsibilities, and to provide a clear
local voice for probation and, in some
contexts, HMPPS.
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Public Protection

As part of the review of the probation
structure, it was decided to bring strategic
and operational accommodation services
together as a national function within the
Community Interventions Directorate,
including Approved Premises, BASS

and Accommodation.

Following the London Bridge and Streatham
terrorist attacks, the NPS committed to
enhancing the management of those

who present the most significant national
security risk. Work is now underway to
design and develop a central National
Security Division to manage those critical
cases that are of national security interest to
provide an enhanced level of management
of the most high-risk, complex and high-
profile cases.

Currently the management of sexual
offending units, who deliver accredited
sexual offending programmes, sits within
the line of the Head of Public Protection
(Community). However, the in-housing of
other Accredited Programmes has created
an opportunity to, in the longer-term, bring
this team together with teams delivering
other Accredited Programmes under a Head
of Interventions in each region. This will
ensure expertise, consistency and efficiency
in programme delivery across the suite

of programmes.

In future, there will remain a Head of Public
Protection role (and two in London due

to their complexity) to act as the regional
strategic lead for public protection. They
will manage key regional functions such

as victims, coordinate cross-cutting areas
such as MAPPA and be responsible for
implementing any national policy changes
at a local and regional level. They will act

as the regional link to the National Security
Division and Approved Premises functions
and engage with key regional and national
stakeholders within local authorities, police,
counter terrorism and organised crime units,
and colleagues in HMPPS Security Order
and Counter Terrorism Directorate.

Community Integration

Regions will need the capability

and capacity to support their new
responsibilities to commission and contract
manage outsourced services. This will
include being able to identify additional
services needed to meet service user
needs, commissioning and managing
those services and reporting on

their effectiveness.

Currently, the NPS are not resourced to
develop their own services and are reliant
on the CRC offer. In future, there will be
specialist Commissioning and Partnership
teams in each region to work closely with:
operational and contract managers within
the region; commercial colleagues; policy
leads; external partners/commissioners;
providers and service users to review

and develop services. They will have
responsibility for delivering quality and value
for money services that meet identified
needs and monitoring the effectiveness

of these in helping to reduce reoffending.
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Currently, HMPPS contract management
oversees CRC contacts and is split into
two functions: a strategy function that
works at a national level, and an operational
function that consists of multiple local
teams responsible for the day-to-day
management of contracts. The structure,
roles and responsibilities within this have
developed and bedded in over time, with
the strategy function influencing the local
operational teams and the development
of a distinct professional identity. In future
we will retain the existing structure, roles
and responsibilities in the first instance
but will adapt where required into the new
regional structure. This means embedding
the operational contract management teams
into the regions to manage Commissioned
Rehabilitative Services provider contracts
and the central team providing more
enhanced support to ensure there is
consistent relationship management for
cross-regional suppliers.

Links to HMPPS Business Strategy

The new model recognises the
importance of empowering
the probation service to work
in partnership with a range

of providers and will provide
expert teams to support each
region in commissioning

and contracting the right
services to transform and
enhance delivery.
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As part of our COVID-19 response, we set
up Homelessness Prevention Taskforces
to work with local authorities and other
partners to help find accommodation for
individuals released from prison and for
those moving on from Approved Premises
and Bail Accommodation and Support
Services. While we are currently reviewing
the operation of these taskforces, the
operational benefits are such that we are
considering how to continue them in the
long-term and reflect in regional structures.
Set out at Figure 22 is an outline of current
accommodation structures.
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Performance and Quality

We intend to maintain performance, quality
and Serious Further Offence teams within
regions. Performance teams will provide
management information and analysis and
engage with business units to understand
and improve performance and data
quality. Quality teams will provide quality
assurance and improvement activities to
promote effective practice and support
court and Sentence Management staff.
Serious Further Offence teams undertake
reviews of these to improve future practice.
Serious Further Offence teams will also be
responsible for reviews of practice (‘early
looks’) in line with national guidelines to
highlight any issues requiring an immediate
management response. Resources in
these areas will be expanded to reflect the
increased caseloads.

Corporate Services

We intend to maintain corporate
administration teams and complaints teams
in each region. Corporate administration
teams will carry out corporate transactional
tasks, where those tasks are non-
operational and are not supported by
partner organisations. The complaints teams
will undertake investigations in relation to
formal complaints, and include individual
roles that support staff engagement,
information assurance and equalities.

Resources in these areas will be expanded
to reflect the increases in demand related

to the expansion of responsibilities. In
particular, there will be a greater focus on
equalities-related activities in each region to
reflect greater expectations around equality
reporting, ensuring we deliver on the Public-
Sector Equality Duty under the Equality

Act 2010. This will mean a more strategic
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and comprehensive approach under
regional leadership that integrates equalities
reporting in both the new probation service
and by contracted providers.

Transition

To support the smooth transition to these
arrangements and provide a stable base
for the unification of probation services in
2021, the NPS has begun to reorganise
from seven Divisions to 12 regions. All 12
Regional Probation Directors have been
appointed and took up post in April 2020,
assuming management responsibility for the
operational delivery for their geographical
area. In addition, the recruitment of a
number of roles has been brought forward
where there is a clear business critical need
to support the delivery of the new regional
structure. This has focused on the senior
management team that reports into the
Regional Probation Director.

HQ

The NPS has always drawn on wider
HMPPS and MOJ HQ support to enable
its operational delivery through providing
expertise, oversight and business partner
support. The benefits gained from a national
resource to support multiple delivery units
are many but include the avoidance

of duplication, improved efficiency

and coordination and the ability to

build specialist knowledge and share

best practice.

With more regions holding more cases and
with greater responsibilities the need for
support from HQ will be greater than that
previously required by the NPS Divisions.
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Within our national Business Strategy

and Change Division in England, regional
teams have been created to ensure

they can continue to support the local
implementation of national change projects
and programmes, as well as representing
the regions within national change activities.

In future, regions will continue to draw on
HQ support, including HR, Finance and
Health, Safety and Fire. This will provide

a revised support offer to account for the
increased number of regions and expanded
responsibilities for Sentence Management,
intervention delivery and commissioning
and contract management of specialist local
support services.

Enabling People to be their best:
Supporting our people

We understand that our staff are critical in
the delivery of this new model and our focus
is both on ensuring a smooth transition

so that staff feel supported, included

and engaged with these reforms and
implementing longer-term improvements
that support staff’s professional
development and creates a healthier,

more diverse and motivated workforce.

Transition of people

We recognise that transition to the new
model represents further, significant change
for probation staff within the NPS and
CRCs. The programme has invested in a
dedicated change management function
which will ensure that the transition and
mobilisation process is well managed. In
Wales, we have already brought Sentence
Management into the NPS, which provides
both opportunity for early improvements

to quality and lessons learned to feed into
the wider transition. Our focus for Day 1

will be on a smooth transition, focussing on
seamless continuity of public protection and
rehabilitation in the community with further
changes to follow.

It is important for us to balance current
operational demands against preparing for
the future. We are considering the employee
experience of all staff as they move through
the transition to the unified model and we
are taking account of this in our work with
stakeholders; in processes we develop;

or in our messaging and materials.

The change management function has

been established to explicitly span across
all three probation programmes (Reform,
Workforce and Recovery). The framework

to effective delivery of change focuses on
raising awareness through engagement, in
order to achieve adoption of the changes
leading up to and post June 2021 across the
probation system.

We have developed change management
principles which define how we have and
continue to approach change across the

probation system.

e We will explicitly address culture and
create a new/merged culture.

e We will assess the cultural landscape
by using cultural diagnostics to better
understand organisational readiness
for change.

e We will prepare for the unexpected as no
change ever goes completely according
to plan.
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e  We will speak to individuals as well as
the organisation by meeting uncertainty
with certainty, being as honest and
explicit as possible.

e We will address the human side of
change by ensuring this is integrated
into our programmes, design and
decision making.

e We will ensure the change is led/
role-modelled by leaders at all levels
who are aligned and committed to the
direction of change.

e We will enable real change to happen
on the front line, with dedicated and
equipped change leaders across the
programme and regions.

e We will confront reality, demonstrate
faith and craft a vision which can be
customised for different audiences at
different points in time.

e We will create ownership not just buy in
through distributed leadership with broad
influence to support the changes.

e We will ensure that communications is
targeted to reinforce core messages
through regular, timely advice that is
inspirational and actionable.

Part of the role of the function is to ensure
we can articulate a clear vision for the future
and bring people along with us as we make
the changes to deliver a new unified model
for probation. A series of engagement tools,
including a change narrative, have been
developed to support the changes and

to support embedding long term culture
change. These engagement tools are critical
to increase success in achieving adoption
of the change, intended benefits and new
ways of working. They aim to simplify the
complexity of programmes, telling a simple
story of what will and won’t change, aiding
engagement events, promoting feedback
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and supporting discussions with leaders
and colleagues on what those changes will
look and feel like, ensuring they have role in
informing and influencing the future. People
must feel that change is happening with
them to ensure a successful transition and
positive culture, not being done to them.
We will continue to communicate through
the change narrative which will be updated
in the lead up to Day 1 and beyond as
transition activities become clearer.

We continue to engage on people transition
with key stakeholders, including Regional
Probation Directors, current employers,
staff networks and recognised trade
unions. We are also working closely with
parent organisations and CRCs to ensure
we provide them with the information they
need to effectively manage their workforce
and supply chain during this period of
organisational change and reduce the risk
of increased staff attrition during the
transition period.

We have defined the scope of transferring
services to be either to the HMPPS (NPS) or
to the Commissioned Rehabilitative Services
provider. Current employers are using these
‘service definitions’ to determine whether
and where their staff are assigned and will
be engaging with their staff accordingly.
Staff that are assigned will transfer to

either HMPPS (NPS) or to Commissioned
Rehabilitative Services providers on 26th
June 2021.
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Transfers of employment to HMPPS (NPS)
will be undertaken by way of statutory Staff
Transfer Scheme(s), in accordance with the
provisions of the Offender Management

Act 2007 and supported by the Cabinet
Office Statement of Practice on Staff
Transfers in the Public Sector, rather than by
transfers under the Transfer of Undertakings
Protection of Employment Regulations
(TUPE). The provisions of the staff transfer
scheme(s) will though broadly follow the
approach of TUPE.

Transfers of employment to Commissioned
Rehabilitative Services providers will be
undertaken by way of TUPE, which will
protect employee’s contractual terms and
conditions of employment upon transfer.

Transfer to HMPPS (NPS)

Following the announcement in June

2020 that the probation service would
deliver definable interventions under the
new model, more staff will be assigned to
transfer to HMPPS (NPS) at the end of the
CRC contract in June 2021. The number of
current employers we need to work with to
facilitate this has also increased and now
includes CRC parent organisations, CRCs
and subcontractor/supply chain. We are
working with current employers to discuss
the detailed work that will need to be done
during mobilisation and up to the point of
transfer to enable the smooth transition

of staff.

We are preparing business change activity
to support transferring staff with appropriate
induction and orientation material to help
them operate in a new organisation and Civil
Service department as well as supporting
the creation of a new and unified probation
workforce. We are working with subject

matter experts to identify the learning and
development requirements needed to
support the transition. The requirements will
be prioritised, starting with any elements
essential in order to operate on Day 1.

The priorities for learning to support

Day 1 include:

e receiving a warm welcome and corporate
induction to the Civil Service, HMPPS
and the new probation service

¢ ensuring staff can access and use the
systems (including Corporate IT and
relevant corporate system training)

e providing staff with the information they
need to support them perform their role
from Day 1 and for operational staff at
key points thereafter

e enabling staff to continue any
professional qualification/apprenticeship
schemes they are mid-way through

Post Day 1, further training for all staff will be
required and will also need to be prioritised
and phased to mitigate the impact on
operational delivery. In accordance with

the HMPPS Strategy we support an open,
learning culture and improving our learning
and development offer is a key commitment
of the Workforce Strategy (see below).
Details of the bespoke alignment training
for those who are in roles that within the
NPS require a probation qualification will

be shared with current employers when
they are confirmed. We have and continue
to make clear that not having a probation
qualification would not prevent a member
of staff transferring to the new probation
service if they are assessed as in-scope

to do so.

/ The Target Operating Model for probation services in England and Wales



152 /

Our approach is for as little change as
possible on Day 1, other than that which is
necessary e.g. implementing the National
Agreement. Therefore, on Day 1, changes
would only be made where staff would

not otherwise be able to work effectively
upon transfer. We are working to assess
where changes are required to inform our
wider workforce planning and preparation.
Following transfer, we will work with regions
to move from the Day 1 position to the end
state model. The time it takes to reach the
end state will vary across regions

and functions.

A key focus of the Workforce Strategy is
attracting and retaining talented people.
Retaining skilled staff is, therefore, a key
priority and we will continue to work closely
with employers and trade unions to support
the transition to the future model and
minimise disruption.

Transfer to Commissioned Rehabilitative
Services providers

Through the assignment activity that
current employers are undertaking, they will
identify whether their staff are assigned to
the Dynamic Framework elements of the
future model. The outcome of the Dynamic
Framework competitions will then determine
which future employer in-scope staff would
transfer to.

Once identified, future employers will

work with current employers to agree the
mobilisation activity and timings required to
ensure the smooth transition of staff.

Staff security and vetting policy

Providers will have the option to employ
individuals who were formerly subject to
probation services, and volunteers e.g. peer
mentors. This will, however, be in line with
currently agreed HMPPS vetting processes.

a2 4

Where a former service user potentially may
fail the standard vetting checks, providers
can use the ‘Standard Plus’ policy which
builds on the Cabinet Office strategy ‘Going
Forward for Employment.” They need to

use additional risk criteria, undertake a risk
assessment and ultimately the provider
needs to sign-off against the individual

that they are confident they can manage
any risk.

Developing our Workforce

Challenges presented by COVID-19 have
reinforced that our workforce is critical in
successful delivery of probation services and
that changes we make to the future system
must go hand in hand with supporting our
probation staff by investing in the skills,
capabilities and ways of working they need
to do their jobs to the highest standard. For
example, the way in which the probation
service innovatively adapted and responded
to the pandemic demonstrated how we can
work in smarter ways.

Links to HMPPS Business Strategy

We will enable our workforce to
be their best and perform to the
highest standard by attracting
and retaining talented people,
promoting their wellbeing,

and providing the skills and
resources to equip them for

the future.
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In July 2020, publication of the Probation
Workforce Strategy outlined our ambition for
a positive, inclusive and diverse workforce,
focusing on the following objectives:

e Promoting wellbeing for everyone.
e Attracting and retaining talented people.
e Supporting and developing our people.

e (Creating a more diverse workforce where
everyone feels included.

e Fostering confident leaders who inspire
and empower others.

Whilst all of the objectives will be crucial to
facilitating effective delivery of probation
services in the future, delivery of the target
operating model is predicated on having

the right number of staff in post to manage
caseloads (attracting and retaining talented
people) with the necessary skills to manage
risk, protect the public and help make
positive change to people’s lives (supporting
and developing our people).

Supporting and developing our people:
A new model for learning and
development

The new model will provide a sustainable,
modernised approach to learning and
development - allowing us to meet
increasing learning and development
demand and deliver the professional
agenda. This will provide easy access to
high quality, practical learning resources
that address staff concerns and support
day-to-day tasks. Our new model will
encourage greater personal responsibility
for learning with leaders and managers
proactively coaching and mentoring staff
to achieve professional standards and
personal career ambitions.

It will provide a clear approach for
procuring, sourcing, (re-)designing,
delivering and evaluating learning products
which better understand and address the
needs of staff, informed by both learner
experience and evidence-based practice.

We are transitioning towards a more flexible
and agile approach that leverages modern
technology. This will provide our staff

with easy access to learning resources
and experience, including digital learning
resources, that can be accessed at point
of need. The digital learning resources will
look and feel very different to traditional
elLearning. It will include such resources
as videos, case studies, templates, how to
guides, discussion forums, and checklists.
The resources will be informed by learner
needs and evidence-based practice

and supported by on-going reflective
discussions between individuals and their
line manager.

Supporting and developing our people:
Advisory Panel for Probation Learning®

We have established an Advisory Panel

for Probation Learning to support the
development of a quality, evidence-based
curriculum, informed by experts. Embedding
external perspectives in both probation
practice and learning effectiveness in the
model will create a proactive, open and
collaborative approach to the design and
development of learning for probation.

°This was formerly called the Curriculum Authority.
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Supporting and developing our people:
Practice standards & register

We have started consultation on
Professional Standards for probation staff
that are strategic, align with the vision for
the probation workforce, are useful and
demonstrate the professionalism and
behaviours we expect from staff. They will
be accessible to staff and will sit as umbrella
standards above the specific occupational,
inspectorate, competency-based and
quality standards that already exist. Staff will
be clear on how they are expected to use
the Professional Standards and how they fit
into the wider expectations of them during
their work.

We are committed to developing a
professional register framework for
probation qualified practitioners. The
professional register will safeguard
standards of practice and increase public
confidence in probation services.

Attracting and retaining talented people:
Recruitment

We are focussing on recruiting and training
increased numbers of probation officers to
support the service and caseloads. By June
2021, we will have significantly increased
the number of trainee probation officers we
recruit each year to support delivery of the
target operating model. Indeed, in 2020/21
alone we have committed to recruiting 1,000
new trainee probation staff. In the following
financial year (2021/22), we will increase our
recruitment even further to 1,500 trainee
probation staff.
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We are developing a three to five year
Recruitment and Retention Strategy, which
will help us to support recruitment needs in
the coming years. This strategy will enable
us to better plan who we recruit and when,
and how we support our staff to thrive. By
Day 1, we will have reviewed our approach
to recruitment of PQiPs and implemented a
more streamlined and agile system, which
enables us to onboard new recruits into the
service quicker. This will help us to grow our
staffing levels significantly, creating a varied
talent pool and a flexible and innovative
recruitment model.

We will have considered a range of different
incentives for recruiting in “hard to fill”
sites, in both the short- and long-term.

This includes running targeted marketing
campaigns in those areas to attract more
trainee probation officers, which we have
done for the most recent campaign. We

are also expanding routes into probation,
including considering how we might target
former service users to provide employment
opportunities and build a workforce that
better reflects the diversity of our society
and those we supervise.
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In recognition of the key role employment
plays in rehabilitation, the new probation
service will work with the New Futures
Network, who support prison leavers into
employment, to maximise opportunities for
current and former service users to secure
roles with us. Peer led work, including peer
mentoring schemes, are a critical strand
of this work. Colleagues who have taken
this pathway into employment often have
high levels of motivation, and are some of
our most engaged and committed staff.
Peer support roles provide one to one
support to service users in custody and
the community; facilitate peer support
groups (including for specific cohorts);
undertake peer mentoring training and
provide co-ordination/line management

of front-line peer workers. A national role
will be identified to drive development of
peer led work across HMPPS, and deliver
an evidence based and quality assured
approach to peer led activities.

Attracting and retaining talented people:
Career pathways

We are piloting an accelerated progression
pathway from Probation Service Officer to
Probation Officer in four regions and want
to diversify our entry pathways, including
improving our ability to recognise what prior
experience sets people up well for a career
in probation.

Development opportunities and career
pathways exist which create supportive and
resilient leaders at all levels. We will make

it easier for people to move internally and
provide career pathways that enable us to
both retain staff and encourage those who
move across the justice system to return to
the service with broader experience. This

also includes introducing clear opportunities
for career moves and shared learning and
development opportunities across partners
in government, the voluntary and private
sectors, and HMPPS by 2022/23.

Attracting and retaining talented people:
Pay

We are continuing to work with staff and
trade unions to progress our collaborative
work on pay modernisation in 2020/21 and
onwards. We are developing proposals
focused on improving the overall reward
offer available to staff.

Modernising our estate

With reference to the HMPPS strategic
principle, modernise our estates and
technology, our estates strategy aims to
deliver a sustainable long-term estate
platform for probation services which
meets our overall public protection and
rehabilitation duties, whilst ensuring good
value for money.

The combined estates strategy which will
onboard the estates required to run the
future probation system will ensure that we
have the estate required to meet the future
aspirations of the probation service.
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Links to HMPPS Business Strategy

We are committed to ensuring
our estate is fit for the future
delivery environment and
provides good value for
money for the public.

We will also modernise the estate with
£127m of capital funding which will see

the creation of 55 new sites which will be
developed using the new probation service
‘Design Guide’, thereby creating modern
environments and “Contact centres for the
Future” for our staff and service users. We
will also deliver £20m of funding to update
the existing estate.

We recognise that the estate is made up

of a wide variety of buildings (in terms of
age, condition, structure and layout) and
that is it not in all cases suitably respondent
to the needs of our staff or service users.

In accordance with our duties under the
Equality Act 2010, we have developed an
accessibility framework and checklist and
assessed our estate against this to help
local NPS and CRC leaders determine the
best site options for Day 1. Moving forward,
we know that there is further work to be
done and accordingly, will undertake further
assessment of our estate to inform future
planned maintenance programmes and how
we utilise our buildings.

We will ensure the estate can react and

act as a catalyst to the roll-out of smarter
working, which will seek to optimise the
use of our workplaces and technology

to improve productivity and promote a
better work life balance for staff. We will be
spending £12m over the next three years on
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specific activities as part of this, which in
practical terms will mean that our staff can
benefit from touch down desks and more
dynamic workspaces to support improved
collaboration.

The estates strategy will oversee four years
of transition and transformation of the
estate to:

e improve the quality of existing properties
and where new properties are designed
and fit out works undertaken

e support our workforce ambitions by
enhancing our ability to recruit and
retain staff by offering a quality working
environment that enables a smarter
working culture whilst drawing on the
effective working practices arising from
new delivery models adopted as a result
of COVID-19

e deliver an estate that provides the
opportunity to enhance the quality
of relationships between supervised
individuals and Probation Practitioners

e where possible, encourage (through the
design of our estate) collaboration with
devolved authorities, including Police
and Crime Commissioners, and
delivery partners

Our estates strategy has been informed by
consultation with operational staff and the
aims are for an estate that:

e where possible, supports better
integration and partnerships between the
new probation service and other local
justice partners
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¢ is geographically located to provide
reasonable travel time for supervised
individuals to access services and to
encourage compliance

e enables the maintenance of a clean and
hygienic space

e provides for appropriate confidential
space for interactions with supervised
individuals, and adequate group space
or training rooms for the delivery
of interventions

¢ is safe and accessible for all staff
and supervised individuals but
risk appropriate

e provides value for money and efficiency

e supports Commissioned Rehabilitative
Services providers to maximise
investment in delivering services by
applying a peppercorn rent where there
is shared space available for partnership
working within the probation estate

e is environmentally sustainable
as specified under the Greening
Government Commitments Policy

e provides access for the diverse needs
of supervised individuals and staff in
accordance with the Equality Act 2010
and the nine protected characteristics

Base level requirements for future estate

Bringing the delivery of Unpaid Work,
Accredited Programmes and Structured
Interventions into the new probation service,
alongside Sentence Management, will mean
that we transfer most of the estate from
existing CRCs. Plans are in place to ensure
that we manage this new estate effectively
and efficiently in accordance with the
principles of the HMPPS Strategy.

Requirements for the future

To support operations in the future, we

will be establishing a dedicated Probation
Estates Facilities Management Team with
increased resource to support ongoing
maintenance of our buildings. The
programme has also identified a set of
base-level requirements and ideal operating
characteristics that should form part of the
estate solution and modernisation agenda.
This will be achieved by four years of extra
funding for backlog maintenance to redress
a previous lack of funding, targeted estates
projects and works to enable the roll out of
smarter working. Delivery will be by regional
multi-disciplinary estates teams which will,
in part, move to business-as-usual to ensure
continuity. The base-level requirements

and ideal operating characteristics are

as follows:

¢ Legislative and regulatory compliant
An estate that meets all legislative and
regulatory compliance requirements in
respect of health and safety, access
and equality.

¢ In good repair — adequately
invested in.
Fabric, mechanical and electronical
(if applicable) elements are in good
working order with no major backlog
repair issues, or requirements;
enhancing the ability to maintain
clean and hygienic environments.

¢ Health, Safety and Well-Being
The physical structure enables the
maintenance and use of the site in
response to infection-related instances
(e.g. effective ventilation). Ensure heating
and ventilation systems are capable of
ensuring an adequate supply of fresh air.
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e Digitally and technologically enabled
To ensure that the building is provided
with the appropriate ICT infrastructure
to maximise current and future
developments. Facilitate the installation
of modern AV peripherals to reduce
the need for face-to-face presence
in meetings.

e Secure
Properties equipped with all necessary
security installations for the protection of
staff, visitors and supervised individuals.

e Security of tenure
Appropriate tenure arrangements in
place to support ongoing occupation
without the threat of potential
forced moves.

In addition to the base-level requirements,
the Design Guide will establish a number of
characteristics that demand a robust and
modern estates platform which is COVID
compliant and which will provide a blueprint
for future Probation Contact Centres by:

* keeping staff and supervised individuals
safe: physical and covert technological
security measures (CCTV or key fobs)
that support operations and protect and
reassure staff.

e promoting the well-being of staff and
supervised individuals: modern fit-out,
and facilities (e.g. soft seating, and
kitchenette provision) supported by an
effective facilities management provision

e provide the required estate to enable
staff to work in a more flexible way and
enable the environments which support
the health and well-being of staff via
appropriate, well-organised
and responsive cleaning regimes
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e delivering accessibility and equality
via design: promoting accessibility
via signage and physical features and
adherence to estates design, equalities,
and accessibility guides to eliminate
discrimination, harassment, victimisation
or conduct prohibited by the Equality
Act 2010

e supporting the sustainability agenda:
Investment in physical building features
(e.g. energy and water efficiency and
solar photovoltaics solutions where
possible), ensuring works comply with
the Government Greening Commitment,
and construction legislation, including
Government buying standards

e robust asset management: a confirmed
updated estates strategy supported by
appropriate funding to support future
operational requirements by a planned
forward maintenance programme and
adherence to best practice sustainability,
accessibility and equality guidance

Modernising our technology,
digital and data services

Probation staff need simpler, clearer, faster
digital services to support delivery of the
new model. We recognise that this is an
area where the NPS has sometimes lagged
behind CRCs and that current applications
do not meet the needs of users. Instead,
front-line staff may have been required

to spend a large proportion of their time
on basic administrative tasks, rather

than being able to add real value as
probation professionals.
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Links to HMPPS Business Strategy

We will ensure that staff
have the right digital tools to
support delivery of the new
model, thereby enabling
them to provide the most
efficient and effective
service possible and to

use data to inform and
enhance their professional
judgement.

A new digital approach will deliver services
for the new probation service, and for
Commissioned Rehabilitative Services
providers that:

e support more efficient business
processes, relieving Probation
Practitioners of arduous and
unnecessary administrative tasks

e Dbetter utilise data to inform professional
judgement

e allow more focussed work with
individuals to achieve our common
business outcomes

e provides a mechanism for supervised
individuals to better engage in their
sentence and help improve rehabilitative
outcomes

e improve support for commissioning
as well as the management and
performance of the new probation
service and suppliers under the
Dynamic Framework™

At the heart of the digital and data strategy
for probation (and as part of wider HMPPS
plans) is a seamless view of the individual
starting in court and continuing through
their sentence and rehabilitative journey.
This seamless view is enabled by more
effectively joining up data on needs and
risks with users’ rehabilitative outcomes.

How we’re delivering these changes

We have adopted an agile approach

to delivery. This enables us to test
assumptions and prove value early in a
product life-cycle, reducing the risk of
building the wrong thing that does not
meet the needs of users.

A probation service user’s journey often
involves prison (as part of a custodial
sentence). Delivery of new digital services
for probation will be aligned with new
prison digital services to provide a joined-
up approach and in accordance with the
HMPPS Business Strategy’s aim to act as
‘one HMPPS'.

19 Suppliers under the Dynamic Framework will use new digital services in the delivery

of probation services in England and Wales. New services will be designed to be highly
secure, incorporating the latest innovations in cybersecurity and able to operate in zero-trust
networks, and thus be available over the internet, removing the need to maintain a secure link
via a Public Services Network connection. The vast majority of suppliers under the Dynamic
Framework will only require a modern browser to access the new digital services.
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Though digital services will be released
early and often, they will always meet the
needs of their users, requirements of the
programme, and government standards.
These will continuously be improved

to drive efficiencies and improvements
across probation. We will adhere to design
principles to ensure consistency of delivery,
including:

¢ collecting data only when it is needed
and only once

e always testing products and services
with users regularly to improve usability
and accessibility

e design to support user needs (to achieve
their goals)

e services will support behaviours that
can be measured and monitored against
desired outcomes

These principles will be evident in services
that:

e are consistent in look and feel

¢ have a clear purpose, articulated in an
end-to-end transaction

e provide ways for internal and external
partners to integrate and share data
easily (as appropriate)

¢ will be iterated on, updated and
extended, relatively quickly
and efficiently

¢ can evidence whether they are effective
in meeting the objectives and desired
outcomes of probation

/
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We recognise the value of treating data as a
strategic asset, and the need to establish a
strong evidence base that helps us improve
service user outcomes, reduce reoffending,
protect the public and support our front-
line staff. Data can and will give us a better
understanding of the needs of individuals,
allowing us to better support and manage
their rehabilitation by targeting interventions
appropriately. Improving the quality of
available data will help ensure the right
interventions are provided at the right

time to the right cohort, resulting in

a cost-effective probation service and
better outcomes.

Data strategy

Links to HMPPS Business Strategy

Our open, learning culture
recognises the importance

of data as a strategic asset
which will allow Probation
Practitioners to provide
personalised and innovative
services which promote better
outcomes and more efficient
use of resources.
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Currently, there are some significant
evidence gaps that hamper HMPPS and the
ModJ in making progress against their core
aims. The evidence base has also been
relatively static in recent years. For example,
the currently defined prolific cohort is so
large and variable that more research is
needed before specific recommendations
can be made. Additionally, our data model is
highly fragmented, slowing down evidence
generation and duplicating effort between
teams. This impedes data-driven policy and
operational decision-making. As a result,
over the coming years we want to invest in
our data infrastructure to deliver the data
we need to answer these questions. We
want to radically simplify data access, in
part through developing and promoting an
analytical platform, so less time is spent
finding, joining and cleaning data.

We will simplify data access via digital
transformation. We will design our digital
services and architecture to collect the
right data, make it less onerous to collect,
stop bad data getting in, and make it easier
to collect together and analyse. We will
smooth the transition between our current
systems and new services by alerting data
specialists within the Data and Analytical
Services Directorate to upcoming changes
in data flows and data fields so that impacts
on ongoing reporting can be identified and
communicated.

We can then start to use the latest cutting-
edge, ethical data science and artificial
intelligence/machine learning techniques
to generate insights in real time (across
our system) and share these with front-line
staff at the point of decision. Ultimately, we
want to change what making a data-driven

decision feels like for our staff. Currently, if
the data and evidence to support a decision
(e.g. booking an intervention) exists, NPS
staff need to undertake a separate process
to access that data/evidence (e.g. consult
the policy guidance, read a published
article, find a report, or use an existing tool)
and apply this to their practice.

In the future, we can continuously develop
our evidence base with a combination

of qualitative and quantitative methods,
and have recommendations made to staff
within workflows. This will save Probation
Practitioners valuable time which they

can spend on higher value activities that
contribute to more effective supervision.

By embedding data science in intervention
booking systems, we can proactively flag
which interventions an individual is eligible
for, and provide the evidence underpinning
that rationale. This will drive more effective
assessment and referrals that are impactful
and support changes in behaviour to
reduce reoffending.
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Data for Policy

Data science can play a critical role to
support evidence-based centralised
strategic decision making. By speeding
up evidence generation, we will enable
data-driven policy making cycles. First, we
will collect the data necessary to conduct
impact analysis. Then, we can model the
expected outcomes of key decisions.
After an informed decision is made, we
can monitor the true impact. If this reveals
undesirable or unintended outcomes, we
can alter policy or procurement decisions.
Where there is insufficient data to make

a judgement, we will invest in modifying
our digital services to collect it. Therefore,
data can be leveraged at every step in the
decision-making process to ensure we
operate efficiently and effectively.

Digital transformation

Whilst the focus is on designing and
delivering new, modern digital services,
we will still be reliant on existing systems
and infrastructure until 2024, so we will be
running existing systems alongside and
integrated with, new services.

How we transition from these existing
systems which are relied on for ongoing
tasks, to new digital services, is key. We
plan to build core functionality to replace
key tasks as well as hold relevant data and,
in the process, erode the functionality of
existing systems and their use as a data
store. An example of this approach to
transformation is interventions. We will build
a new digital service to support delivery

of services via the Dynamic Framework.
Whilst initially this new service will support
the Commissioned Rehabilitative Services,
we will expand it over the coming years

to support other interventions such as
Accredited Programmes so that Probation
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Practitioners have one digital service to
support all their referrals.

The three main systems currently in use by
the NPS are:

* OASys: The risk and needs assessment
tool used across prison and probation
services.

e National Delius (nDelius): Sentence
management system and repository of
the case record for individuals managed
by probation.

e Interventions Manager: a tool used for
tracking the delivery and monitoring of
Accredited Programmes.

Some changes to these systems will need to
be made to support the new organisational
structures, payment mechanisms and
performance frameworks and reporting,
such as new regional models, and some
referrals of interventions for Day 1. However,
we do not plan to actively develop these
systems, and any changes will be made on
a needs basis.

A second challenge for digital is to
transform the way probation is delivered
whilst also supporting a smooth transition
for June 2021. To prepare for transition we
will learn how CRCs have used systems and
applications to support their services and
we will utilise this knowledge, as well as the
experience of practitioners, in designing
new services. We envisage that for some
CRC staff coming into the new probation
service some workflows may initially not be
as simple or as easy to complete whilst we
transition to new digital services.
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The services we build will be characterised
by being usable and accessible for those
utilising them; secure; scalable; resilient and
responsive. We want to be able to observe
and record every aspect of our services to
allow us to proactively monitor and correct
issues with any future systems. We will

also introduce a single view of each service
user that connects data across all new and
legacy systems and enables standardised
recording of what has happened to an
individual across the entire justice system.

Digital Delivery: Interventions

We are committed to completely transform
the way we refer and manage interventions
(Unpaid Work, Accredited Programmes,
Structured Interventions and Commissioned
Rehabilitative Services). This includes the
processes of adding, finding and referring
to an intervention, tracking progress and
receiving feedback on and evaluating

an intervention.

Probation Practitioners will be able to find
and refer individuals on to an intervention
through a single digital service, as
opposed to needing to switch between

up to four systems currently. Overall, we
will develop one or more digital services
that will enable these processes and
create a comprehensive, linked and high-
quality set of intervention data to be
analysed and evaluated continuously on
our analytical platform. The results will
inform modern data science tools, such as
recommendation engines, that will enable
Probation Practitioners to send supervised
individuals onto the right intervention at the
right time.

Digital Delivery: Case recording

We will create a clearer, simpler and faster
way for Probation Practitioners to record
information, enabling them to focus on
priority activities. New digital services will
facilitate improved sharing of information
between courts, probation and prisons,
as well as improved recording and
management of the sentence plan, risk
management plans and the delivery

of objectives.

For court staff, we will build a digital first
service that will manage court cases from
first hearing to outcome. We will do this by
integrating the current court, case work and
assessment systems together to create a
single view to users of everything going on
in their court. It will assist probation staff
with identifying cases of interest, preparing
consistent sentence recommendations
that match the suitability and eligibility

of individuals, and transfer cases to the
correct providers, whether it be custodial
or community.
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In early development is a new service
that will help staff to prepare a case for
sentence. It will automatically populate
relevant information about a known
defendant into probation systems,
ensuring staff have access to all
information immediately in one place,
rather than needing to search multiple
systems. The service will identify and
prioritise cases that are likely to require
a pre-sentence report and make use of
risk, policy and criminogenic need data
to provide a sentence recommendation
to the court. The overall outcome is to
reduce the number of adjournments
requested by probation and develop
an accurate representation of risks

and needs to support a sentence
recommendation that protects the
public and aids rehabilitation.

Ensuring that individuals are allocated to
the correct Probation Practitioner will be a
key feature of the new model. To support
this, we will build business rules into our
digital services to ensure risks and needs
of an individual are matched to a Probation
Practitioner with the most appropriate skills
and experience. We will ensure relevant data
is available to all HMPPS staff who require
access to it, regardless of whether they
work in prisons or probation.

Information for cases may also be enhanced
for some individuals who will have had a
post-sentence interview at court and will
also reflect new national and local protocols
with police and social services in relation

to arrest, domestic abuse callouts and
safeguarding information.
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Digital Delivery: Assessing risks
and needs

There are currently many risk assessments
undertaken for different types of individuals
at different stages of the sentence, resulting
in a lot of duplication. Moreover, many risk
assessments cannot be updated easily.

We will create a more dynamic, fluid way to
assess risks and needs that uses data from
case recording and interventions services
to automatically update risk profiles and/or
to trigger further questions for the Probation
Practitioner. This will ensure risk and needs
assessment are more accurate at any

given time.

As we transform from the existing ‘model’ of
risk and needs assessment in OASys to the
newer dynamic model, we will streamline
and rationalise the content of assessments
by removing duplicative questions and
collecting the right data at the right time.
This will allow us to build a sentence plan
that is appropriate and responsive to an
individual’s needs.

Digital Delivery: Service user
engagement

A key area for transforming probation is
the engagement of individuals in their
sentence and rehabilitation. Digital has a
significant part to play here, as the interface
between probation and the service user is
increasingly expected to be web-based.
Supplementing letters and phone calls, we
will aim to provide a service that provides
greater clarity to those subject to probation
services about where they need to be,
when, and why.
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The second aim is to provide transparency
in the process, so those subject to
probation services are able to see what
has been decided by whom and why.

Digital services will also prompt Probation
Practitioner to engage with those they
supervise when necessary. Pre-emptive
prompts and flags will be embedded into
digital services to empower proactive, rather
than reactive, engagement. For example,
at its simplest, we could notify staff when
key fields change to prompt follow up. At
its more complicated, it can be a predictive
model that calculates likelihood of not
completing an intervention that monitors
several factors and produces a flag once

a threshold is reached.

Lastly, we help deliver a sentence plan

that supervised individuals can refer to,
discuss and agree to follow. We foresee this
being used to allow individuals to provide
evidence in support of non-compliance,
and to feedback on the objectives they have
agreed to. This will enable them to better
engage and feel as if they are included in
the sentence plan process rather than it
being something that is done to them.

Improving data quality to support
equalities

Current data on protected characteristics
needs improvement and forms a key part of
our new approach of driving performance
improvement. We aim to address the varying
quality of data recorded by the CRCs as we
move core Sentence Management to one
organisation, creating a central function
that will allow for data to be recorded more
efficiently and in a standardised format.

This will enable data science products to be
developed fairly, and the data collected that
relates to protected characteristics will be
used to ensure that data science products
are developed fairly without reflecting any
underlying biases.
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Improved technology

There has been considerable development
of the technology infrastructure on which
the NPS relies, to ensure our workforce
has access to appropriate, modern and
flexible tools to support the delivery of

an effective probation practice, including
laptops, desktops and tablets; telephony;
Wi-Fi; and scanning and printing. In a time
when working arrangements have shifted
from office to home and remote working, we
have been able to shift smoothly between
these, and this technology investment

has provided organisational resilience
which incoming staff will benefit from. We
recognise that by bringing CRC staff onto
the ModJ Platform we will be enhancing the
IT provision for most of these users and
adding them to a single Justice platform
will allow full collaboration with the prison
services and HMCTS.

Commissioned Rehabilitative Services
provider access to Authority System

Commissioned Rehabilitative Services
providers will use the new digital services
currently under development. These
services, known as the Authority System,
will be used to manage delivery, and provide
the probation service with information from
providers on available interventions.

During the implementation period
successful bidders will be expected

to ensure that their own infrastructure,
hardware and any additional software

is ready and meets applicable security
requirements. User devices connecting

to new digital services through modern
browsers will support core business
processes in delivering the services. Access
to these digital services, and data needed

for suppliers to provide Commissioned
Rehabilitative Services, will be managed
by the Ministry of Justice.

By requesting complete, timely and
standardised data from Commissioned
Rehabilitative Services providers, the
Ministry of Justice will be able to undertake
fully informed commissioning. Continual
evaluation of suppliers, used to inform
commercial decision making, will incentivise
positive provider behaviours and identify
successful innovations that we can learn
from. Developing a rich evidence base will
allow commissioners to understand which
providers and programmes best address
the needs of specific service user cohorts.
In this way, we can use the marketplace to
drive up quality and service user outcomes.

The Ministry of Justice will provide support
for users of the new digital services and
will continue to engage with providers

on the ongoing improvement and future
development of these.

Information security

We will ensure compliance with relevant
data protection legislation. Where suppliers’
systems and infrastructure are processing,
storing or transmitting Authority data,

the Authority will require assurance that
providers are following National Cyber
Security Centre, Authority and cyber
security commercial best practice.
Suppliers using the Authority’s Systems

will need to comply with the government’s
independently audited Cyber Essentials Plus
scheme and have an Information Security
Management System that meets the
appropriate standards.

/ The Target Operating Model for probation services in England and Wales
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Human factors related to reoffending

These are well established and reasonably well applied by probation

services:

e Attitudes that support crime.

e Anti-social peer networks.

¢ Impulsivity/low self-control.

e Lack of positive/poor relationships.

e Substance misuse.

¢ Lack of employment and employability.

e Lack of suitable accommodation.

e Sexual deviance, sexual preoccupation and sexual obsession.

¢ Beliefs that support specific offences such as domestic violence and extremism.
e Criminal history.

e Gender.

e Age.

These factors are well established but not always well applied:
¢ Psycho-social maturity.
e Brain injury.

¢ Diverse childhood experiences.

We do not know enough about how these factors relate to

reoffending:

e Experience of care.
¢ Learning and communication difficulties.

e How factors combine to influence risk.

/ The Target Operating Model for probation services in England and Wales
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Situational factors related to reoffending are well known but not

always applied:

Perception of social injustice, or illegitimate use of authority.

Civil unrest and violence sanctioned by war.
Poverty, deprivation.
Skills and approach of staff.

Social exclusion.

Opportunities to gain valued resources or personal gratification from offending.

Absence of effective social controls.

Although it is unlikely that a single
intervention will lead an individual to

stop offending, there is evidence that a
combination of effective interventions and
staff skills in engaging and motivating
individuals can reduce reoffending. These
also need to be matched to the level of risk
posed by the individual.

What does not work

It is important to be aware of evidence
about what doesn’t work. There are
interventions that seem to have no impact
on reoffending, or that cause harm by
raising the reoffending rates of those who
take part such as those which:

do not build skills that can help people
behave differently in the future (e.g.
awareness raising only courses)

reinforce a person’s view of themselves
as a ‘criminal’ or fail to help people build
an alternative, prosocial identity

do not target those factors that research
suggests are linked to reoffending

rely on external motivators (like
punishment and/or fear) to bring about
change, failing to support individuals
to change their own attitudes and
commitment to an offence free life

e are poorly implemented, due to poor
staff training and supervision, problems
with funding and sustainability, poor
targeting, poor quality assurance and
lack of proper evaluation

Effective approaches to community
supervision

This section focuses on supervision
skills and is followed by a section on
interventions.

Strong relationship skills are a pre-

requisite for effective engagement but
specific supervision skKills, including the

use of cognitive-behavioural techniques,
motivational interviewing and a ‘rehabilitative
orientation’ make a difference to individuals’
outcomes.

Relationship skills include: listening,
empathy, warmth, showing concern

and respect, clarity about roles and
expectations, being reliable and consistent
and conveying optimism about the
possibility of change. These contribute to
effective engagement and prepare the way
for specific supervision skills intended to
bring about change.
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e Staff have ongoing training and support.

This first factor is based on evidence that focusing on factors related to offending
during supervision sessions will be more effective than dealing with other issues
raised by the individual.

Monitoring of risk-related behaviours may be relevant to manage some individuals but this
should be proportionate to the risk posed and balanced with an emphasis on factors that
can change.

Bonta and colleagues (2011) found that the more Probation Practitioners spoke about the
requirements or conditions of the community order or licence, the higher the reoffending
rate. They concluded that preoccupation with the conditions of probation, or the

enforcement role of the Probation Practitioner, negatively impacts on the relationship and

gets in the way of supporting individuals through interventions that help.

Figure 24. Criminogenic factors which rehabilitation services will address

Promoting rehabilitation and reducing risk requires a focus on criminogenic factors.
This means enabling people to move from....

Impulsivity to thinking of consequences,
taking others’ perspectives and managing

strong emotions

Problematic drug
use to safe use or
sobriety

Criminal social
networks to
having friends and
social groups who
aren’t involved in
crime

Binge drinking
to sensible drinking
or sobriety

Poor family
relationships to
mutually warm,
caring and
supportive family
relationships

Attitudes that support crime to a
non-criminal identity that cares for
others and feels optimistic about a

life without crime

Debt to money
management skills

Lack of work
to increased
employability
and achieving
satisfying
employment

Homelessness
to having and

keeping suitable
accommodation

Poor use of
leisure time

to finding
satisfaction in
leisure activities
that don't
involve crime
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Drake (2011) showed that reoffending
rates were reduced (by approximately
10%) if individuals received treatment
during supervision, with more face-
to-face contacts associated with a
higher reduction. Reoffending rates
were further decreased (16%) if the
supervision applied the risk, need
and responsivity principles.

Assessment

Accurately assessing an individual’s risk
and needs, and understanding how to be
responsive to their individual characteristics,
helps to target interventions to best effect.
This is an evidence-based approach to
enable public protection, reduce reoffending
and promote the proportionate use of
resources.

The risk, need and responsivity principles
help practitioners to assess the amount

of supervision and types of interventions
that are proportionate to the individual’s
likelihood of reoffending and risk of serious
harm. Intensive rehabilitative effort should
be focused on those with a higher likelihood
of reoffending.

For HMPPS, OASys currently provides a
structured and standardised assessment
framework across the core offending-
related needs. The most effective and
consistent way to assess individuals is

to use a standardised and validated risk
assessment tool which integrates actuarial
and professional judgements. In OASys
this involves using validated predictor tools,
such as OGRS3 and the risk of serious
recidivism tools, alongside structured
professional judgement based on an
understanding of the nature of the risk of
serious harm, how to manage and reduce it.

In pre-sentence reports, prepared to advise
the court on suitable sentencing proposals,
the use of assessment tools enables
practitioners to evidence their assessment
more fairly and consistently.

This results in sentencing proposals that will
address identified needs and reduce the
risk of reoffending. The Effective Proposal
Framework enables probation to help

make more consistent recommendations

to courts.

How this applies in the future
probation model:

Equalities, proportionality and parity

of access to services

The future probation model promotes
consistency and effectiveness in the way
staff assess and plan interventions for those
on probation. This will improve provision for
vulnerable individuals, including those with
multiple and complex needs, those at risk
of homelessness, and individuals liable to
experience disadvantage or discrimination
on the basis of protected characteristics.

More information on evidence-based
approaches for working with individuals with
protected characteristics can be found at
Annex A, Part Two.

Effective Interventions Panel

A national Effective Interventions Panel will
be established to provide assurance that
Structured Interventions are being designed
and delivered in line with evidence-based
principles for effective interventions.
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Procedural justice, risk management and
protecting the public

Public protection and effective supervision
are complementary. It is possible to enable
rehabilitation even when making decisions
for the purposes of public protection.
Manchak et al (2014) note the importance
of integrating procedural justice into
community supervision. Practitioners

who balance their case management and
enforcement roles have better outcomes
with individuals (e.g. Paparozzi and
Gendreau 2005).

Paparozzi and Gendreau (2005) found
that when intensive supervision was
combined with rehabilitative intervention,
it reduced parole revocation rates

from 48% to 19%, which was between
10% to 20% less than for the group
experiencing traditional supervision
alone.

Recall to prison

People on determinate sentences are
recalled if their behaviour indicates

an increased risk of further offending,

which cannot be safely managed in the
community. Recalled prisoners are more
likely to be reconvicted for a violent,

sexual, serious, or any offence, more likely
to be assessed as at high risk of serious
harm, and vulnerable. The experience

of recall is predominantly negative but
recalled prisoners do tend to want, and

are motivated to achieve, a different future.
Acknowledging, reinforcing and supporting
this may enhance the rehabilitative nature of
recall. For example, creating a new sentence
plan may help the individual understand
what is expected of them and to avoid recall
in future.

Accompanied by participation in

structure treatment programmes

Supervision with a skilled practitioner
before, during, and after rehabilitative
interventions and programmes is known to
help maximise the benefits of the treatment.

Duwe (2017) set out that to maximise
the chance of success, interventions
should be part of a holistic approach
which includes good supervision

and help with practical issues like
housing or employment (Raynor and
Maguire, 2016). Supervision by a skilled
practitioner will help the person to
practice, embed and maintain the skills
they have gained from the intervention.
Likewise, research shows that people
are more likely to make the most of
new “resettlement” opportunities such
as finding a job or keeping a tenancy if
they have first addressed their offending
behaviour, thinking, and attitudes.

Offending behaviour programmes
and interventions

These services aim to support individuals

to change the thinking, attitudes and
behaviours which may lead them to
reoffend. Programmes encourage pro-social
attitudes and goals for the future and are
designed to help people develop new skills
to stop their offending. Programmes often
use cognitive-behavioural techniques. There
is good international evidence that these are
most effective in reducing reoffending.










