[image: image3.png]


[image: image4.jpg]


[image: image5.png]3 Ministry of
* JUSTICE

National Offender
Management Service





Strategic Commissioning Plan 2010-2013


Compendium

An initial summary of evidence gathered to prove the 
hypothesis that the one-to-one relationship between the 
offender and the practitioner can be a powerful means 
of changing behaviour, and therefore reducing re-offending.
1st Edition  December 2010.

Foreword

This Compendium is based on fieldwork and research conducted between April and September 2010 as part of the NOMS Offender Engagement Programme, and forms part of the evidence based framework of effective engagement for practitioners. It is a summary of the elements of the research and fieldwork that contribute to the assertion that the relationship between the offender and the practitioner is a powerful tool in reducing re-offending.
The contributions contained in this Compendium are summaries of full articles and published reports and comments and observations from probation practitioners, as well as fieldwork reports.  The fieldwork reports were developed through examples registered by Probation Trusts following the initial OEP regional events held in April and May 2010.

The overarching aim of this compendium is to provide to practitioners, in one place, the critical approaches, skills, competencies and supporting research which they may find useful and supportive in carrying out their day to day responsibilities.  The Compendium falls somewhere between a resource pack and a reference book. We hope that all practitioners and managers will find something of value in it but we do not envisage that readers will work through it from cover to cover.

We are aware that some practitioners are still to be persuaded of the term “Desistance” and what this actually means.  Probation staff are rightly sceptical about new fashions – “the flavour of the month”, but equally they want to be effective in their work with offenders.

This Compendium does not aim to supersede, or replace, the substantial body of published research into what is effective in the wider context offender management, but to extract the key points of the published research which relates directly to offender engagement skills.  We can identify a number of themes that emerge from the material in this Compendium:

· The importance of innovation and ingenuity, and the commitment of the individual practitioner.

· The role played by specific skills and techniques e.g. cognitive approaches, pro-social modelling and motivational interviewing.

· Desistance – the practitioner can play an active role in supporting a long term path of desistance

As the Programme progresses, practitioners and researchers aim to provide further invaluable insights into what actually works, and what doesn’t work, in terms of effective offender engagement. We have also started a series of research bulletins which will be produced throughout 2011. This evidence will be added to future editions of the Compendium, and be made available to all practitioners through a variety of mediums.

For readers wishing to access more comprehensive summaries that relate to offender supervision, the following publication is a useful source ‘Offender Supervision – New Directions in theory, research and practice’ edited by Fergus McNeill, Peter Raynor and Chris Trotter  (2010), published by Routledge.
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1.
Calling time on crime: Motivation, generativity and agency in Irish probationers, by Deirdre Healy & Ian O’Donnell

This is a research study testing the relevance of two of Shadd Maruna’s findings (generativity and agency) to Irish male offenders in early stages of desistance.

It concluded that at early stage of desistance motivation was high, but few agentic feelings were expressed (setting new goals, evidence of successfully meeting challenges, evidence of empowerment).  It also found that the achievement of ordinary goals (like housing, employment) was important. 

Implications for practice: It suggests that practitioners use offender’s personal stories based on their strengths, empowerment and generativity in work with offenders. Also focus the probation-offender relationship on increasing feelings of agency to overcome structural disadvantages.

It is important to address offender identified needs (the old advise, assist and befriend) – this requirement was never removed in Ireland and practice still includes this type of work.

2. 
Bringing sense and sensitivity to corrections: from programmes to ‘fix’ offenders to services to support desistance, by Frank Porporino,

This is based on reviewing evidence from available desistance research, motivational interviewing and positive psychology, and then compares to current practice (especially the ‘what works’ framework).  Porporino suggests that the learning from this research tells us the following key points:

· Current risk/needs framework focuses on addressing factors that relate to how offenders might continue offending, not those that will enable them to create and maintain a non-offending pro-social identity for themselves.

· The motivational practice paradigm has implications for how we might relate differently with offenders and says what sort of strategies of influence we should choose to deploy (e.g. raise awareness, encourage self re-evaluation, find social support for change).

· Current evidence based programmes have conditional success rates and the value of investment in them has been challenged. Programmes take a scatter-gun approach addressing all criminogenic factors as we don’t know precisely what factors need to change by how much and when. (Can’t make exact links between inputs and outcomes).

· Needs tools for assessment are crude and largely ignore the personal concerns that can distract offenders from positive engagement.
· Change may occur because of relationship basis rather than skill basis of the worker.

· Desisters seem to be more satisfied with their lives, more optimistic, with less periods of negative emotions, fewer worries etc.

· Focus on intermediate outcomes to be achieved ‘with whom, when, why and under what circumstances i.e. not routinised imposed interventions often disconnected from overriding issues and concerns that may be obstacles for offenders.

· Offenders generally know when they are committed to desistance and if they strongly articulate it and practitioner thinks it realistic, they are more likely to succeed.
· Desistance is more likely to occur when the focus is on the resolution of social obstacles.

· Focus on supplementing efforts of offenders and their family support mechanisms through complementing with practical support – more likely to make a difference than imposing standard options.

Offenders who can point to at least one specific thing that the practitioner has done for them are more likely to desist for longer. 
Early and later (aged) desisters have different concerns and preoccupations – early desisters are more ordinary e.g. employment, whilst later desisters are more ‘redemptive’ (giving back) focus. Desistance isn’t linear or sequential but zigzag. It’s a process that reverses decisions, indecision, compromise and lapses. So we need to consider practitioner responses to offender failure. 
Long term desistance focuses on sustaining hope, maintaining self-efficacy, experiencing adaptive shame and a redefined sense of self. Psychology literature informs us of this view plus the need to feel accepted and feel unique.

Desistance is said to begin when dissonance occurs. (Decisional balance) is where the benefits of offending lose importance and the benefits of desistance take over. The helping process provided by practitioners can assist or accelerate, but not replace the offender’s problem-management process.

Practitioners need to focus their offender engagement approaches on offenders having some measure of:

· Motive to desist

· Method to address their personal obstacles

· Experience of success and satisfaction in exercising new pro-social role

· Acceptance through respect by significant others and wider society

So, they need to:

· Develop approaches designed to help offenders explore their personal goals, motivations etc rather than aim to change

· Develop tools for the assessment of desistance sentiments that don’t just pigeon-hole offenders into another category but provides insight into strength and nature of their identity goals e.g. change beliefs, self-efficacy appraisals 

This is not a reinvention but a reorientation towards sense and sensitivity that allows and supports skilled staff to become truly skilled helpers:

· Supervision encourages offenders to reach sensible and reasonable conclusions through analysing their own decisions/thinking

· Provides critical and problem solving advice when it seems welcomed but grounded in offender’s own situation

· Delivered in a demeanour that is sensitive to and appreciative of offender’s viewpoint, but not collusive

· Negotiate active participation of offender

· An attuned sense of offenders likely reaction to what is proposed to them

· Able to talk convincingly of consequences and alternatives to offending

· Genuine encouragement given 

· Promotes self-determination, changes in offenders self identity, sense of maturity and responsibility
3.
Desistance & the desistance paradigm, by Shadd Maruna

“Violence is typically a young man’s vice; it has been said that the most effective crime-fighting tool is a 30th birthday. The arrival of teenage baby boomers in the 1960s coincided with a rise in crime, and rates have declined as America has grown older. The median age in 1990 was 32...today it is 36+”

Desistance is a process, not an event. The focus here is not on any particular “moment” of change or transformation, but rather on the maintenance of crime-free behavior in the face of a life’s many obstacles and frustrations.

An estimated 85% of “offenders” desist from crime by age 28 (Blumstein & Cohen, 1987).

Factors relating to desistance are:

1. Stable intimate relationships
2. Stable employment

3. Move away from same-age, same-gender peers

4. Feelings of responsibility, hope and self-efficacy

5. Increasing concern for others, esp. caring for one’s children

Rehabilitation is associated with:
· Feelings of self-efficacy and hope – a sense of being in control of one’s future. 

· A self-concept of being “better” than one’s offences or more than just an “offender”.

· “Generative” concerns for children and next generation

· Experiences of being “certified” by others who have vouched for their rehabilitation

“Can psychologists, correctional workers and others devise means of speeding up the process, so that benign maturation will occur earlier than it seems to at present?” (Glueck & Glueck, 1945).

Farrall (1995) writes, “Most of the research suggests that desistance ‘occurs’ away from the criminal justice system. That is to say that very few people actually desist as a result of intervention on the part of the criminal justice system or its representatives”.

“Put simply, the implication is that offender management services need to think of themselves less as providers of correctional treatment (that belongs to the expert) and more as supporters of desistance processes (that belong to the desister)”  (Fergus McNeill 2006)

The shift to desistance can be supported by creating a shift:

· From programmes to lives

· From “What Works?” to “How Does it Work?”

· From an expert model to an organic/ “naturalistic” model 

· From treatment effects to relationships

· From trying to “correct” committed offenders to trying to assist individuals making efforts to desist.

· From deficits to strengths

4. 
21st Century Social Work in Scotland.  Reducing re-offending: Key practice skills, by Fergus McNeill,  Susan Batchelor,  Ros Burnett & Jo Knox 

The National Objectives and Standards for Social Work Services in the Criminal Justice System (NOS), initially published in 1991, were updated in the document ‘Criminal Justice Social Work Services National Priorities for 2001-2002 and onwards’. This latter document identifies three intended outcomes for community-based criminal justice interventions with offenders in Scotland: public protection through reduced re-offending, reducing the unnecessary use of custody and social inclusion of rehabilitated offenders. 

Reducing re-offending is essentially concerned with the achievement of positive changes in the lives of offenders.
Such research indicates that offenders have very high levels of need. This means that, in addition to addressing their client’s offending behaviour, practitioners often have to deal with problems relating to poor parenting, abuse, neglect, and damaged relationships, criminal and anti-social peers, low educational attainment, substance abuse or dependency, high levels of impulsiveness and aggressiveness, poverty, poor housing and/or homelessness. Irrespective of how these difficulties are related to offending behaviour, they have important implications for supervision and the skills required to prompt and support reductions in re-offending.

Desistance from offending tends to stress aging and developing maturity, the development of positive social bonds and changes in the way that (former) offenders construct their personal and social identities.

Young people in the middle age group (18-19 years) related their changing behaviour to increasing maturity, the transition to adulthood and related events such as securing a job or a

place at college, forming a stable relationship or leaving home. For the older participants (22-25 years), stopping offending was linked to the assumption of family responsibilities or by a conscious lifestyle change.
In general, young women tended to attribute their decision to desist to the assumption of parental responsibilities, whereas the young men focused on personal choice and agency.

These subjective dimensions of change have been explored in an important recent desistance study which compared the narrative ‘scripts’ of 20 persisters and 30 desisters who shared similar criminogenic traits and backgrounds and who lived in similarly criminogenic environments. 
While desisters and persisters shared the same sense of fatalism in their retrospective accounts of the development of their criminal careers, in their accounts of achieving change and in their discussions of their future prospects, desisters ‘discover’ their ability to make choices and to manage their own lives in order to resist and overcome the social pressures that bear down upon them.
Emerging (if belated) focus on the relational and interpersonal aspects of effective practice with offenders is strongly supported by research evidence from psychotherapy, which suggests that specific methods of intervention have a relatively minor role in determining success and that the following ‘common factors’ are responsible for bringing about change:
• accurate empathy, respect, or warmth, and therapeutic genuineness (sometimes referred to as therapist factors and at other times described as relationship variables)

• establishing a ‘therapeutic relationship’ or ‘working alliance’ (mutual understanding and agreement about the nature and purpose of treatment)

• an approach that is person-centred, or collaborative and client-driven (taking the client’s perspective and using the client’s concepts)

Effective approaches that apply some of these techniques include: motivational interviewing; person-centred methods; the application of the principle of responsivity; and pro-social modelling.
Findings of research studies that have asked offenders about what helped them to desist point broadly in the same direction, suggesting that:

• Desistance is a process which is commonly characterised by ambivalence and vacillation. It is not an event. This suggests the need for motivational work to prompt, support and sustain change efforts.

• Desistance may be provoked by life events, depending on the meaning of those events for the offender.

• Desistance may be provoked by someone ‘believing in’ the offender. This underlines the importance of workers sustaining an optimistic and persistent approach through periods of lapse and relapse.

• Although the development of better cognitive skills may be a part of the process, desistance probably involves a broader change in narrative identities (or self-stories). This suggests the need for interventions which support narrative reconstruction.

• Desistance is an active process in which agency (the ability to make choices and govern one’s own life) is first discovered and then exercised.
Supervision processes should respect this agency by seeking to maximise involvement and participation. The ‘discovery of agency’ may also imply a prospective focus for practice, drawing on solution-focussed interventions that capitalise on strengths, resilience and protective factors.
Desistance requires social capital (opportunities) as well as human capital (capacities). This suggests an advocacy role for practitioners seeking to support change and underlines the need to target systems beyond the individual offender.

Desistance is about ‘redemption’ or restoration and often involves finding purpose through ‘generative activities’. This implies the need, at an appropriate point in the process, to support the development of a more positive identity by accessing opportunities to make a positive contribution to local communities.

Skill Set 1: Building relationships that support change

The relationship between the worker and the client is a critical factor in effective interventions. The ‘core conditions’ of effective interventions relate to the ability of practitioners to convey accurate empathy, respect, warmth and ‘therapeutic genuineness’; to establish a working alliance based on mutual understanding and agreement about the nature and purpose of the treatment; and to develop an approach that is person-centred or collaborative.

Evidently the development of effective relationships requires the use of communication, engagement, counselling and inter-personal skills. Attempts to influence offenders positively require these skills to be deployed in the context of relationships that evidence moral legitimacy in the eyes of offenders. It is unlikely that anything can be achieved in work with offenders unless and until such effective working relationships are first established and then maintained.

Skills Set 2: Assessing risks, needs and strengths

One of the recurring messages from the desistance research reviewed above is that practice must be thoroughly individualised.

Desistance literature implies the need to review risk factors in the light of pro-desistance

factors including the positive qualities of the individual and the available resources for supporting change within their social networks. More generally, the challenges of risk assessment (particularly where there are concerns about serious harm) require the development of highly reflexive practice based both on the exercise of core practice skills and on the judicious application of research findings.

Skill Set 3: Research-based planning and delivery of interventions

On the basis of the best available research evidence, what do we (the practitioner and the offender) think might best promote the reduction of re-offending change in this situation?

Some recent research evidence from Canada suggests that this is the logical step that is most commonly neglected in practice.

Skill Set 4: Managing change

Four over-lapping features of case management are identified: 
consistency (which allows the worker to promote and reinforce effective learning by providing opportunities to exercise new skills)

continuity (through which the case manager ensures that the offender experiences supervision as an integrated holistic process; a key part of achieving this integration is likely to be the provision of one stable and supportive relationship throughout the duration of the supervision experience)

consolidation (which enables the offender to make connections across all aspects of the process)

commitment (of the case manager to the offender and to the supervision process). 
A fifth role for the case manager relates to the need to support compliance with the terms and conditions of community penalties. This requires the ability to exploit a range of different ‘compliance mechanisms’ but crucially it depends on establishing the kind of legitimate authority that characterises effective working relationships.

In delivering effective practice, the accumulated weight of evidence, coming from studies that start with quite different assumptions and using very different methodological approaches, drives us towards recognition that practice skills in general and relationship skills in particular are at least as critical in reducing re-offending as programme content.

The desisters also fell into three broad categories:-

The ‘non-starters’ adamantly denied that they were ‘real criminals’ and, in fact, had fewer previous convictions than the others. 
For the ‘avoiders’, keeping out of prison was the key issue. They appeared to have decided that the costs of crime outweighed the benefits. 
The ‘converts’, however, were: ‘the most resolute and certain among the desisters. They had found new interests that were all-preoccupying and overturned their value system: a partner, a child, a good job, a new vocation. These were attainments that they were not prepared to jeopardize or which over-rode any interest in or need for property crime’.

Burnett notes that simply classifying the men as persisters or desisters ‘misrepresents the switching, vacillating nature of desisting from offending’. Most were ambivalent towards crime and, in consequence, desisting seemed like a protracted ‘back and forth’ or ‘zigzag’ process.

Bringing these studies together, the research on factors associated with desistance is neatly summarised in Farrall’s account, which stresses the significance of the relationships between what we might term ‘objective’ changes in the offender’s life and his or her ‘subjective’ assessment of the value or significance of these changes:

‘… the desistance literature has pointed to a range of factors associated with the ending of active involvement in offending. Most of these factors are related to acquiring “something” (most commonly employment, a life partner or a family) which the desister values in some  way and which initiates a re-evaluation of his or her own life…’ 
In some senses, this characterisation of desistance marries the three theoretical perspectives above; desistance resides somewhere in the interfaces between developing personal maturity, changing social bonds associated with certain life transitions, and the individual subjective narrative constructions which offenders build around these key events and changes. It is not just the events and changes that matter; it is what these events and changes mean to the people involved.

The process of giving up crime is not dissimilar from that of desisting from addictive behaviours, such as alcoholism, gambling, and eating disorders.

Persistent offending, leading to repeat convictions and punishment, arguably qualifies as addictive behaviour because:
‘besides diminished volitional control, what qualifies high-rate behaviours as addicting is that they persist despite harmful consequences. The person is willing to pay what seems too high a price in order to continue them’.
More generally, there is a high correlation between offending behaviour and many of the psychosocial problems that are frequently dealt with by psychotherapists, such as depression and low self-esteem. Also, the ‘spontaneous remission’ of these behaviours is comparable to the pattern of ‘growing out of crime’: in the majority of cases the problem behaviour eventually ceases even if there is no intervention, but interventions may hasten the process.

In a far-reaching review, Patterson summarised the findings of nine major review articles on relationship variables, and concluded that:
‘There are few things in the field of psychology for which the evidence is so strong. The evidence for the necessity, if not sufficiency, of the therapist conditions of accurate empathy, respect, or warmth, and therapeutic genuineness is incontrovertible’.

In addition to the characteristics of empathy, warmth, genuineness, etc., various social influence attributes are of relevance, including trustworthiness, expertness and attractiveness. For all such characteristics, it is how they are perceived by the client that is of relevance. Perceived trustworthiness, expertness, and attractiveness have been found to be correlated with client satisfaction and changes in client self-concept. Conversely, premature therapy

terminators viewed their therapists as less trustworthy, less expert and less attractive.

The clear implication of the preceding discussion is that it may be advantageous in work with offenders to apply some of the techniques and approaches, as well as underlying models and principles that have been successfully applied in psychotherapy and counselling. This is already happening to some degree, particularly in the adoption of motivational interviewing in criminal justice settings.

Rex’s research addresses the features of probation relationships and how they come to exert positive influence. Her research involved interviews with 21 probation officers and of their probationers. One quarter of the sample was women. While her research methodology did not enable her to determine whether the offenders that she interviewed had, in fact, desisted, they provided considerable insights into the role of probation in their reported processes of

change.

Those that attributed changes in their behaviour to probation supervision described it as active and participative. Probationers conveyed the sense of being engaged through negotiation in a partnership. Given their recognition both of the need to sustain a decision to desist and of the possibility of relapse, probationers seemed more willing to ‘embark’ on desistance where they felt committed to and engaged in the supervisory relationship. In turn, ‘[t]his engagement seemed to be generated by the commitment, both personal and professional, shown by workers’. The ‘mechanism’ by which some probationers come to accept probation officers as role models, Rex suggests, may rely on ‘the sense of

obligation which the probation officers’ support and encouragement seem to generate in probationers’. She found that as many as half of the probationers she interviewed revealed feelings of personal loyalty and accountability towards their supervisors.

Reinforcing pro-social behaviour was another prominent feature of probationers’ accounts of positive supervision. Probationers could identify advice in this regard as evidence of concern for them as people, and ‘were motivated by what they saw as a display of interest in their well-being’.
5.
Discussing the desistance highlights, by Jacqueline O’Sullivan & Sally Moran 
We agreed some key points about what work looks like when done well:

· Taking the time to learn about the person’s context – both internal and external worlds; getting to know the individual and making sure they feel they are valued as an individual

· From that knowledge, the worker is more able to identify, through discussion with the offender, what is of value in the person’s life, what drives them and what type of changes they would value in their life

· Consistent contact: for example, pre-release contact with the person, including letters as well as any formal contact that is required; remembering to praise the person for their achievements and showing that you are glad when they are doing well. Recognising their competence and ability and boosting their sense that they can achieve positive outcomes. Sally pointed out that when you haven’t made the extra effort to keep in touch with the person pre-release you know about it, and that fits with my experience as an officer. There is an intangible but very important impact of the officer showing that they care about what happens to the person and are interested in how they’re doing

· The right level of contact/support for the stage the person is at and their particular needs. Always working towards withdrawing contact and widening the person’s support network but recognising that in the early stages a change of officer or withdrawal of support could have a negative impact, simply reinforcing previous negative experiences

· Not doing things for the person when they can do them themselves, but supporting them at the level they need at that time in order to make progress

· All of the above in the context of building trust, showing respect, human engagement and validating the person as a human being

· The sentence plan is essential to supervision and should be approached in a ‘joined up’ way, involving people important to the offender and other relevant workers – important for the person to understand how the pieces fit together as part of working towards a different future

6. 
What Else Works? by Frank Porporino
After three decades of determined efforts to build a knowledge base for What Works (Gendreau and Ross 1979), a new era of serious questioning of our approaches seems to be emerging that is being fuelled not by ideological cynicism but by the need for a more fundamental understanding of the actual mechanisms of action that lead to desistance; that transition from an offending to a non-offending lifestyle that sometimes seems to happen spontaneously, sometimes unexpectedly, sometimes after intervention but perhaps not because of it, and often without any obvious or formal intervention at all.

It is perhaps not surprising, therefore, that there has been enthusiastic endorsement of programmes and interventions as ways to correct offenders more completely, more effectively and more quickly. In this exuberant momentum towards a directed and prescriptive, change-the offender agenda in corrections, however, this chapter argues that we may have blinded ourselves to other ways of approaching the challenge, ways where offenders themselves could be treated with greater respect, as the true experts regarding how they might change.

A clear and present danger is that we may have narrowed in on too few approaches, too prematurely, and with too much uncertainty about the real process of change that offenders move through (or don’t move through).

Indeed, when we look at offenders who are desisting they seem to be doing so without any fundamental change in their so-called anti-social personality traits and/or attitudes. Many of these ex-offenders remain, and indeed pride themselves in remaining, anti-authority, rebellious, adventurous and independent (Maruna 2001). What does seem to differentiate the recidivist from the non-recidivist is that non-recidivists report being much more satisfied with their lives, more optimistic, generally experiencing many more positive emotions, fewer episodes of negative emotions (depression, anxiety, loneliness, boredom or loneliness, frustration, anger), and fewer problems and worries in life (Zamble and Quinsey 1997).

Realising desistance for the long term should include:

· Sustaining hope. An overriding and optimistic sense of agency (locus of control shift) that internalises ultimate responsibility for the present and future.

· Maintaining self-efficacy. An enabling sense that one has personal and/or social resources to manage obstacles and concerns, emotions and worries that might arise.

· Experiencing adaptive shame. Re-alignment with pro-social values (but not at the expense of a changed or degraded core self); some neutralisation and/or excuse or rationalisation for past as self-protective.

· Redefined sense of self.  Able to accept ‘who I was’ but preferring ‘who I am becoming’ . . . adopting new roles and identities and differentiating oneself from criminal others (I’m not like them).
7.
Can Structured Programmes Improve One-to-One Supervision? by Pauline Durrance & Nigel Hosking  
‘Exploring the Black Box of Supervision’, Bonta’s ‘black box’ reflects the intrinsic difficulties in probing into what actually goes on within the relatively private world of one to one supervision and the barriers that these raise to its evaluation. 

Since the Offender Management Model, Offender Managers are now expected to assume a brokering role, referring offenders to programme tutors and an army of partnership workers to do the kind of work which they had previously carried out themselves. Unsurprisingly this left some staff feeling relatively de-skilled. 

However, the growing evidence from the desistance research has reasserted the crucial role played by the offender manager in developing a relationship with the offender, incorporating traditional social work values of warmth, empathy, optimism, loyalty and trust. The notion of ‘casework’ and the ‘therapeutic alliance’ is, therefore, re-emerging. 

This piece, through providing an account of the introduction of the Structured Supervision Programme (SSP) within London Probation Trust, sets out to explore the merits of using a structured approach within a one-to-one setting. 

The need for an intervention like SSP appeared to be clear cut with the impetus coming from frontline staff rather than management. 

Working on the assumption that recidivist offenders are likely to lack certain cognitive skills and/or have developed inappropriate ways of behaving, addressing these constitutes a central focus of SSP. 

Two studies suggest that desistance is likely to be related to the way offenders think about their problems as well as their social situations. Zamble and Quincey (1997) in a study of ex-prisoners in Canada showed that whether they re-offended or not depended to some extent on their state of mind and level of optimism about their ability to deal effectively with the problems they encountered. 

Many of our clients are not being wilfully obtuse when they seem oblivious to others’ situations, whether it is their own partner or the victim of the robbery. Development of the self reflective capacity with the assistance of a Probation worker offering a taste of a secure base, add to, and complement, a cognitive behavioural understanding of empathy’ (Ansbro 2008, p 239).

SSP also draws upon the Good Lives Model (GLM) developed by Ward and Maruna (2007). The GLM describes a strengths based approach to rehabilitation, the aim being to enhance an individual’s capacity to live a meaningful, constructive and happy life free from further criminal actions.

Thus, a major aim of correctional reintegration work is to help individuals construct a life plan which can help them to achieve these goals without inflicting harm on others. 

It is anticipated that the 12 SSP sessions, each taking approximately one hour, will be undertaken at the start of the order when the expectation is that offenders will be seen weekly. The 12 sessions are contained within five modules, The approach, therefore, is very much one of structured ‘building blocks’ rather than a collection of pick and mix exercises. Participants are then encouraged to set realistic and measurable goals. The content is based on well established and familiar approaches to problem solving commencing with problem awareness and continuing with early recognition, distinguishing fact from opinion, generating alternative solutions, consequential thinking and perspective taking. 

In much the same way as group work programmes, SSP is contained within a manual which contains accompanying worksheets. A theory manual, guidance notes, information leaflets, homework and assignments building up to nationally validated and employer recognised awards were all features common to other programme work. 

A central question any evaluation of SSP would need to answer would be whether undertaking the work on a one-to-one basis could help circumvent some of these perceived limitations. Crucially, does structure in one-to-one supervision facilitate the building of good relationships between offender managers and offenders or detract from it?

Dowden and Andrews (2004) identify five behaviour clusters as being:

· the firm, fair and clear use of authority; 
· the modelling of pro-social and anti-criminal attitudes, cognitions and behaviours; 
· the teaching of concrete problem solving skills; 
· the use of community resources;

· the formation of, and working through, warm, open and enthusiastic relationships.

A further means of support and development work came about through transplanting the concept of treatment management commonly practiced in group work settings to one to one work. Treatment management fulfils two main functions. Firstly it seeks to ensure that staff members are carrying out the programme work as envisaged by the developers. This usually involves video recording programme sessions, reviewing these recordings against a checklist and feeding back learning points to staff. This connects to its second function, that of developing the skills staff use when delivering the programme material. 

Confidence levels appeared to constitute another reason for not working with SSP material after training. Some offender managers admitted to an initial lack of confidence, though this dissipated as they progressed with the programme. It was noted that completion rates tended to be higher if the offender was introduced to SSP as early as possible in the order, preferably signing the contract at their first appointment.

The expectation that SSP should be carried out in its entirety, this was not a ‘pick and choose’ exercise, added to these reservations.

Offenders appeared to react well to the one-to-one format of SSP, the structure keeping both offender manager and offender on track whilst leaving sufficient flexibility to match the pace of sessions to the offender’s ability to grasp and apply key concepts. 

Whereas structured programmes have sometimes been represented as being inflexible to the needs of individuals, in this case it appears that it is the nature of the exercise which is encouraging offenders to disclose sensitive material. 

Reaction to the programme material itself was generally good with the exception of one session which focused on the distinction between fact and opinion. Staff found this session relatively difficult to deliver and some offenders struggled to grasp the concepts. This highlights the need to review the trainers’ guidance notes for this session. 

Recognising the importance of setting goals appeared to play an important role in helping the offenders move towards addressing their needs. 

Several reported experiencing a sense of pride and achievement on realising they had arrived at the maintenance stage in the cycle of change, accompanied by a desire not to return to what one offender deemed ‘square one’.

The prospect of achieving their own goals hopefully provides the motivating force. Ward and Maruna argue persuasively that offenders have for far too long been seen as passive recipients of ‘interventions’.
What then does SSP as a structured programme add to supervision? Does it add anything? Returning to Bonta’s ‘black box’, the only possible answer is that we cannot say; quite simply, there is too little information about what happens elsewhere within supervisory relationships to support a judgement. Equally, it is too early to argue for the success of SSP in terms of an eventual impact upon subsequent offending. What we can say is that, almost without exception, staff and offenders have perceived their involvement with the programme as a meaningful experience which has facilitated the exploration of pertinent issues.

Two comments, one from a member of staff, ‘isn’t this what we should be doing?’, and another from an offender, ‘this is better than supervision’, reflect the general thrust - that SSP represents a valuable addition to the range of probation techniques and that it should be more widely available. 

Empowering offenders to solve their own problems is not sufficient. We also have to be mindful of the content of those solutions. Factors underlying negative behaviours need to be examined in order to provide an understanding as without this it can be difficult for the offender to move on or the offender manager to know how best to assist with this process. Our belief is that SSP provides the framework within which the offender and offender manager can together work through issues emanating from the past, consider their impact and plan how to build a more productive future. 

What is clear, however, is that this would involve resources, staff with the time to carry out the work in its entirety and managers with the time to foster new skills. Should a robust evaluation of this work demonstrate it to be effective the question is whether the resources necessary to maximise its impact would be made available. To put this another way, to what extent are we committed to changing the thinking and behaviour of offenders during supervision? Or are we content to simply manage them?

8. 
Reforming Prison, by Enver Soloman

Probation Officers need to move from being ’offender managers’ to becoming motivators for change – a shift that requires them to adopt a new model of proactive community supervision such as that developed in Maryland, USA. 
The model is premised on the notion that an effective motivational relationship between a Probation Officer and an offender is critical to ensuring compliance and behavioural change. 

Probation staff work with offenders to identify realistic and pertinent behavioural goals, and to implement strategies to achieve those goals. Offenders tailor the supervision period to their own personal needs and goals while also satisfying the public safety purposes of supervision. Probation staff take on the role of a behavioural manager, helping offenders learn about their own behaviour; understand the links between their behaviour and their involvement with the criminal justice system; and craft responses to their behaviour. It is a move away from traditional accountability mechanisms to shared decision-making models where the offender weighs and selects methods to ameliorate negative outcomes.

As well as changing the way probation staff relate to offenders, it is important also to change the way they relate to the community. This can be done by, for example, establishing local centres, particularly in high crime neighbourhoods.
In recent years structural reforms have led to the probation service retreating from the very communities it is seeking to rehabilitate. Staff have been moved into remote offices where they spend more time behind desks than out in the community with the offenders they are supposed to be reforming. For example, research looking at the experiences of two high-crime communities in Sheffield found that probation did not have an active presence in either area.
A key factor has been the decline in recent years in the number of home visits by probation staff. New national standards published in 2005, which set out minimum contact time between probation staff and offenders, actually recommended fewer home visits apart from in high risk cases. At the same time there has also been a greater reliance on ‘what works’ programmes that have led to the development of prescribed offending behaviour programmes and risk based assessment tools, both of which lend themselves to a more mechanised, office based approach. Finally, more stringent health and safety guidance has also imposed greater controls on home visits.

There is clearly an urgent need for the probation service to re-connect with local communities.
9. 
The Strategic Training Initiative in Community Supervision (STICS), by James Bonta, Guy, Bourgon, Tanya Rugge, Terri-Lynne Scott, Annie K Yessine, Leticia Gutierrez & Jobina Li

Very little is actually known about the effectiveness of community supervision in Canada. In a review of 15 studies on the effectiveness of community supervision, Bonta and his colleagues (Bonta, Rugge, Scott, Bourgon & Yessine, 2008) found an average decrease in recidivism of approximately two percentage points for offenders under community supervision. With respect to violent recidivism, there was no decrease in recidivism associated with community supervision. These findings led them to question why community supervision is not more effective given the large literature on the effectiveness of offender rehabilitation programming.

Interest in the effectiveness of treatment interventions has been longstanding and the so-called “nothing works” report by Martinson (Lipton, Martinson & Wilks, 1975; Martinson, 1974) represented a challenge to rehabilitationists to prove otherwise. Subsequent to the Martinson report, concerted efforts were made to better understand when rehabilitation does “work” and with whom.

First proposed in 1990 by Andrews, Bonta, and Hoge, the risk-need-responsivity (RNR) model has become one of the most influential models guiding treatment interventions in corrections.

These three principles can be summarized as follows:

1. 
Risk principle: Match the level of services to the risk level of the offender. Provide intensive services to higher risk clients and minimal services to lower risk clients.

2. 
Need principle: In treatment, set criminogenic needs as the target of intervention. Criminogenic needs are the dynamic risk factors associated with criminal behaviour (e.g., pro-criminal attitudes, substance abuse, criminal associates). Non-criminogenic needs (e.g., vague complaints of emotional distress, self-esteem without consideration of pro-criminal attitudes) are relevant only in that they may act as obstacles to changes in criminogenic needs.

3.
Responsivity principle: Match the style and mode of intervention to the ability and learning style of the offender. Social learning and cognitive-behavioural styles of influence (e.g., role playing, pro-social modelling, cognitive restructuring) generally work best with offenders.

The work of Trotter (1996) is encouraging and points to a need for further research on the training of Probation Officers. There are two improvements that can be made to advance the research agenda. First, on a conceptual level, training should include a combination of techniques for influencing change (i.e., general responsivity) and for targeting criminogenic needs.
The present study tried to address the weaknesses in Trotter’s (1996) work and to also take advantage of more recent research on the characteristics of effective correctional therapists and developments in the RNR model. For example, a meta-analysis of the effective interpersonal skills of correctional agents found that establishing rapport, modelling pro-social behaviour, differentially reinforcing pro-social behaviour, and self-management skills are important (Dowden & Andrews, 2004). Furthermore, attitudes are considered to be a major risk/need factor that underlies all the other criminogenic needs (Andrews & Bonta, 2010a). That is, underlying any criminogenic need, for example substance abuse, is an attitude supportive of the criminogenic need (e.g., “I need the drug to cope with my problems”).

We were under no illusion that three days of training would not be sufficient to change the behaviour of the probation officers in a meaningful way. Therefore, three procedures were introduced to ensure the maintenance and enhancement of skills following the initial training. First, the STICS probation officers met monthly in small groups of three to 12 officers to discuss their use of STICS concepts and skills.

Second, all trained officers were encouraged to submit audiotapes for individual clinical feedback. The feedback focused on the officer’s use of STICS concepts, skills and techniques with an emphasis on rewarding and encouraging their use.

The average length of a session was approximately 26 minutes (SD = 11) with no significant difference between the STICS and control groups.
Significant between-group differences were found on four of the five constructs (Table 4). Officers in the STICS group demonstrated significantly higher quality scores on Structuring Skills, Relationship Building Skills, Cognitive Techniques, as well as the global Effective Correctional Skills. Although the STICS officers demonstrated higher quality scores on Behavioural Techniques.
At post-training, 2-year recidivism differences emerged for the clients of the STICS probation officers and the control clients. For the probationers in the STICS group (N = 75) the recidivism rate was 25.3% (95% Confidence Interval = 15.5 to 35.1) and for the control clients (N = 37) the rate was 40.5%.

Although the RNR principles have been applied in the development of group-based intervention programs, they have not been systematically used in the one-on-one supervision of offenders.

The Strategic Training Initiative in Community Supervision (STICS) model incorporates the key RNR principles into community supervision. It is the medium and high risk offenders who are best served by the initiative, where probation officers are taught cognitive-behavioural skills to address the pro-criminal and dysfunctional attitudes that underlie other criminogenic needs.

The STICS training’s focus on pro-criminal attitudes appeared to have a significant impact on the behaviour of the STICS probation officers. Across all of the audio taped sessions, discussions of pro-criminal attitudes were almost six times more likely to occur among the STICS officers than the control group (39.1% vs. 6.7%).

These findings with respect to pro-criminal attitudes can be compared to those reported for the Manitoba probation officers by Bonta et al. (2004, 2008). In that study, attitudes when identified as problematic were discussed in only 8.8% of the supervision sessions.

However, Probation Officers require specific training on these skills as they do not occur naturally. The only technique that did not discriminate the two groups was the general skill of Behavioural Techniques. The reason for this may be that the scoring of this skill construct was heavily influenced by such behaviours as the use of reinforcement and encouragement.

Those officers who were more involved in the clinical support activities demonstrated more of the skills that were taught in training and also focused their discussions on matters of importance (i.e., criminogenic needs) more strategically.

It is one thing to demonstrate that training can change the behaviour of the probation officers but it is important to also show that the trained officers may have an influence on the criminal behaviour of their clients. We found between-group differences in the 2-year reconviction rate with a 15% difference favouring the clients of the trained officers.

The other officer behaviour that may have influenced recidivism was discussions around the conditions of probation. Here the influence was in the negative direction. The more that probation officers discussed the probation conditions, the higher the recidivism rate.

The STICS training and the clinical support offered thereafter demonstrated a change in both the behaviour of the officers and their clients. Considering the fact that the average length of a session was only 26 minutes, it was striking that a reduction in offender recidivism was observed.

10. 
Sexual Deviation, Yolanda Fernandez & Ruth Mann

The types of problems that sexually deviant clients present span a broad range of issues and necessarily require clinicians with strong and varied therapeutic skills.

Basic competencies include understanding normative sexual behaviours, using Socratic questioning, using behavioural techniques, generalizing changes in thinking to outside the treatment environment, using group process, and skills for co-facilitation.

In the 1980s, the relapse prevention model was introduced into the sexual deviance field, and remained the dominant model of change for about 20 years. However, in 2005, a large-scale randomized controlled trial of this treatment approach with a convicted sexual offender population concluded that the classical model of relapse prevention did not show a treatment effect in terms of reduced reconvictions (Marques et al., 2005). Two newer models, which have been proposed as a replacement for the Relapse Prevention model, are the self-regulation model (e.g., Ward & Hudson, 2000) and the Good Lives Model (e.g., Ward & Stewart).

The model of change that has the strongest empirical support for forensic populations generally is the Risk-Need-Responsivity (RNR) model (Andrews & Bonta, 1998). This model proposes that an effective treatment must: (a) provide an increase in intensity for those at greatest risk of criminal behaviour; (b) target those factors which are empirically established as raising risk of criminal behaviour (“criminogenic needs”); and (c) use therapeutic techniques to which the client group are known to respond.

Motivation for the client to change is increased through:

· Positive therapeutic style (warm and empathic) with an emphasis on positive reinforcement

· including setting up opportunities for success which can then be reinforced

· Self-esteem enhancing exercises

· An emphasis on inspiring and positive life goals that are seen as incompatible with engaging in the problematic behaviours (see Ward, 2002, for an outline of these goals)

· Group cohesion
· Reinforcement of attitudes and behaviours that are contrary to the problematic behaviours

In addition, it is believed that effective therapeutic processes maintain motivation. For example, Marshall et al. (2003) have shown that a warm and empathic clinician, who is rewarding and somewhat directive, generates significantly greater participation in treatment, and greater behaviour and attitude change resulting from treatment. Alternatively, a less empathic unrewarding clinician who engages in somewhat hostile confrontation of the offenders has been shown to reduce participation and generate little or no beneficial changes.

Historically confrontation has been considered an acceptable approach when dealing with socially stigmatized issues (e.g., addictions, sexual offending), confrontation is no longer considered an appropriate competency for clinicians (Marshall et al., 1999). As noted above, it reduces the impact of treatment. In contrast, a motivational style requires challenging the clients but in a firm and supportive style and such an approach has been shown to be effective with substance abusers (Miller & Rollnick, 1991) and with various other types of behaviours in need of change (McMurran, 2002).

The most basic competency required to work in the area of sexual deviance is a reasonable understanding of human sexuality and the key theoretical models of sexual deviance.

An understanding of human sexuality, including normative versus non-normative sexual behaviours, and unusual versus problematic sexual behaviour, is critical to working with this client population.

A significant factor related to sexual deviance is holding attitudes supportive of the problematic behaviour. Socratic questioning helps clients challenge their ways of thinking and encourages them to consider and develop alternative ways of thinking or behaving. Clinicians are trained to ask “who, what, where, when, why, and how questions” that provoke thoughtful responses from clients.

Relevant to novice clinicians is that we draw a careful distinction between modelling and self-disclosure. Modelling includes the expression by the therapist of, for example, pro-social and functional attitudes and behaviour. Modelling should take place in all interactions between clinicians and clients. Self-disclosure is used only to assist clients in understanding that the processes that govern their behaviour are essentially normative. The perceptions of all people are to some extent self-serving (Nisbett & Ross, 1980) and it is useful to illustrate this by self-disclosure on the part of the therapist of mundane biased inferences. Personalizing examples of cognitive distortions can illustrate for clients that engaging in cognitive distortions is a common process, but that the key is to recognize when it is contributing to problematic behaviour.

Interpersonal skill as an expert competency includes an openness to consider your own ways of thinking and feeling, behaving and coping, as well as an ability to receive feedback about your strengths and need areas, and then change your behaviour based on this feedback.

The task of the clinician is to teach attitudes, perceptions, thoughts, feelings, and skills necessary to meet needs in a pro-social and effective manner, without negative consequences, with the underlying theory being that a fulfilled and happy person is unlikely to engage in behaviours that are hurtful to themselves and others.

Mann outlined her concerns with traditional Relapse Prevention strategies which concentrate on avoidance-based goals (i.e., things and situations to avoid) but that often fail to appeal to clients or inspire a dedication to improving their lives in other ways.

She pointed to an extensive body of literature (Emmons, 1996; Gollwitzer & Bargh, 1996) demonstrating that avoidance goals are rarely maintained, whereas approach goals are more likely to endure. In addition, people who have predominantly avoidance goals are less psychologically healthy, less happy, and less successful than those who have approach goals.

In the role of a clinician, it is sometimes easy to perceive that you are in control of the therapy and forget that the person truly in charge of therapy is the client. Even the most manualized or structured therapeutic intervention will be more effective, if the clinician approaches the intervention as a collaborative process with the client and as such working collaboratively is an expert competency. Working collaboratively with clients is a basic competence in the cognitive-behavioural tradition.

11. 
Prison Break – tackling recidivism & reducing costs; Ian Mulheirn, Barney Gough & Verena Menne

High rates of re-offending are at the heart of both the public and private costs of crime. Over the past decade two-year re-offending rates for prisoners have remained in the region of 60-65%. But the major recidivism problem is among those offenders on short-term sentences. With some 70–75% re-offending within two years of release, they are by far the most prolific re-offenders. People given short-term sentences also comprise the vast majority of those sentenced to a prison term each year, making up 70% of the total.

The best treatment programmes have been shown to reduce re-offending by 10–20%. Moreover, the effectiveness of interventions varies hugely from person to person; consequently one-size-fits-all solutions are expensive and inefficient. This means that when interventions are carefully tailored, rather than applied across broad groups of offenders, their effectiveness can be substantially higher still.

But despite improvements in our understanding of what works, the adoption of best practice has been slow. Tailoring services to offenders’ needs is something that is not the strong point of the existing criminal justice system.

Personalisation also recognises that an offender is likely to have a number of criminogenic needs that cannot be addressed by a single intervention. Thus, an individually tailored approach which provides offenders with multi-modal interventions is recognised to be the most effective approach to tackling recidivism.
12.
An analysis of home visits in probation practice, by David Wood
Buchanan and Millar (1997) describe the characteristics of this ‘social work practice’ as effectively engaging with offenders which would require an appreciation of their personal circumstances, thus clearly placing the focus of the supervision in the community and not the office.  However, the values of social work practice, which have also been described as the traditional service philosophy, are heavily inclined toward the offender as opposed to the victim (Farooq, 1995).  This presents a serious political dilemma.

In looking at practice dilemmas throughout this period some have argued that a loss of identity began to present itself due to what has been termed ‘dissonance’ (Worrall, 1997).  Practice such as home visitation which would have been taken for granted would be under threat as an assumed method of practice as some saw a new era of the collapse of rehabilitation ideals (Whitehead and Statham, 2006).  

Managers of the Probation Service recognised that it must depart from being a ‘welfare’ organisation to concentrate its resources on those who posed the biggest risk of re-offending (Boswell and Worthington, 1991).  With a lack of political agreement for the Service’s traditional values, it needed to redefine itself as an organisation that was efficient and had a specific purpose in the criminal justice system.  The Probation Service would now exist to divert offenders from custody (Rex, 1999).  With the publication of the Criminal Justice Act of 1991 this allowed the Probation Service to continue to play a defined role in the criminal justice system.  The Service would now have to recognise its role as a criminal justice agency to survive, albeit one with a social work tradition (Roberts, 1992).

The justice model of practice tends to limit intervention to that which is necessary and proportionate to the seriousness of the crime as opposed to the social need of the offender (Raynor, et al, 1994).  

The importance of home visiting in getting to know the individuals social background and family was no longer as important as ensuring they resided at the address and were prepared to be visited upon their officer’s request.  Home visits were no longer vital to the value base of the work but now a periphery required by Home Office as a means of ‘checking-up’ on the offender.

Whilst the political agenda may be focussed on producing citizens responsible for their actions and punishing them for their failures to comply, many would argue that the everyday work of Probation still resembles social work (Lancaster, 2003).  This continues to present a level of confusion to the public that was highlighted on a recent Radio 4 broadcast.  In questioning Probation staff the interviewer asked, “Now what’s the main job for a Probation Officer?  Is it to help with the rehabilitation of offenders? … Or is it to enforce the conditions of Court Orders and to protect the public?”

Examining the impact of this on individual Probation practice, a major outcome has been the development of the case management model.  Case management is described as being the way in which an Order is managed by the Probation Officer and practically involves the delivery of all the elements of the offender’s supervision in a systematised and planned manner.  In particular, case management literature outlines the Officer’s role in supporting interventions such as cognitive behavioural group work programmes (Holt, 2000).  It also provides Officers with a means of responding to growing case loads (Oldfield, 1998) through the outsourcing of some of their work, often welfare orientated, that was traditionally viewed as the work of the Probation Service.  An example of this would be the use of partnership agencies to support people make housing and welfare grant applications.  Nevertheless, whilst this does highlight the managerial role of the modern Probation Officer, key developers of the case management approach argue that the model emphasises the importance of the staff-offender working relationship.  This would suggest some importance must still remain on some of the traditional values of the service in viewing offenders as individuals with whom the worker must engage and not simply impose the requirements of the Court.  

The future of the service would look uncertain with the focus increasingly being on economic and political control as opposed to philosophical and compassionate motivation for the work undertaken.  In terms of the impact this may have on home visiting, whilst only speculation, it would be easy to envisage a service where the dominant ideology of cost effectiveness rules out a time and labour intensive method of practice where community-based engagement is the focus.

In examining individual practice, the ongoing role of the individual’s moral judgment should continue to be recognised by members of staff (McWilliams and Pease, 1990).  Whilst codes of practice may appear to attempt to limit moral judgments, these tend to shift the moral discretion up the organisational hierarchy as opposed to eliminating it.  Thus the individual officer is still to consider the ethics of their practice as opposed to relying on a technical observation of National Standards or whatever the organisational guidelines may be at that particular time.  This leads to a need for individual officers to consider for themselves how to undertake their job in a morally responsible fashion within the organisational guidance as opposed to considering the ethical question solved.  Naturally, this would include how and why they undertake home visitation.  Without this consideration the words of Whitehead and Statham’s (2006) analysis of modern practice are clearly inhabited, “without doubt the modernised probation world is more technically efficient and accountable … but not necessarily more human, meaningful or compelling”

In developing an understanding of the purpose of the visit, Hockling (1985) highlights a number of functions; demonstrating an interest in individuals, getting to know people and their background, and being available to help and advise them.  These aspects of home visiting are crucial to developing the authority required to carry out any further ministry as it is recognised that authority by title carries no real meaning without relationship (Carr, 2002) and hence the visit is a tool in developing the relationship.  

Carr suggests visits are only made by mutual consent.  These points are particularly relevant to Probation practice in so much as many offenders already feel on the margins of society.  With this in mind, any further infringement of their privacy which may be unnecessary could serve to strengthen this notion.  Further, feeling oppressed could close them to the possibility that they may have the opportunity to engage with the criminal justice system in a respected manner and as such reduce their openness to assistance with rehabilitation and reformation.

Undertaking a preliminary review of literature available on Probation practice there was some useful information discovered on the purposes and aims of home visiting, however, this material was limited and slightly dated.  Godson (1991), for example, discussed the usefulness of home visits in preparing Pre-Sentence Reports for Court.  His research highlighted their role in assessing an individual in their home environment in order to understanding their behaviour and provided opportunity to interview and see interaction with friends and family members.
	Benefits of home visiting

	· Demonstrates an interest in the individual

· Opportunity to engage family

· Opportunity to help apply learning in the every day environment

· Can be used to address problems at their root

· Can be used for the provision of friendship, advice and support

· Can help to develop the relationship and authority to work with a client

· Can assist in information gathering on:

1. Family background

2. Neighbourhood

3. Services available locally

4. Support required

· Informs assessment and better researched reports

· Contextualises understanding

· Opportunity to observe natural family / neighbourhood interactions

· Freedom from the distractions of the office for the staff member

· Can be an empowering experience used to help overcome barriers that may be presented through attendance in the office environment

· Can increase the community-profile of the organisation

· Can reduce risk to others in the home

· Provides the opportunity for staff to feel they are engaging in a ‘traditional’ form of practice


13.
Durham Citizenship Model, by Dominic Pearson, Cynthia McDougall, Mona Keenan, Roger Bowles and David Torgerson
Compared two year reconvictions of 3,819 offenders eligible for Citizenship in Durham with a retrospective cohort of 2,110 offenders who received ‘traditional’ probation supervision, controlling for risk related factors

· Design: incorporates what works principles and methods (drawn from the work of Andrews and Bonta) into regular probation supervision; also seeks to promote social inclusion by working with community social support agencies

· Very similar to Proactive Community Supervision in Maryland developed by Taxman, which (1) identifies risk and need using validated assessment tools; (2) is responsive to the criminogenic needs of the selected offenders; (3) provides programmes and services based on CB or social learning theory; (4) provides a pro-social and supportive organisational environment, and found that 30% PCS offenders were re-arrested versus 42% tradition supervision.
· Designed to engage and motivate offenders and address their specific skills deficit (responsivity).  Motivational techniques are considered to be extremely important and all staff are trained in MI and PSM.

· Citizenship Pathway: all offenders starting community orders/licences complete the compulsory induction module, and those assessed as suitable by OASys are allocated to up to five modules (alcohol misuse, drug misuse, lifestyle and associates, relationships and emotional well being) and/or accredited programmes, and complete compulsory exit module (Next Steps).  The low risk offenders not considered suitable to continue with Citizenship may be referred to community support agencies.

· Participation: of 3819 eligible offenders, 51% completed the induction and 435 (11%) the exit module.  31% (1191) underwent an optional module with 319 (8% of the original cohort) completing the module.  27% (1016) contacted an external agency (compared with 19% of the comparison group).  
50% of offenders in comparison group had reconvicted compared with 41% in the Citizenship group; this represented a 31% reduction in reconvictions in the Citizenship group at any one time (based on comparative survival curves)

· Validity: there is considerable technical detail underpinning these findings, which considering the article has gone through peer review process we can assume to be sound; the findings summarised here are all reported as statistically significant
· Other findings: time to violation of a supervision order or post custody licence was longer in Citizenship group (there was a 56% reduction in offences – i.e. breach - for technical violation relative to the comparison group)
· Promoting contact with community support agencies was related to reduced reoffending in Citizenship group (i.e. up to 30% reduction in proportion reconvicted where there was contact)

· Citizenship was most effective with low-medium and high medium risk groups and was not effective with highest risk group (i.e. 53% reduction in proportion reconvicted for low risk; 30% reduction for medium risk).  The authors conclude that Citizenship provided a suitable level of supervision for low risk offenders, with a short structured analysis of their offending and the problem solving skills needed to manage future offending-related behaviour and the availability of referral to external support agencies

· Citizenship was found to be cost effective, on the basis that the programme required no additional resources beyond initial set up.  An indicative saving of £200,000 was estimated based on the social and economic costs of the known reconvictions by the Citizenship and comparison groups (there are acknowledged limitations to this finding, for example that it does not take account of subsequent offending patterns over a period of time)

· Co Durham brought down reconviction rates faster than the national figures from a higher predicted rate, comparing a cohort starting supervision just before Citizenship in Q1 2005 with a cohort in Q1 2006.  This is attributed to Citizenship and it fits in with local reducing re-offending data, according to which Durham Probation Area had four consecutive periods of lower than predicted rates between April 2009-March 2010

14.
Offender Management Review, by Sharon Robins

A review of the Offender Management Model implemented in 2006.  It provides research evidence of what makes effective case management and how well it has been implemented.

Repeated findings from several offender-focused studies where the continuity of a relationship between an offender and a case manager, who displayed respect for and belief in the offender and was consistent, fair and dependable, came through as critical features of quality and effectiveness.

The core principles of continuity, commitment, consolidation and consistency and the end-to-end management approach which make up the model, contribute significantly to the reduction of re-offending through the creation of a more effective approach to working with offenders.

The desired culture is one which is outcome focussed, thus contributing to the reduction of re-offending. The Offender Manager provides a continuity of authority and is accountable for the development, delivery and review of the Sentence Plan, delegating tasks and responsibilities so that resources follow risk. In order to achieve this culture, open two-way communications between probation and prisons, in particular between the Offender Manager and the Offender Supervisor, are essential.

The desired culture can be expressed as the following desired offender experience:

· Consistency – The offender needs to experience a consistency of message and behaviour, both by the same person over time and by different people working with the offender towards the same objective at the same time.

· Commitment – Offenders need to experience the behaviour of staff working with them as being committed or genuine, not just “going through the motions”. As well as individual staff members, systems of offender management need to demonstrate commitment. The prospects for success are greater when an offender develops a sense of reciprocal commitment to the staff working with them.

· Consolidation – Gains will be short-lived if new learning is not turned into routine and instinctive behaviour through a process which reinforces and rewards it.

· Continuity – There needs to be continuity of authority, Sentence Planning and Offender Management running through the whole period of engagement.

This requires the following behaviour from the organisation:

· Consistency requires a common language and approach for the OM community, clarity of roles, virtual team working and project management across all OM partners, information sharing, coordinated assessments and plans, working together to implement those plans, and open lines of communication to resolve interagency issues.

· Commitment requires forming and working through warm, pro-social, open and enthusiastic partnering relationships, an environment in which teamwork can flourish from the offender level to policy level, belief that the offender can change and an individual approach which recognises the challenging and diverse needs, risks and circumstances of offenders themselves.

· Consolidation requires reflecting on evidence about “what” and “how” is most effective, creating a learning organisation, modelling pro-social and anti-criminal attitudes, using commissioning to drive and guide rich partnerships with public, private and third sector partners, teaching concrete problem-solving skills and effective supervision, management and leadership.

· Continuity requires a continuity of authority; a single, universal Sentence Plan; an end-to-end process; a whole system approach; Offender Managers and multi-agency service providers being committed to collaborating to ensure continuity and eliminate duplication; understanding needs and resources; identifying priorities and influencing commissioning; and being outcome focussed.

The ASPIRE model continues to be the backbone of Offender Management.
A
Assess

SP
Sentence Plan

I
Implement

R
Review

E
Evaluate
Offenders need to be fully engaged in Offender Management, taking responsibility for contributing to and completing their Sentence Plan and reducing their risk of re-offending. Offenders should have the opportunity to feed back and influence the development of their Sentence Plan and of Offender Management.

Research Seminars

15.
Changing lives and reducing re-offending through the power of one to one relationships, by Sue Rex

Pro-social modelling (acting as a positive role model and encouraging and rewarding pro-social statements and actions) was associated with lower rates of breach and reconviction over four years in an Australian study (Trotter 1996).

In Canada, officers trained in Strategic Training Initiative in Community Supervision (STICS) used relationship building, cognitive techniques and a structured approach to achieve lower reconviction rates (25% compared with just over 40% for other officers) (Bonta et al 2010)

Evidence suggests a number of interacting factors support desistance (Maruna: 2001): 

· Maturity: particularly early 20s

· Social factors: significant new ties such as relationships, family or employment

· Subjective factors: changed self-identity or openness to change
16.
Engaging substance misusing offenders, by Paul Turnbull

· Early development seen as key to engagement and retention.

· Dynamic factors determine the quality of relationship – these can be influenced.

· Perceived helpfulness/utility of treatment is the best predictor of engagement (Fiorentine et al.,1999). 

· Criticism of the lack of research on relationships beyond the initial engagement stage.

· ‘Stimulation and self-direction’ rather than ‘security, conformity and benevolence’ (Phillips and Bourne 2008)

· Therapeutic alliance could be improved both by the provision of practical help and also through techniques that could specifically enhance the quality of the relationship. 

· Adjust directiveness – those who react angrily fair better using non-directive approaches as well as a non-directive therapeutic style.

· The ability to make this judgement and adjust accordingly should improve outcomes or match therapist style to client reactions.

· Questions raised about whether MI can be used with CJS/coerced clients – intensive supervision can be detrimental and offenders may lack human capital needed.

· Behaviour can be influenced in four ways (Marlowe, 2006):

· through the use of rewards (also called positive reinforcement);

· through the use of sanctions (or punishment);

· by withdrawing a reward or something valued by an individual (referred to as response cost); or

· by removing a sanction (also known as negative reinforcement). 

17. Desistance amongst ethnic minority male offenders, Adam Calverley

Why undertake this study?

· Important factor in many socio-economic outcomes (such as life expectancy, wealth, health)

· Indexes a range of other socio-economic processes and factors (family structures, employment, location)

· Hence the need to study variations

Methodology:

· Interviewed 8 Indian, 11 Bangladeshi, 14 Black & DH male offenders identified as ‘committed to desisting’

· Hounslow, Tower Hamlets, Lambeth

· Qualitative, semi-biographic interviews about their past involvement in crimes, present life and future plans

Indian desisters:

· Very similar to white middle class in economic position and aspirations

· Indian families employed interventionist strategies

· Created a sense of obligation and debt towards their families

· Religion was not an important factor, but provided a stage where efforts were recognised

Bangladeshi desisters:

· Reform was very much a joint project

· Families did not abandon or banish offenders 

· Tolerated past (bad) behaviour in anticipation of good future conduct

· Religion was key for desistance among many

Black and dual heritage desisters:

· Religion was unimportant

· Lower levels of family support available; in some cases family members were involved in offending, so a risk to desistance

· Many impediments to desistance, both practical and emotional

·  Problems of avoiding former criminal friends, employed strategy of ‘isolation’, under conditions of austerity

· Built up own personal capital through returning to education, training, voluntary work

· 1/3 of sample spent time in the gym

· Therefore, much more individualistic form of desistance

Implications for understanding desistance:

· Underlines the need to attend to both the socio-structural location and the cultural context in which desistance takes place

· Desistance is not just about an individual’s own abilities to desist…it is about where they desist and what community resources are available to do so.

Implications for practice:

· Reinforces the need for creative practices which attend to the social and cultural contexts which offenders inhabit

· Should maximise the potential contribution of individual and community resources which support desistance and re-integration

Yet, need to respect individual’s right to determine how they wish to engage with family and community
18.
Soft Skills for Hard Work, by Charlotte Knight
· Engaging offenders requires the context of a productive working relationship

· Emotional literacy (EL) in probation staff is a key means of achieving this

· Whether we acknowledge it or not emotions play a crucial role in the way in which probation staff engage with offenders in both positive and negative ways

Definition of emotional literacy

“The ability to recognise, understand, handle and appropriately express emotions….using your emotions to help yourself and others succeed” (Sharp 2001)

Developed through the concepts of Multiple Intelligences (Gardner 1983), and Emotional Intelligence (Salovey & Mayer 1990, Goleman 1996), and used increasingly in business, the service industries and education

Evolving within social work practice (Morrison 2007 and Howe 2009)

Gender Differences

Linked to this was the view expressed by a number of respondents, both male and female that in general men had more difficulty in understanding or expressing their emotions. 
‘he can’t let you know that he is at breaking point’. 

 ‘Most men have very limited emotional vocabularies’. 

“And really it is very difficult for them to distinguish between thoughts and feelings so … …. a lot of underlying work is designed to make them a little bit more articulate in those respects...”

Training

None of the respondents considered that they had had any specific training on the subject of emotional literacy; of what they needed to learn or do in relation to the emotional content of their work. A few talked about previous training generally from undertaking counselling courses, that they considered had helped them a great deal in their face to face work with offenders.

‘…sometimes I’m lying in bed at night and I’ll be... worrying about a particular person, or thinking about what I’ve got to do with that person the next day because last time I saw them they were so upset, or you know I’m dreading seeing this guy because last week he was really angry and you know..’

How do we support and sustain workers to use their emotions in a positive way to engage offenders and enhance their agency in the change process?

How do we minimise or ameliorate the negative emotional impact of the work on the mental health of workers?

Emotional Literacy as an evolving process

· Self-awareness – the ability to understand our own emotions

· Being ‘non-judgmental’ despite negative feelings

· Balancing ‘liking’ with a non-collusive approach

· Ability to read non verbal cues and to ‘mirror’ back to offenders the emotions you see in them

· ‘Modelling’ emotional maturity and appropriate emotional expression

· The validation of feelings

· Having ‘moral courage’ - being ‘transparent’ and having the courage to say ‘difficult’ things 

· ‘Thinking’ on many different levels’

19.
Engaging women offenders, by Loraine Gelsthorpe

General findings from research

Different ways of learning and the need for gender-informed responses: collaborative, non-competitive, non-authoritarian settings, where women are empowered to engage in social and personal change. 

Responsivity: the need to take into account case specific factors (health care, child care, mental health) is an essential part of engaging women offenders
‘What works for men may work for women too…’ notwithstanding such claims, the weight of evidence supports ‘gender-responsiveness’ (Martin et al. 2009)
Women only space:

· ‘One stop shop’…. (scope for greater involvement of health - esp. mental health - and substance misuse providers)

· Involvement of other outside services

· Holistic support

· Empowering and enabling culture

· Mentors and volunteers (‘normalsmiths’)

· Practical and emotional support

20.
Insights from the Sheffield Pathways out of Crime Study, by Tony Bottoms & Joanna Shapland
A longitudinal study of desistance:

· following 113 male persistent offenders born in 1982-1984 (first interviewed at age 19-22)

· for about 3 years - four interviews at around 11-12 month intervals (second interview recontact rate 87%, third 78%, fourth 78% of initial sample [3rd or 4th 86% of initial sample]). 

· taken from a population of:
· 679 male offenders born in 1982-1984

· convicted of a standard list offence on at least two occasions.

Most, even at the first interview, said they did want to try to desist.  That proportion increased over time and started to include some who said they had stopped committing crime. Desistance intentions were not just intentions - they were strongly related to levels of self-reported recent criminality. 



  
1st interview        2nd interview       3rd interview        4th interview

Have stopped                    
  -                        36%
     
 32%            37%

Definitely intend to stop   
56%                    25%         
 29%            34%

  Sub-total                              
56%                    61%              
 61%            71%
Would like to stop, but

  unlikely/won’t stop          
44%                    39%               
39%            29%              

Total                                    
100%                 100%                 100%          100%

(n)

   

(112)                  (97)                    (88)             (86)

When asked ‘Does prison make you think hard about your life? 

  65% said yes, definitely; 18% yes, a little; 18% not really or no

But prison also has negative effects.  It makes it harder to keep up outside relationships and people make new (criminal) friends - 27% of our sample were keeping up with these new mates outside. 

Desisting means working out a non-offending life outside prison – and for that people need help.  But at that time, probation was often not being thought of as providing that help:

When asked what might help you go straight, the main responses were:  
getting a job (25%); 
moving out of the area (13%);
a partner (6%) or your family (5%); 
staying off drugs (4%) - 

Only 2% said probation and 2% an educational or prison programme.

(at first interview, 20 were on community sentences; at second interview, 20 were on licence; 12 on community sentences):   

·   asked what they had to do, both those on licence and those on community sentences said ‘attend probation’.

·   asked how long they spent with their probation officer on average at each visit (n=45):   42% said 5-15 minutes; 42% said 15-30 minutes; 7% said 30-45 minutes; 9% said over 45 minutes 

·   offenders in general claimed that probation officers’ talk tended to be about ‘general stuff’ and ‘how I am managing’, rather than specific elements 

·   yet when asked, probation staff they found could often help: at second interview, only 33% said they had asked probation to sort out a specific problem in the last 9 months - though probation sorted it out in 47% of these cases 

·   our own offenders’ views of supervision were very mixed: 9% found it very useful; 25% fairly useful; 19% a little useful; 45% not at all useful. 

What’s important in probation supervision?

· a good relationship with the supervisor, including treating offenders with respect, being approachable, caring (see also work by Rex and by Healy in Ireland)

· practical assistance

· so that offenders’ problems can be sorted as they arise

Desistance is an uncertain path - 

·   the offender deciding to desist is key, 

·   but obstacles to desistance will arise

·   perceived obstacles were a key predictor of how likely 

       offenders were to desist

Probation supervision is a real opportunity to provide practical assistance and help - we’ve called it a ‘Second Start’
21.
Developing the Offender Management Feedback Questionnaire, by Darrick Jolliffe

· A measure of the ‘success’ of offender management

· Focussing on offender engagement

· Originally developed by University of Leicester

· Provides information about offenders’ experience and perceptions of their treatment, and relationships with OMs during their time on probation.

· Three factors:

· Treatment and Engagement Scale

· Learning and Behaviour Change

· Arrangements and Practicality

· The structure of the scale is:

· Treatment and Engagement Scale

· Overall, I have been treated better than I expected on Probation.

· Learning and Behaviour Change

· I feel my social skills (how I deal with other people) have improved during my time on probation

· Arrangements and Practicalities

· I have been able to fit probation around my work/family life

22.
The Therapeutic Alliance, Ros Burnett

Classic studies opening the debate:

“implicit common factors”  Saul Rozenswieg,1936


 “Everybody has won and all must have prizes” 

“the necessary & sufficient conditions” Carl Rogers,1957:
· relationship, 
· genuineness, 
· empathy, 
· unconditional positive regard, 
· client’s perception of therapist

“Persuasion and Healing”  Jerome Frank,1961 

· environment, 
· relationships, 
· rationale, 
· tasks

· increase hope, 
· learning, 
· sense of mastery

Common factors model:

Client/patient characteristics


- positive expectation; distressed; actively seeking help

Therapist qualities


- warmth-positive regard, cultivates hope

Relationship elements


- engagement; development of alliance; transference

Treatment structure


- setting; communication; group/individual

Change processes


- catharsis; acquisition/practice of new behaviours

(Grencavage & Norcross, 1990) 

Among these common factors, the working alliance now appears to be the most robust predictor of change across different forms and modalities of psychotherapy.                   Constantino et al, 2001:337

Examination of a single common factor, the working alliance, convincingly demonstrated that this factor is a key component of psychotherapy [...] it appears that the relationship accounts for dramatically more of the variability in outcomes than does the totality of specific ingredients. 

Wampold 2001:159 The Great Psychotherapy Debate

Empirically, the alliance appears to be the most frequently studied process of change ... we cannot imagine that a psychotherapy study in the near future (including clinical trials) would be funded without a measure of alliance included in its design. 

...Clinically, the alliance occupies such an important place in our conceptualization of what good therapy entails that not paying attention to its quality during practice or supervision could be viewed as unethical. 






         Castonguay et al 06: 271 


[image: image1]
23.
Lessons learned from programme attrition, by Dr. Ruth Hatcher

Why is this important?

· Individuals assessed as having a need for an OBP fail to benefit from the intervention

· Violation of the principles of risk and need

· Maximum treatment gains not possible

“fulfilling the obligations imposed by a court order is clearly an important outcome for community supervision...But there is another reason for the importance of programme completion... The ‘treatment’ benefits cannot be experienced if the offender does not attend.” 

(Merrington & Stanley, 2007, p. 442)

What do we know?

Programme dropouts :

· Are younger (Hollin et al., 2008; Nunes & Cortoni, 2006a; Palmer et al., 2007; van Voorhis et al,. 2004)

· Have more previous convictions (Hollin et al., 2008)

· Have a higher risk of reconviction (Nunes & Cortoni, 2006; Palmer et al., 2007; Wormith & Olver, 2002)

· Are more likely to have a violent conviction (van Voorhis et al,. 2004)

· Are less well educated (van Voorhis et al. 2004; Wormith & Olver, 2002)

Those with a combination of high risk AND high criminogenic need are almost certain to fail to commence (Hatcher, 2009)

Also:

· Are less stable within their lives (Craissati & Beech, 2001; Roberts, 2004; Wormith & Olver, 2002)

· Have lower programme engagement scores  (non-completers) (Hatcher, 2009)

· Have less self efficacy in relation to their participation in programmes (Hatcher & Roberts, 2010)

Organisational factors are also associated with attrition:

· Unsuitable referrals to treatment

· Not able to cope in group setting (Stephens & Turner, 2004)

· Could not attend (7.1%), should not attend (6.7%), no suitable programme place available (7%) (Hatcher, 2009;  in preparation)

· Outside programme targeting criteria (Palmer et al., 2008, 2009;  Turner, 2006)

· Lack of training for staff (Westmarland et al., n.d.)

· Lack of responsivity (Wormith & Olver, 2002)

· Access and transport/waiting times (Kemshall & Canton, 2002)

24.
Mentoring and Offender Management, Mike Maguire
Can OMs learn from mentors (eg about maintaining engagement and motivation?)
How might mentors work with OMs?  (Main focus here on this second question)

Range of roles and backgrounds:

Mentor (not previously an offender/service user)  

Peer mentor (ex offender/service user)

Both can be paid or volunteers, usually part-time but some paid full-time

Advantages of mentors and evidence of effectiveness

Generally successful in gaining trust and maintaining engagement (and can take on advocacy role)

‘Bridging’ role to help offenders engage with services (particularly resettlement of ex-prisoners)

Innovative approaches, access to other third sector projects

Links with community 

Little evidence of impact on reconvictions (though some that ex-prisoners who maintain contact with mentors re-offend less+).  Some evidence on other outcomes (eg reduced substance misuse and ‘distance travelled’).  But mentoring is often part of a ‘package’ - difficult to isolate its effects.

Policy and practice issues

Where locate/who manages?

Within Probation (and managed by Probation)?

In or close to Probation offices (but managed by third sector)?

Wholly separate location and management?

Demands more supervision and administration, and more costly, than one might think:

Recruitment and training (often high turnover of mentors)


Safety issues (and if peer mentors, risks of collusion?)

Record-keeping 

‘Clash of cultures’ – voluntary sector has different aims and values, mistake to ‘over-manage’ it?

Voluntary or compulsory for offenders?   (Breach issues, information sharing?)

Clarity of aims and practice? (Practical help?  Befriending?  Motivation?  Addressing offending? ‘Bridging’ to other services?  How relate to ‘supervisor’ role undertaken by eg PSOs?)

To what extent is it ‘client-led’?

Limits on nature, frequency and duration of contact? (How thin ‘spread the jam’?  Limits on eg ‘acting as chauffeur’?)  

Risks of dependency/exploitation

Marginal activity or can it be mainstreamed/delivered on a large scale? (and with stable funding?)

Who most suitable for?  Prisoners ‘through the gate’?  (Short termers, or those on licence?)  Community sentences? (as condition of sentence?)  Especially valuable for women? (WTP etc) 

25.
The Offender Management Community Cohort Study, by Offender 
Management Analytical Services 2010
OMCCS has two main aims:


1. 
Assess which types and combinations of inventions are most effective for 

different offenders on community orders.


2.
Develop an understanding of offender management.
How will it answer these questions?
· Sample of offenders on community orders of up to three years

· Interviews with Tiers 2, 3 and 4 only – concentrating on those offenders who are more likely to reoffend and to receive some help from the probation service to stop offending. But we will have administrative data on tier 1 offenders.

· “Inflow” sample – drawn from new orders in participating areas each month

· Offenders interviewed at the beginning, middle and end of Order (for very short orders we will only interview twice)

· Initially interviewing over 4,000 offenders to achieve final interviews with about 1,700

· Combining interview and administrative data.

· Qualitative study with Offender Managers and other staff 

What exactly is a qualitative study?

· Aims to explore implementation of the OM Model and practitioners’ views of barriers and facilitators to successful implementation

· Exploring practitioners’ views, attitudes and experiences, rather than quantifying how many people share a specific experience or viewpoint (as in a survey). 

· We cannot generalise from this kind of data but it may help us understand the patterns we find in the offender surveys.

· Involves about 45 in-depth interviews with staff in OM teams in 15 local offices (3 per office):

· Offender Manager, Case Administrator, Key Worker 

· Sampling criteria

· level of re-offending or performance indicators

· number of interventions

· caseload

· Interviews have been recorded and transcribed
26.
MoJ Research and analysis on Offender Management, Ben Warner


Coverage:

· Offender management, including prisoners, remand, probation, community orders etc


It does not cover:

Sentencing

Prison Estate

Reoffending Statistics

Witnesses, Victims etc

Roles:

· Provide high quality analysis of data to support decision making in MoJ

· Commission, project manage and interpret external analysis

· Advice and brief Ministers on all areas of analysis and data

27.
Capturing quality in standards, Tim Chapman
The forms of capital in effective supervision are:


[image: image2.emf]Economic and Political capital

Community social capital

Criminal Justice Social Capital

Offender human, 

intellectual and social 
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Organisational
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Practitioner human 
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Practice

Intellectual capital


The overall aim of NOS is to gain and sustain the public’s confidence

in the CJSW’s services to contribute to the values of:

Safety   
· By maintaining community safety through protecting the public from serious harm;

Justice
· By holding offenders accountable for their actions in order to reduce their risk of re-offending;

Social Inclusion
· By supporting offenders’ efforts to desist from offending though their social inclusion
Offenders as problems to be managed

v

Individuals to be engaged in a disciplined process of change
And 

Prescribed standards 

V

High level of professional judgement and defensible decision making

Valuing the skilful practitioner:

· Relationship building with offenders and partners

· Making assessments and analytical thinking

· Strategic thinking and planning

· Offender engagement and motivation

· Professional judgement and defensible decision making

· Accessing appropriate services
Valuing the skilful manager:
· providing strategic leadership; 

· modelling effective and fair interpersonal and managerial styles;

· efficiently deploying resources;

· negotiating relevant, effective and active partnership agreements;

· developing protocols on the sharing of information for the purpose of risk assessment and monitoring service delivery;

· arranging for appropriate training;

· managing and improving performance;

· assuring and improving quality;

· evaluating outcomes;

· appraising staff on performance and progress.

28.
The role of manager as enabler of offender engagement, Deborah Clow
· ‘The supervisor-worker relationship is the key encounter where the influence of organisational authority and professional identity collide, collude or connect.’ (Middleman & Rhodes 1980)

· Where employees feel positive about their relationship with their line manager they are likely to have higher levels of job satisfaction, commitment and loyalty which are associated with higher levels of performance or discretionary behaviour. (Purcell 2003)

· The performance appraisal/management debate is how to move away from ‘dehydrated rituals’ to ‘quality conversations.’ (Grattan & Ghoshal 2002)

Identifying the management task

· Are Probation practitioners able to demonstrate ‘a positive, fulfilling, affective-motivational state of work-related well-being that is characterised by vigour, dedication and absorption’? (Bakker et al 2008) 

· ‘Evidence based practice can only really emerge from practitioners’ reflective engagement and continual dialogue with those individuals with whom they work, and with the research that should inform how they work…This raises key strategic questions about which mechanisms services can use to enable the development of practitioners’ reflexivity, of their professional skills and of their research-mindedness.’ (McNeill & Weaver 2010)

Developing professional judgement

· Professionals work within defined standards and expectations, but there can be no 'off the shelf' solutions or step-by-step instruction manuals for how to help offenders change their behaviour

· Practitioners need to tailor their approach to each individual using professional judgement and discretion

· This requires a kind of artistry developed through experiential learning, based on reflective practice

· Learning through iterative cycles of ‘Observation - Reaction - Judgement – Intervention’ (Schein 1987)

· Feelings and emotional responses are important data, as well as knowledge of the evidence for ‘what works’

Professional supervision – a key mechanism for enabling reflective practice

· ‘Supervision is a process in which one worker is given responsibility to work with another worker in order to meet certain organisational, professional and personal objectives. These objectives are competent accountable performance, continuing professional development and personal support’ (Morrison 1993)

· An integrated process, combining both care and control – the ‘empathic containing’ and ‘inquisitorial’ functions (Rushton & Nathan 1996)

· But how to ensure it does not become a ‘dehydrated ritual’?

Lessons from child protection

    ‘It is vitally important that social work is carried out in a supportive learning environment that actively encourages the continuous development of professional judgement and skills. ..
There is concern that the tradition of deliberate, reflective social work practice is being put in danger because of an overemphasis on process and targets, resulting in a loss of confidence amongst social workers. Regular, high quality, organised supervision is critical, as are routine opportunities for peer learning and discussion. Currently not enough time is dedicated to this...’                                                      

(Laming The Protection of Children in England  2009)
· Research shows that public sector manager are more likely to be pessimistic and stressed than their private sector colleagues. (Roffey Park Institute 2010) 

· Line managers of practitioners need support to manage the demands of being in caught ‘between management accountability and professional responsibility… between prescribed procedures and the emotional impact of high-risk work.’ (Hughes & Pengelly 1997)

· Senior leaders in organisations have a key role to play in keeping the relational work visible – the relationship of managers with practitioners, as well as that of practitioners with offenders…

Other methods for enabling reflective practice

· Action research

· Plan – do – study – act cycles

· Facilitated action learning sets

· Team learning events

· Group supervision/case discussion groups

· Communities of practice

· Peer consultation

· Mentoring / off-line coaching 

· Complemented by a range of organisational development initiatives to promote facilitative and engaging management behaviours.

29.
Research Seminar 16th July 2010. Summary Report, OEP team NOMS

The seminar was seen as critical to improving NOMS’ understanding of what enables offenders to stop offending, drawing on insights from the desistance literature and other research.  The core proposition of the Offender Engagement Programme is to improve the effectiveness of that one to one work. The discussions were at the heart of that exercise, ensuring NOMS was informed by the most up to date academic research and thinking.  

	Discussion Session 1:  Presentations on MoJ/NOMS Research by:

Ben Warner – An overview of MoJ research and analysis on offender management

Robin Elliot-Marshall – The Community Cohort Study

Sue Rex – The Offender Engagement Research Programme

Darrick Joliffe – Developing the Offender Management Feedback Questionnaire (OMFQ)


The Offender Engagement Programme was welcomed as an opportunity to hold on to the learning from the implementation of cognitive behavioural (CB) programmes and combine it with an emphasis on quality engagement  Although small demonstrator or pilot projects had achieved impressive results, these were not replicated when the projects expanded, as through accredited programmes.  This was perhaps because CB had previously rolled out with a ‘manualised’ approach and a focus on processes rather than on the relationship with the offender; more recently a more motivational approach, supported by training and an emphasis on the importance of every interaction with the offender, had improved the delivery of CB programmes in prison.

The limitations of trying to achieve crime reduction including rehabilitation through sentencing policy was explored, and the need to avoid undermining the Rehabilitation Revolution by tying it too closely to the review of sentencing.  The point was made that it was much more productive to try to achieve changes through rehabilitative methods after sentencing.  Rather than adopting a utilitarian approach to sentencing, it should be seen primarily as a means of administering justice.  In Scotland, rehabilitation had been recast as a constructive form of justice, in which the offender ‘paid back’ by turning his or her life around, and it might be possible to learn from this experience.

	Session 2: following presentations on Engaging Offenders by:

Paul Turnbull – Issues for substance misusers: implications for offender managers

Mike Maguire – Mentoring and Offender Management

Charlotte Knight – Soft skills for hard work: the use of emotional literacy in engaging offenders

Loraine Gelsthorpe – Engaging with women


The paradox of using the term ‘offender’, which might act as a potential barrier to engagement, was raised, although the difficulties of providing an alternative internal and/or outward facing term were acknowledged.  The challenge of offenders’ getting access to mainstream services in order to promote social inclusion was discussed, and it was suggested that mentors might play a valuable role.  

There were several comments about the overlap between the role of mentors and practitioners, and what practitioners could learn from the features of a mentoring relationship.  In the Integrated Offender Management (IOM) project in Greater Manchester, mentors worked alongside paid staff and the boundaries were deliberately blurred to reduce barriers and promote reintegration.  Further examples of self help and mutual aid were cited in the reintegration of former political prisoners in Ireland, and a faith community approach to mentoring which had shown early promising results.  It was suggested that partnership could offer new ways of working, and that there would be benefits in applying a one stop shop approach to adult offenders. 

Picking up on the importance of self-direction in Paul Turnbull’s presentation, there was a discussion about the barriers to engagement and achieving change from the offender’s perspective, and how different studies were investigating this.  

	      Paul Turnbull said in his presentation that the use of sanctions for substance misusers that fail to comply are ‘relatively ineffective’. 

Can the use of incentives and rewards be effective?

What examples are there in Probation Trusts?

How can we ensure that any incentives and rewards can be explained to the public?


In one study, Probation Officers and probationers had been successful in planning what they wanted to achieve but had hit structural barriers; probationers had then preferred to work with the probation officer with whom they had established trust rather than being referred to another agency.  The Sheffield Pathways out of Crime study found that offenders were good at identifying their own goals; a list of obstacles had been derived from the work of Ros Burnett and the more obstacles the offender perceived, the more likely they were to be reconvicted.  Two of the biggest predictors were economic - being short of money, and having opportunities for easy money, and we needed to be mindful of this in the current economic climate.  

These were important issues, which the MoJ and NOMS were beginning to look at.  The Community Cohort study included questions about what the offender themselves found helpful or unhelpful, compliance and completion, their relationship with their offender manager and probationers’ involvement in sentence planning.  An approach that the Offender Engagement programme was looking at was the Stepping Stones Sentence Planning tool, in which the aim was to support offenders in setting realistic goals. 

	Emotional literacy in engaging offenders-Charlotte Knight asked the following questions in her presentation: 

How do probation workers understand and articulate the role of emotion in their work?

What are examples of probation staff using ‘emotional literacy’ in their work with offenders?

How do we support and sustain workers to use their emotions in a positive way to engage offenders and enhance their agency in the change process?

How do we minimise or ameliorate the negative emotional impact of the work on the mental health of workers?




Loraine Gelsthorpe talked about how research into existing projects can inform us about effective engagement with women offenders, for example multi-agency provision, voluntary sector involvement, mix of women eligible for the service, a model which uses drop in and peer support, involving children and families, a education provision and ‘genuineness’ modelled by the providers.  It was acknowledged that there is a lack of theory in this area to identify what has worked and why, and that there are limitations in the data available.  Finally regarding third sector involvement, the limitations of short term contracts in providing consistent service delivery were considered. 
	      Following Loraine Gelsthorpe’s presentation there are some questions for practitioners:

What approaches are effective in facilitating initial engagement with offenders?

What factors contribute to ongoing engagement?

How should ‘disengagement’ be addressed and how can dependency be avoided?   


 

	Session 3: following presentations on Highlights from Desistance by:

Anthony Bottoms and Joanna Shapland: Insights from the Sheffield Pathways Out of Crime Study

Adam Calverley: Desistance among ethnic minority male offenders: implications for practitioners


The discussion started around the themes of how to make supervision more useful to offenders, the role of the faith community and whether there was a difference in effectiveness between a relationship with a single probation practitioner and a relationship with a team of practitioners.

There was an observation that one study had indicated that 84% of contacts with offender managers were no more than half an hour duration – in that context what kind of relationship was it realistic to expect the two parties to build?  The model of co-located multi-disciplinary teams in priority and prolific offender (PPO) and IOM schemes was seen as promising, providing a range of skills and contacts which recognised that a single offender manager could not know nor do everything.  In practical and ethical terms, this could be developed as part of a model in which the offender was fully involved in deciding the content of the package of work so that it was relevant and useful in achieving his/her goal.  Whether the work was undertaken in a single one to one relationship or with a range of people could be decided as part of the joint design process.

The Sheffield study indicated that high proportions of adult offenders wanted to change (desist), and did so in a progressive manner as they got older, so we needed to work with the fact that people would ‘fail’ along the way.  However, if what probation practitioners offered was not perceived as helpful by offenders then they would not engage.  A lack of direction could ‘switch off’ the motivation to change, or at least result in offender managers being perceived as not helping to achieve change.  On the other hand, offenders were often ambivalent about change, and probation practitioners - by building up a relationship based on shared experience - could give the pull of encouragement to help offenders envision what was achievable.  The ‘push’ of discomfort and the ‘pull’ of hope were both salient to helping offenders achieve change.

	From the presentation by Anthony Bottoms and Joanna Shapland the challenge for practitioners was to test out the relevance and usefulness of supervision sessions in meeting the needs of offenders in desisting from offending

How can probation practitioners give offenders a sense of direction or deal with ambivalence about change? 




The experience of IOM showed that services offering tangible benefits helped to engage offenders.  Offenders who had been helped to acquire accommodation had something to lose; staff that lived in the same locality as offenders had a better knowledge of the community, its risks and resources; availability at weekends over the telephone and home visits were valued by offenders.  The drug treatment literature offered the insight that sequencing was important – a positive experience of solving practical problems before or parallel to drug treatment/detoxification meant the person was more willing to engage but targets for commencing treatment within fixed timescale militated against that approach.

Insufficient attention had been paid to learning from the strategies that people wanting to desist developed to deal with problematic people, places and situations.  The amount of thought people gave to how to avoid getting into trouble indicated a desire to stop offending, and probation practitioners should engage with that personal situational prevention.  Related to that was the reality that offenders were giving up sources of economic and social satisfaction in giving up crime, and probation practitioners needed  to work with offenders to find alternative meaningful activities and sources of satisfaction.

In the face of reducing budgets, the challenge was to identify the interventions we could discard.  On this issue, a strategic view indicated less use of short term custody, shorter prison sentences and greater use of the fine and conditional discharge.

	Session 4: following presentations on Supporting Environments by:

Ros Burnett: The Therapeutic Alliance – lessons from psychotherapy?

Ruth Hatcher: Lessons learnt from offending behaviour programme attrition

Deborah Clow:  The role of manager as enabler of offender engagement

Tim Chapman: Capturing quality in Standards


A major theme in this session was a discussion of the skills and knowledge required by offender managers.  The focus in current practice was on assessment, motivation and referral to interventions provided by others, raising the question how far offender managers should be trained in psychologically based therapeutic models or in skills similar to social work to deliver tailored interventions in one to one engagement.  This was not a question that could be answered too quickly, but was an area that the Offender Engagement Programme would need to look at.  There was also recognition that offender managers were not the sole agents and that working alliances including mentors, volunteers, faith and the third sector were productive.

A cautionary point was introduced on the validity of assuming that a proven intervention delivered in one culture to a certain population would be appropriate elsewhere.  A programme delivered in Canada was to a population that had completed high school and had stable accommodation, and it was not safe to assume that the same intervention would work with a UK population characterised by early exit from education and unstable accommodation.

One suggestion for a radical new way of running a community based sentence was to give the sentenced person a budget to purchase appropriate interventions to achieve the intended outcome specified by the court.  The offender would then work with a practitioner to co-produce a plan to specify the services he/she has chosen to buy.  More soberly, it was recognised that consideration of the skills and knowledge required by offender managers/probation practitioners should be illuminated by clarity about the amount of resource available and for which groups of offenders.  That issue could be informed by asking offenders what problems/issues stood in the way of desistance, so that resources were not misdirected.  There had also been insufficient cost benefits analysis to identify what represented value for money.

	From her research Ruth Hatcher noted that certain offender factors are associated with attrition, however organisational factors should not be ignored and should be researched in more depth

What can we learn from the experience with programmes on barriers to engagement and how to overcome them?




Tim Chapman’s experience of writing National Objectives and Standards for Criminal Justice Social Work Services in Scotland was instructive.  In style and content they represent a shift to an outcome orientation driven by the principle that offenders are individuals to be engaged in a disciplined process of change, assisted by skilful practitioners and skilful managers.  The emphasis in the objectives and standards is not on prescription and inflexible detailed processes, rather they embody the assumption that a high level of professional judgement and defensible decision making will be used in planning what each offender will do and achieve.

	The role of offender manager as enabler of engagement-Deborah Clow discussed methods of developing professional judgement-

Professionals work within defined standards and expectations, but there can be no 'off the shelf' solutions or step-by-step instruction manuals for how to help offenders change their behaviour

Practitioners need to tailor their approach to each individual using professional judgement and discretion

This requires a kind of artistry developed through experiential learning, based on reflective practice

How can Probation Trusts support this?   

      How can practitioners work with colleagues and managers to     achieve this?

How can NOMS and Probation Trusts enable a shift towards effective one to one engagement? What is the most important step to take?




Practice Materials
30. 
HMIP Evidence Based Practice, by Tim Chapman & Michael Hough 1998

This publication is a guideline to the principles of effective probation practice and how effectiveness is defined.

Inconsistencies and less successful practices are due to:

· Over rigid adherence to manual scripts

· More work needed on building motivation and sustaining attendance

· Inadequate integration between programme delivery and case management both before and after programmes.

The outcome that the public expects the service to deliver is a person who does not offend and who is contributing positively to the community. It is on the basis of this expectation that the courts entrust the supervision of a convicted offender to probation services. The pursuit of effectiveness lies at the heart of the contract that probation services enter into with the community and those who offend against it. It is through this contract and its enforcement that probation services build and maintain credibility and trust with the public, the courts, the government and, indeed, offenders. 

Effectiveness research indicates that the higher the risk of reoffending the more intensive and extended the supervision approach (the risk principle).

Approaches which target needs related to offending (criminogenic needs) are likely to be more effective (the need principle).

Approaches which match staff and offenders’ learning styles and engage the active participation of offenders are likely to be more effective (the responsivity principle).

Research indicates that the most effective approaches are:

· multi-modal (a variety of methods addressing a range of criminogenic needs)
· skills-oriented (cognitive-behavioural, vocational, literacy and numeracy)

· able to model pro-social behaviour

· structured and have a high degree of integrity

· community based

· employment related

· monitored and evaluated. 

It is necessary to set clear objectives for what people under supervision are expected to achieve, plan supervision to enable them to achieve these objectives, define the targets to be reached at each stage of the process and deliver the programme as planned. 

The public expects probation practice to be based upon:

· recognition that harm has been done

· assumption of responsibility by the offender for the harm

· amends being made

· efforts being taken to reduce the risk of future harm.

An effective probation service is accountable for its performance. The public judges probation services by results they can understand and support. The outcome which counts is what offenders do and stop doing as a result of supervision.
An effective service will promote ownership, commitment and increased competence amongst its staff and create a culture of curiosity, innovation and trust which promotes effective practice. 

Effective practice depends upon effective managers:

· providing clear leadership and strategic direction, motivating their teams and lifting morale,

· modelling and supporting in their own management style the characteristics of effective practice,

· supporting and enabling an evaluative culture which encourages monitoring, feedback and organisational learning,

· negotiating effective partnerships with other agencies and organisations,

· introducing new working practices and forms of organisation which are flexible enough to respond to change,

· managing effectively the assessment and management of risk in order to minimise potential for harm,

· finding better ways to utilise the skills and potential of their staff, and helping their people develop new skills and knowledge,

· managing performance actively, setting measurable and achievable objectives and appraising the ability of staff to achieve these,

· dealing effectively with performance which is not up to standard, 

The acquisition of skill empowers people with a sense of control, achievement and potential whether it is relation to employment, relationships or recreation. Such skills might include:

· cognitive skills such as consequential thinking, problem solving and critical reasoning

· interpersonal skills such as self control, conflict resolution, empathy and communication

· literacy and numeracy skills

· vocational skills e.g. computer skills

· creative or physical skills. 

According to Trotter (1993) pro-social modelling “involves the practice of offering praise and reward for clients’ pro-social expressions and actions ... the probation officer becomes a positive role model acting to reinforce pro-social or non-criminal behaviour.” Research indicates that pro-social modelling results in higher levels of compliance with supervision programmes as well as lower reoffending rates. It is important that the probation officer explicitly identifies with the offender the pieces of behaviour to be learned and practised. The approach emphasises the importance of demonstrating respect for individuals, by being punctual, reliable, courteous, friendly, honest and open. These are characteristics which offenders value in their supervising officers and which may encourage them to undertake a threatening process of change. 

Effective practice is not ideological or purist. It is not one theory or method which seeks to dominate and extinguish all others. It is responsive to ever-changing needs and requirements. It requires of staff a commitment to the programme and yet also a readiness to improve and innovate. It develops through cross-pollination, partnership and, above all, accountable performance. What prevents this approach disintegrating into anarchy and chaos is integrity. 

Effective practice depends upon the following values

· an uncompromising stance against the harm caused by crime

· a strong belief in the capacity of people to change

· the importance of taking personal responsibility for behaviour

· the necessity of learning from experience

· the value of partnership

· social inclusion

· public accountability. 

Research (Trotter 1993, Rex 1995) has confirmed the importance of practitioners modelling appropriate values and behaviour in enabling people to change. Staff who lack integration between their values and their actions lose credibility with the people with whom they are working.

Integrity enables practitioners to persist in the face of offenders’ resistance. Nothing is more important in the process of change than the determination to follow the programme when it is tempting to give into resignation in the face of resistance. Moral integrity can be defined as doing the right thing in the absence of surveillance or coercion. This is, of course, the aim of all rehabilitative work. It is essential that practitioners model this integrity to offenders.

The relationship between offenders and staff in the supervision process is not one of equals. This imbalance of power can be perceived as oppressive and demotivating. Clear values honestly expressed and legitimately implemented and enforced can counter this perception and increase active participation in the process of change.

Case managers form the key relationship with the supervised offender. In this way they come to represent the probation service to the individual. They must embody the values, the authority and integrity of the supervision process. Pro-social modelling and the legitimate exercise of authority have been found to be critical success factors in engaging offenders and influencing their behaviour. The case manager role is therefore critical to effective practice. 

Reinforcing motivation to participate, change and learn from programmes and experience. This may involve coaching, rehearsal or practical opportunities to use skills or knowledge acquired. It requires the case manager to provide a safe, consistent, reliable and firm working relationship.

There is evidence (Rex 1997) that probationers are motivated by the probation officers’ legitimate moral authority. Those who act legitimately towards individuals are likely to inspire more compliant behaviour. Reasonableness, fairness and encouragement appear to engender in some probationers a sense of loyalty towards their supervising officers. This positive relationship can motivate an individual to enter into an alliance with the officer and participate in a process even if not convinced of its effectiveness.

The principles which appear to promote the perception of legitimacy include:

· the opportunity for the offender to participate in making important decisions

· consistency of approach

· impartiality

· competence

· the right to complain and appeal against decisions

· an ethical base which assures respect and dignity

The method known as pro-social modelling is linked to the concept of legitimacy. This entails being clear of one’s values and objectives and reinforcing them with offenders through praise, reward and sanction.

Legitimacy and pro-social modelling is based upon the reinforcement of clear values. However, this reinforcement must be practiced with sensitivity and skill. One objective of supervision programmes is to confront offenders with their responsibility for their behaviour and its consequences. The purpose of confrontation is to enable the individual to become aware of this reality, to see it as problematic and to want to change it. It is the offender’s awareness which is critical not the worker’s. Research into “short, sharp, shocks” and “Boot camps” (Thornton et al 1984, Lipsey 1995) found they did not reduce reconvictions and may have increased recidivism.

Motivational interviewing avoids the authoritarian, confrontational style. It involves listening and acknowledging (though not colluding with) the validity of the individual’s experiences and perspectives. The method stresses the importance of the worker’s style in obtaining positive outcomes.

Key factors in a successful style include

· the ability to express empathy (through skilful reflective listening, the worker seeks to understand the individual’s feelings and perspectives)

· the ability to develop discrepancy (through assessments and feedback develop awareness of consequences; a discrepancy between present behaviour and important goals will motivate change)

· the ability to avoid arguments over labelling the individual as having problems and needing to change. The offender should provide the arguments for change

· the ability to “roll” with resistance (reframe resistance with empathy, assume the individual is capable, avoid always having the “answer” or solution)

· the ability to support efficacy (emphasise personal responsibility, offer role models of effective change, and believe in the possibility of change).

31. 
Changing Lives Offender Engagement: Key Messages from the Desistance Research, by Fergus McNeill, & Beth Weaver

The following statement of general principles, which we have previously suggested (Weaver and McNeill, 2007) arise for policy from desistance research, serve as a reasonable summary of much that follows: 
Be realistic: It takes time to change entrenched behaviours and the problems that underlie them, so lapses and relapses should be expected and effectively managed. 

Favour informal approaches: Labelling and stigmatising children and young people as ‘offenders’ runs the serious risk of establishing criminal identities rather than diminishing them, so it should be avoided as much as possible by favouring informal measures.

Use prisons sparingly: Stopping offending is aided by strong and positive social ties, by seeing beyond the label ‘offender’ and by reducing or avoiding contacts with other ‘offenders’. Prison makes all of these things much more difficult.

Build positive relationships: Like everyone else, offenders are most influenced to change (and not to change) by those whose advice they respect and whose support they value. Personal and professional relationships are key to change. 

Respect individuality: Since the process of giving up crime is different for each person, criminal justice responses need to be properly individualised. One-size-fits-all approaches run the risk of fitting no-one. 

Recognise the significance of social contexts: Trying only to ‘fix’ offenders can’t and won’t fix reoffending. Giving up crime requires new networks of support and opportunity in local communities and a new attitude towards the reintegration of ex-offenders.

Mind our language: If the language that we use in policy and practice causes both individuals and communities to give up on offenders, if it confirms and cements the negative perceptions of people who have offended as risky, dangerous, feckless, hopeless or helpless, then it will be harder for those people to give up crime. 

Promote ‘redemption’: Criminal justice policy and practice has to recognise and reward efforts to give up crime, so as to encourage and confirm positive change. For ex-offenders, there has to be an ending to their punishment and some means of signalling their redemption and re-inclusion within their communities. 

We suggest that one-to-one practice will be more likely to support desistance where it is modelled on a sound understanding of existing theory and research about desistance in general terms; where it allows practitioners to work with offenders to locate them in their own desistance pathway or journey; and where it allows them to locate their pathway or journey in its social and cultural context. In many respects these elements amount to a revised approach to assessment that moves beyond using risk and need factors to guide interventions. In a sense, this is about developing a much more comprehensive and personalised picture of the state and progress of the process that intervention exists to support. 
To develop the metaphor of a desistance journey, once that picture is in place – once the territory has been charted and the offender’s current position is located on a map of their social world -- the next step in one-to-one practice involves preparing properly for the journey. This is partly a question of planning the journey and mapping the route – and that involves agreeing on the intended destination. In this respect, the approach to assessment and planning suggested by advocates of the Good Lives Model (discussed below) has much to commend it in identifying the offender’s ‘approach goals’ rather than focusing on what they must avoid. 
But planning and preparing is also about building the relationship as the principal means of supporting the offender’s journey. That relationship needs to be both properly established and properly resourced – trust is necessary a pre-requisite of the willingness to travel together, especially through unfamiliar and discomfiting places. Subjective factors like hope, expectation and confidence (in the guide) are important here, but so too is practical assistance that addresses basic human needs (housing and health, for example). Hope, expectation and confidence fade quickly on an empty stomach. Moreover, the journey typically involves not just the offender and the worker – those closest to the offender in some senses are travelling too, and they also need to be engaged, supported and involved in the process. 
Because the journey is likely to be a long and difficult one (which might involve occasional wrong-turns, uneven speed, hills, blind-alleys, obstacles and even the occasional accident), pit-stops are likely to be necessary. Hence, regular review processes are likely to be important in including all the journey’s participants in checking direction, re-fuelling, maintaining and maybe repairing the relationship, determining when the offender feels ready to walk or run alone, and celebrating the progress made so far. 
The techniques and methods associated with motivational interviewing (MI) are likely to be useful, particularly in exploring and developing cognitive dissonance (where short-term behaviours are out of kilter with long term goals), and in assessing readiness for change. MI is also helpful in its stress on the relational qualities of motivation; i.e. locating motivation as something that emerges in and from relationships rather than as a simple attribute of the individual.
One of the ‘problems’ with desistance research is that it is not readily translated into straightforward prescriptions for practice – hence the reliance on metaphor and analogies above. As Porporino (2010: 61) has recently suggested: ‘Desistance theory and research, rich in descriptive analysis of the forces and influences that can underpin offender change, unfortunately lacks any sort of organised practice framework.’ 

This raises key strategic questions about which mechanisms services can use to enable the development of practitioners’ reflexivity, of their professional skills and of their research-mindedness – and to give them the space they need to work effectively. Clearly, this raises issues of education, training and professional supervision, as well as of practice processes themselves. 

For these reasons, we have tried to articulate not a prescriptive manual for supporting desistance in practice, but rather a practice process or framework (the ‘offender supervision spine’). This initial articulation of the process or framework is designed to support practitioners to engage with both general evidence about desistance and with specific attention to understanding and supporting individualised desistance pathways. The central suggestion here is that practitioners need to be able to develop, apply and test individualised ‘theories of change’ on a case by case basis, rather than applying homogenised theories of change (based on generalisations about ‘what works’ to support desistance) to groups of offenders. There may be a common process of generating, applying and testing such individualised theories (perhaps one that can be supported by supporting ICT developments), but the theories and the practical plans that flow from them must be individual, personalised and, as far as possible, co-produced with the offender. Though the ‘offender supervision spine’ is not a fully articulated intervention framework, it may well be useful to explore its relationship with the OMM and perhaps to develop and then pilot it as a practice process or framework which has offender engagement at its core. It is likely that any such pilot would need to involve an underpinning staff training programme and some kind of ongoing action research or knowledge exchange process involving desistance researchers. 

A more radical option might be to involve current and former service users in co-designing, co-developing, co-implementing and co-evaluating a desistance-supporting intervention process. A strong evidence-based case could be made for this; partly on the grounds that desistance research itself is often about learning directly from offenders’ and ex-offenders’ experiences, partly because of what the desistance research has to say about the importance of and merits of developing agency, generativity and civic participation, and partly because services co-designed by their current or former users may well be more likely to be fit for purpose and thus effective.
A key question that arises for the OEP concerns the extent to which current practice tools, processes, systems, targets and performance indicators facilitate or hinder a constructive focus on offender engagement and desistance.

In this context, a more general question arises for NOMS – and for any similar service – in the light of tightening resource constraints on the one hand, and emerging evidence of a wider range of factors at play in delivering effective practice in and thus positive outcomes of offender supervision. Whereas in the mid-1990s, the evidence for investing in the delivery of programmes seemed clear and compelling, now policy makers and senior managers face difficult questions about whether and how to spread limited investment across better programmes and/or better assessment instruments and/or better ‘routine’ practice processes and/or enhanced staff skills and/or workforce development and/or reducing workloads to enhance contact time and make the best of existing staff skills. 

32.
10 Things that Motivational Interviewing is not; William Miller & Stephen Rollnick
MI is not based on the transtheoretical model

This is an understandable confusion. MI and the transtheoretical model (TTM) of change (Prochaska and DiClemente, 1984) grew up together in the early 1980s. The TTM and its best-known component, the stages of change, revolutionized addiction treatment and more generally how professionals think about facilitating change. Most treatments seem to assume that people are already at least in the preparation or action stage and are ready for change. Rather than blaming people for being unmotivated, it became part of the clinician’s task to enhance motivation for change. There were relatively few treatment approaches designed to do that, and so there was a natural fit between MI and the transtheoretical stages of change. Both TTM and MI were presented at the 3rd International Conference on Treatment of Addictive Behaviors in 1984, and the resulting volume was organized around the stages of change (Miller and Heather, 1986). The stages provided a logical way to think about the clinical role of MI, and MI in turn provided a clear example of how clinicians could help people to move from precontemplation and contemplation to preparation and action.

Nevertheless, MI was never based on the TTM. They are, in essence, kissing cousins who never married. TTM is intended to provide a comprehensive conceptual model of how and why changes occur, whereas MI is a specific clinical method to enhance personal motivation for change. In the second edition of Motivational Interviewing, we intentionally removed all reference to TTM in the front (authored) half of the book, precisely because of the extent to which the two were being confused (Miller and Rollnick, 2002). Instead, DiClemente and Velasquez (2002) contributed a chapter to the edited half of the book, specifically exploring the inter-relatedness of TTM and MI.

MI is not a way of tricking people into doing what they don’t want to do

Practitioners sometimes come to an initial MI training expecting to learn a trick for getting people to do what you want them to do in spite of themselves, perhaps analogous to stereotypes of post-hypnotic suggestion or paradoxical intention. Quite to the contrary, MI begins with the assumption and honouring of personal autonomy: that people make their own behavioural choices, and that such power of choice cannot be appropriated by another. Even under the most extreme privations of concentration camps, what could never be taken away was that choice of how to be (Frankl, 1963). If someone genuinely has no inherent motivation for making a change, MI cannot manufacture it. It is about eliciting the person’s own inherent arguments for change, not imposing someone else’s. This is true even in the common situation where MI is provided with clients who have been mandated or otherwise coerced to receive treatment.

The behaviour change involved is one that is in the individual’s own interest, not the interests of another person, service, or organisation. 

Relatedly, MI is not a verb. You don’t “MI” someone. Similarly you don’t do MI “on” or “to” someone. All of these speech forms imply a kind of expert/recipient relationship that is inconsistent with the underlying assumptions and spirit of MI. The appropriate prepositions are to do MI “for” or “with” someone.

MI is not a technique

The term “technique” suggests a relatively simple operation, a particular procedure for which there are specific prescribed steps to follow. If MI were a technique, the medical school formula of “See one, do one, teach one” might apply. For better or worse, MI is considerably more complex than this. It is better understood as a clinical or communication method, a complex skill that is learned with considerable practice over time. 

A related issue here is the use of a structured treatment manual, sometimes assumed to be essential in quality assurance of evidence-based practice. Quality of MI delivery can be measured reliably without reference to a particular therapist manual (Mads´on and Campbell,

2006). A meta-analysis of MI outcome research (Hettema, Steele and Miller, 2005) found that studies in which there was no specific manual to guide MI yielded double the effect size observed in studies with a structured MI therapist manual, a finding opposite to the usual assumption about the importance of a manual in improving close adherence to a psychotherapeutic method. 
MI is not a decisional balance

One technique that has been confused with MI is the constructing of a decisional balance, described long ago by Benjamin Franklin and codified within psychology by Janis and Mann

(1977).  In this approach for resolving personal conflict and ambivalence, the counsellor elicits and thoroughly explores both the pros and the cons of change. Often a 2-by-2 table is constructed enumerating and elaborating (1) the benefits of the status quo, (2) the costs of the status quo, (3) the potential benefits of change, and (4) the potential costs of change. Thoroughly exploring both sides of the equation is thought to help people clarify and rationally resolve their ambivalence. We believe that this approach is entirely appropriate when the counsellor wants to avoid advocating for change or tipping the balance in a particular direction.

In some representations of MI, however, the constructing of a full decisional balance became a prescribed, essential, even defining technique. Doing a 2- or 4-sided discussion of the pros and cons was sometimes itself considered to be MI.

The client’s counter-change motivations do naturally come up in MI with ambivalent people. The reservation that we have about the decisional balance technique is that it goes hunting for sustain talk, intentionally elicits and explores it. Roughly equal exploration is given to arguments on both sides of the equation. From our perspective, the ambivalent person was already there: immobilized by counterbalancing pros and cons that cancel each other out. From the very first description of MI (Miller, 1983), it has been about selectively eliciting and reinforcing the client’s own arguments and motivations for change. In MI, people are literally talking themselves into change (Miller and Rollnick, 2004). Within this perspective, it makes little sense to intentionally elicit and give equal air time and attention to the counter-change arguments.
MI does not require assessment feedback

Feedback from structured assessment can be useful in itself (Agostinelli, Brown and Miller, 1995). Particularly with people who evidence less initial motivation for change (“precontemplation” within the TTM), such feedback can provide topics for discussion in MI, and often uncovers potential reasons for change that had not been evident before. Assessment feedback, however, is not an inherent or essential element in MI, nor does providing such feedback constitute MI. The clinical style of MI can proceed with or without assessment findings and feedback, which are neither necessary nor sufficient for MI. MET is the particular combination of the clinical style of MI with structured assessment feedback.

MI is not a form of cognitive-behaviour therapy

The initial description of the clinical method of MI was not derived from a theoretical base. Instead it arose as Norwegian colleagues evoked from Miller some tacit decision rules that he had been using intuitively in clinical practice, implicit principles of which he had not been aware, and that did not correspond particularly well with the cognitive-behavioural approaches he was teaching at the time (Moyers, 2004). Although he made some post-hoc linkages to certain social psychological theories such as cognitive dissonance, reactance, and self-perception theory (Miller, 1983), MI was not the product of rational deduction from such theories. Rather it represented a clinical method, and later a growing body of empirical findings, in need of theoretical explanation.

Cognitive-behaviour therapies generally involve providing clients with something that they are presumed to lack. The missing piece might be new coping skills, conceptual education about how behaviour is learned, counter-conditioning, environmental contingencies, or the restructuring of faulty cognitions toward more adaptive ones. The expertise of CBT providers rests on their knowledge of and technical skill in applying principles of learning. The typically brief course of MI in one or two sessions does not involve teaching new skills, re-educating, counter-conditioning, changing the environment, or installing more rational and adaptive beliefs. 
It is not about installing anything, but rather is about eliciting from people that which is already there. It is not the communication of an expert who assumes that “I have what you need”, but rather the facilitative style of a companion whose manner says, “You have what you need, and together we’ll find it.” 
Neither is MI fundamentally cognitive therapy, with the clinician correcting erroneous client beliefs. There are substantial emotional bases to MI (Wagner and Ingersoll, 2008), and its conceptual framework, its underlying spirit, is fundamentally humanistic rather than behaviourist.

MI is not just client-centred counselling

Certainly the insights and methods of Carl Rogers are foundational to the practice of MI, and its development has been much advanced through the psychotherapy process and outcome research methods pioneered by Rogers and his students. The “critical conditions for change” outlined by Rogers (1959) are similar to the definitive “spirit of MI” that we have described.  In a way, MI is an evolution of client-centred counselling.

MI departs from traditional conceptions of client-centred counselling, however, in being consciously goal-oriented, in having intentional direction toward change. In MI, the counsellor strategically listens for, elicits, and responds selectively to certain forms of speech that are collectively termed “change talk.” Over the course of an MI session, the counsellor seeks to increase the client’s strength of expressed motivation for a target behaviour change, and to diminish defences of the status quo. Such differential reinforcement of particular forms of client speech was anathema to Carl Rogers, although his student Truax (1966) published findings suggesting that this is precisely what Rogers was doing in his own counselling.

A typical result of client-centred counselling is that the client speaks much more than the counsellor does, and offers a wide array of material from which the counsellor must select what to reflect, what to ask more about, and what to include in summaries. The only common guidance given for this selection process within client-centred counselling was to focus in particular on feelings expressed or present but unspoken. MI offers a clear rationale and guidelines regarding forms of speech that lead to behaviour change, and how to evoke and strengthen such client language.

MI is not easy

MI is simple but not easy. This is true of the foundational client-centred skill of accurate empathy (reflective listening), as well as for the broader clinical method of MI. Watch a skilful clinician providing MI, and it looks like a smoothly flowing conversation in which the client happens to become increasingly motivated for change. 
In actual practice, MI involves quite a complex set of skills that are used flexibly, responding to moment-to-moment changes in what the client says. Learning MI is rather like learning to play a complex sport or a musical instrument. Going to an initial 2-day training can provide a certain head start, but real skill and comfort grow through disciplined practice with feedback and coaching from a knowledgeable guide. 
MI is not a trick or a technique that is easily learned and mastered. It involves the conscious and disciplined use of specific communication principles and strategies to evoke the person’s own motivations for change.

Training research indicates that proficiency in MI is not readily developed through self-study or by attending a workshop, but typically requires practice with feedback and coaching over time (Miller, Yahne, Moyers, Martinez and Pirritano, 2004), which appears to be true more generally of complex evidence-based treatments (Miller, Sorensen, Selzer and Brigham, 2006).

MI is not what you were already doing

Given the above, we believe it is difficult for clinicians to find their way naturally and intuitively into this particular therapeutic approach without specific training. “I already do that” seems to be a common comment on initial exposure to MI. “Sure I motivate my patients. Of course I listen to them!” 
We have found, however, near-zero correlations of clinicians’ self-perceived competence in reflective listening and in MI with their actual observed proficiency in practice samples (Miller and Mount, 2001; Miller et al., 2004). An early study found that attending a 2-day workshop convinced clinicians that they had learned MI and did not need further training, whereas their practice samples showed insufficient change to make any difference for their clients (Miller and Mount, 2001).

Nevertheless, some clinicians do seem to “recognize” MI when they first encounter it, which suggests some common elements with their intuitive practice.
We have described MI as being a refined form of the naturally-occurring communication style of guiding when helping someone to solve a problem (Rollnick et al., 2008). Guiding involves a flexible blend of informing, asking and listening. As such, MI resembles a familiar approach to helping, but in a refined manner that uses reflective listening in guiding the person to resolve ambivalence about behaviour change. Learning MI involves retaining clarity of purpose and calmness in the face of often irrational and seemingly contrary motives, and using thoughtful reflective listening statements to facilitate change.

MI is not a panacea

Finally, MI was never meant to be a “school” of psychotherapy or a comprehensive approach

to treatment. It is a particular tool for addressing a specific problem: when a person may need

to make a behaviour or lifestyle change and is reluctant or ambivalent about doing so. Rogers’ client-centred counselling was developed as a broad theory of and approach to change, and one could centre an entire psychotherapy practice around his method. It would make little sense, however, to have a practice that offers only MI. It is clearly not intended to address all situations and problems that are presented to a health professional. People who are already ready for change do not need MI, and there is some evidence that it may slow down their progress relative to action-oriented treatment (Project MATCH Research Group, 1997; Rohsenow et al., 2004; Stotts, Schmitz, Rhoades and Grabowski, 2001). 
To be sure, motivational interviewing is a living, evolving method. In response to both clinical experience and emerging research, the ways in which we think about and describe MI have changed. Relative to our early explications, for example, we now give greater emphasis to the underlying spirit of MI. 

33. 
A toolkit for motivational skills, by Catherine Fuller & Phil Taylor, 

If the person resists, this is evidence that you need to change your tack – probably more listening and reflection. If they make a self-motivating statement, it is evidence that you have helped to develop discrepancy. The trick is always to be aware of how the other person is responding to what you are doing.

Thomas Gordon (1970) refers to interventions from the facilitator that hinder change, as ‘roadblocks’. Often the facilitator uses these for the best of intentions in an attempt to ‘fix’ a problem immediately. The facilitator sees a problem and immediately offers advice, solutions, probes or lectures.

Instead of empowering the service user to change, these interventions block change. The facilitator disempowers the service user by assuming a one-up position, stopping dialogue or facilitating argument. Unfortunately, the facilitator may continue to provide the roadblocks despite the resistance, in the belief that eventually they will fix the problem.

Example of some road blocks in action:

Service user: I drove the car whilst disqualified just after my partner had been having a right go at me. I wouldn’t have driven the car if it wasn’t for her.

Facilitator: You need to take responsibility for your own actions.

Service user: Ah but, you don’t know what she’s like, it’s her who should be here.

And:

Service user: I’m not an alcoholic.

Facilitator: Possibly not, but you are drinking quite a lot. [criticising]

Service user: Ah but, not that much.

Facilitator: Well, a lot more than is helpful to your health or your behaviour. It is recommended that you only drink 14 units a week. You are drinking a lot more than that and getting into a lot of trouble as a result. [arguing, advice, lecturing]

Service user: How do you know? This was just a one off.

What appears to be ‘denial’ is often a normal stage in the change process which occurs prior to feeling ready to contemplate change (precontemplation), rather than a personality trait. The facilitator can exacerbate the position by giving advice or using some of the classic roadblocks described above. On the other hand, appropriate Socratic questions and reflective listening can help the facilitator to understand the service user’s reasons for wanting to stay the same. This will emphasise the service user’s personal control, highlight inconsistencies and makes it safer for them to move into contemplation.

The key to handling resistance is to be always aware of the response of the other person and how this relates to your own behaviour. Practise changing tack by employing some of the skills listed above. You may also need to pay attention to your non-verbal behaviour and your voice tones. Remember resistance may be an attempt to get you to listen to information about the other person’s world that you have not yet explored.

Take a break. Sometimes you are tired and you may need to break the cycle of resistance by ending the interview. This gives opportunity to summarise what has happened so far, by way of closing the piece of work. You can then think through, or discuss with others, tactics for the next meeting. It is sometimes useful to come right into the here and now and reflect on what is happening between you; what feelings and behaviours are you observing?

Example of motivational approach

Service user: I drove whilst disqualified just after my partner had been having a real go at me. I wouldn’t have done it if it wasn’t for her.

Facilitator: So in some ways you blame your partner for what has happened. [reflection]

Service user: Well to a certain extent, although not totally I suppose.

Facilitator: Not totally. [selective reflection of discrepancy with blaming partner]
Service user: Well I got disqualified in the first place.

Facilitator: Tell me about that. [open question]

Service user: Excess alcohol.

Facilitator: You’d been drinking and driving on a number of occasions. [reflecting meaning]

Service user: Yeah – it’s not a problem though. I’m not an alcoholic.

Facilitator: You don’t want to have unhelpful labels attached to you and you’re not even sure if alcohol has caused you any problems. [reflecting meaning]

Service user: Well, if I hadn’t drunk the booze I would still have my licence and wouldn’t be here. [self motivating statement – problem clarification]

Facilitator: So, one consequence of drinking has been that you can’t drive any more and you have a criminal record. What other consequences have there been for you? [Reflection of discrepancy and Socratic question about consequences]

Service user: I’ve been drinking alcohol ever since I can remember. My dad drank, my mates all drink and I do as well. I don’t really think there’s anything wrong with it and never have, it’s just that my partner says she’s fed up with the court cases and that sort of thing and I thought perhaps I should drink a bit less.

Facilitator: So drinking alcohol is something that has been part of your lifestyle for some time. On the one hand you think it’s OK, but on the other you are concerned about the effect that it is having upon your partner and upon your own behaviour. [reflection of discrepancy]

Service user: Yeah…It would be difficult to change, but I do love Ruth and she’s been threatening to go for sometime. I’m also frightened that if I get another court conviction that I will lose my job. I might go to prison and then where would I be. I’m really quite concerned about my drinking [self-motivating statement – identifying concerns].

Our experience was that within statutory agencies, a confrontational approach was still fairly common and that such an approach rarely helped people change behaviour in the long term. The more some people were told to keep appointments; warned they would go to prison; ordered to gain employment; advised to develop their basic skills; the more they resisted, challenged and continued to stay the same. On the other hand, where rapport was gained, where there was a genuine effort to understand, focus on self-determination and developing self-motivation, change was much more likely to occur.

Miller and Rollnick (2002, p. 25) describe motivational interviewing as a ‘client centred, directive method for enhancing intrinsic motivation to change by exploring and resolving ambivalence.’ We have identified five key principles around this definition. Miller and Rollnick’s descriptions of these principles are added in (brackets) where this differs.

· Clarify contracts (additional principle to those identified by Miller and Rollnick)
· Express empathy

· Develop desire to change (develop discrepancy)

· Avoid argument (roll with resistance)

· Support self-belief and self-responsibility (self-efficacy)

Both Chris Trotter (1999) and Sue Rex (Rex and Matravers 1998) highlight the difference that a clear agreement about roles, expectations, boundaries and outcomes makes to the completion of court orders; authority is more accepted as legitimate and commitment to change is increased. Similarly, Miller and Rollnick (2002) discuss contracting as the starting point for working with people who want to change.

Luborsky et al. (1985) and Miller et al. (1980) found that the degree of empathy experienced by service users accounted for behaviour change significantly more than the type of counselling method.

The aim of a motivational approach is for people to identify their own reasons to change; not for the facilitator to impose their reasons. It is the difference between ‘intrinsic’ motivation, which comes from within and ‘extrinsic’ motivation, which needs external rewards or threats. For example, developing the desire to stop offending in order to be a good father, is only effective if the person who is considering change really wants to be a good father.

The motivational approach is more ‘directive’ than a pure client centred approach, which would not selectively highlight inconsistencies between long-term and short-term goals in the same way. However, unlike a confrontational approach, the facilitator does not try to impose this direction by insisting or trying to persuade the service user to take a certain course of action. Decisions are ultimately chosen by the service user.

The key skills most associated with the five principles of a motivational approach are to: Affirm, Listen, use Open questions, Summarise and Support self-motivating statements.

In any encounter between people, each affects the behaviour of the other.

Client-centred therapy suggests that people are more likely to change if they feel good about themselves and are affirmed (Rogers 1951). To affirm someone, is to work with them in a way that builds their self-belief and self-confidence. Someone who is affirmed feels that they are a valuable human being. Affirmation is especially important at the beginning of a working relationship when empathy is sought.

Trotter (1999) found that on average, in order to accept one criticism you need to hear at least five positive affirmations about your behaviour. Many service users have experienced a balance very much the other way. Any criticism within the interview may therefore produce resistance. Criticism, disapproval, ridicule and punishment are not used within motivational interviewing. Affirmation on the other hands builds self belief, self-responsibility and self-efficacy.

At the action stage, actively helping someone to overcome barriers can be very effective. Kogan (1957) found that making the contact phone call for an appointment with the service user in the office can more than double the chance of the referral being completed. Other examples would be verbal reminders of appointments, assistance with arranging transport and help with using the telephone or completing forms if someone has literacy problems.

Removing the barriers will only be effective if the service user wants them removed; whilst effective at action stage, it may not be at contemplation stage.

Prochaska and DiClemente (1982) found that smokers tended to go around the cycle on average seven times before change occurred. Lapse is a normal part of the change cycle.

People react to lapse in different ways. Disappointment, anger, guilt and loss of hope can lead to a more long-term relapse. A motivational worker affirms the person who has lapsed and returns with them to contemplation to re-establish optimism.

What motivates someone to change and which interventions they respond to, depends partly on where they are on the cycle of change. What helps someone to start thinking about change can be different from what helps someone initiate and maintain action. Motivational principles and skills are particularly effective when working with people who are pre-contemplational or contemplational about their current behaviour.

34.
A practitioner’s guide to working with mentally disordered offenders, Dept of Health and Ministry of Justice

· Remember the 3 P’s:  it’s not PD unless the symptoms are Problematic, Persistent and Pervasive
· Look out for: diverse offence profiles, entrenched offending, persistent non-compliance, rapid community failure, high levels of callousness and instrumental violence.

· To understand PD you have to take a history.  Consider the interaction between biological features and genetic inheritance, early experiences with significant others, and wider social factors.

· Attachment theory is probably the most helpful and understandable theoretical model.  Insecure or poor attachments, together with experiences of trauma, tend to lead to difficulties in

Accurately interpreting the thoughts and feelings of others

Managing relationships, which trigger strong and unmanageable emotions

· PD comprises core traits (apparent at an early age, difficult to change), and secondary characteristics (linked to core traits, often behavioural, easier to change).  Avoid confronting core traits head-on, step around them, and focus efforts on secondary characteristics in the first instance.

· Effective treatment approaches tend to include a shared and explicit model of care, combined individual and group interventions lasting at least one year, and a strong emphasis on engagement, education, collaboration.  Don’t forget to start with crisis planning.

· Do not overly rely on treatment approaches, particularly for those who are unresponsive and in denial.  Consider developing a ‘constructive waiting relationship’ with the offender, with creative options for communication and rapport-building.

· Psychologically informed management can be highly effective.  Link the development of attachment experiences to anticipate patterns of relating in the here and now.

· Rule breakers should be given few rules to break.  Pick your conditions carefully.  Focus on those traits most likely to lead to failure, and those traits which most worry the offender.

· Look after yourself.  Seek supervision and support, take time out to reflect

The symptoms of personality disorder should be understood as problematic variants of personality attributes which also exist in the general population. Although there is not yet a consensus about the definitive structure of personality, most modern theories of personality suggest that it comprises of a number of broad domains (such as agreeableness or conscientiousness), with each of these domains comprising of a number of specific traits. An example of the relationship between domains and traits is presented below with reference to the domain of agreeableness and it's polar opposite antagonism. 
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What sorts of symptoms should I look out for?

Personality disorder symptoms comprise of a mixture of core personality traits (such as a sense of personal inadequacy), and secondary characteristics.  Secondary characteristics can be further sub-divided into associated symptoms (such as anxiety) and typical behaviours associated with these traits (such as a tendency to avoid social situations). The sorts of characteristics which might indicate the presence of personality disorder could therefore include some of the following:


· Frequent mood swings

· Very hostile attitudes towards others 

· Difficulty controlling behaviour

· High levels of suspiciousness

· An absence of emotions

· Stormy relationships 

· Very superior attitudes towards others

· Little interest in making friends 

· Intense emotional outbursts 

· A need for instant gratification

· Alcohol or substance abuse 

· Consistent problems with employment

· Deliberate self-harm

· Constantly seeking approval

· Preoccupation with routine

Distinguishing PD from mental illness and learning disability

Mental illness

Although the distinction between mental illness and personality disorder does not always stand up to close scrutiny, they are currently considered to be separate categories of mental disorder. However mis-diagnosis is a common problem.

· Mental illnesses are thought to have an identifiable onset, in which a period of illness interferes with the sufferer's baseline level of functioning. 

· Furthermore severe mental illnesses are traditionally treated with medication and when treated effectively, the sufferer may return to a state of wellness. 

· In contrast however, the symptoms associated with personality disorder form part of the personality system, are therefore chronic and enduring and are generally less likely to be responsive to medication. 

· Despite this distinction, many people diagnosed with personality disorders also meet the criteria for mental illnesses such as depression or schizophrenia. It is also suggested that having a personality disorder may increase one's risk for developing mental illness. 

Learning disability 

The distinction between learning disability and PD is controversial and distinguishing the two is complex. The reasons for this include the following:

· The behavioural and emotional presentations found in learning disabled groups, may mimic the symptoms of personality disorder.  For example, some personality disordered individuals may achieve very little academically at school, but it is their emotional state (and life experiences) rather than their inherent cognitive ability which have interfered with a capacity to learn new information.

· The assessment of PD is made more difficult in individuals with learning disability as the individual concerned may not possess sufficient reflective capacity to provide meaningful insight into their thoughts and feelings.  For example, poor victim empathy may in fact be related to cognitive difficulties in verbal expression and perspective taking.

However, personality disorder may be present in individuals with learning disabilities, particularly where the level of impairment is less severe. The greater the level of intellectual impairment, the less likely that personality disorder is an appropriate diagnosis.

Identifying PD

1. Look for:

· A diagnosis in the file

· Evidence of childhood difficulties

· Previous contact with mental health services

2. Score the OASys DSPD assessment

3. Review the offence history

4. Consider interpersonal dynamics 

5. Remember the 3 P's 

The Offender Assessment System (OASys) contains within it a tool to screen for the presence of what is referred to as Dangerous and Severe Personality Disorder (DSPD). The assessment contains twelve items, which are spread across six different sections of OASys. The items bear considerable resemblance to diagnostic features of antisocial personality disorder and psychopathy.
Some important points to remember about the OASys DSPD assessment:

· High numbers of offenders reach the cut off. It is currently estimated that over 30% of offenders within London Probation's Caseload score at or above the cut off of 8 or more items. 

· It will only screen for antisocial/psychopathic traits and will not screen for traits associated with other disorders. So other types of PD may be present even of the OASys DSPD scores are not raised.
· Higher overall scores are likely to reflect a more severe antisocial presentation. 

Possible emotional and behavioural reactions which might indicate the presence of PD:

· Staff are falling out 

· Agencies are falling out

· You find yourself behaving badly

· You feel drained after seeing the individual

· You don't want to see the individual

· You get over involved in the case

· You feel threatened in the individual's presence 

When to consider requesting specialist support -

Ask yourself...

· Do I have a good enough understanding of the individual's personality and offending?

· Do I feel another agency could make a reasonable contribution to the management of this case?

This is more likely to be the case when...

a) You are uncertain about the risk assessment 

b) The offending is odd or unusual 

c) The offender is highly distressed or emotionally volatile

d) There is something odd or unusual about the offender

e) The offender is already well known to other agencies which have expertise in this area

Practitioner Comments

35.
Offender Engagement Programme Regional Events – Summary Report

April / May 2010.
There were five regional events attended by 174 delegates from the full range of operational grades and including practitioners, researchers and training staff, DOMS office Community Leads, Union Representatives and Trust Directors:

· York – covering the North East and Yorkshire & Humberside (36 delegates)

· Northampton – covering the East of England and East Midlands (41 delegates)

· London – covering London and the South East (50 delegates)

· Manchester – covering the North West, West Midlands and North Wales (26 delegates)

· Bristol – covering the South West and South Wales (30 delegates)

The workshops were grouped by senior managers, middle managers or practitioners – and this was designed to encourage delegates not to feel inhibited when making their contributing. 

Three workshops were delivered throughout the course of the day, with the themes of:

· Identifying effective practice around one-to-one engagement with offenders

· Overcoming the barriers to effective engagement with offenders

· Supportive culture – beliefs, actions and words

Workshop Summaries

Workshop One – Identifying effective practice around 1:1 engagement with offenders

	Contribution to effective practice

Optimism, honesty, transparency and consistency were the key words that came out repeatedly across all regional events, which applied to the personal attributes of:

The Power of the Relationship: ‘Change occurs a lot because of the relationship basis rather than the skill basis of the worker.’

Style: ‘Being able to nudge and change offender behaviour rather than force and shape within time-limited interventions.’

Skills: ‘A focus on supplementing efforts of offenders and their family support mechanisms by complementing with practical support – more likely to make a difference than imposing standard options.’

Values: ‘An uncompromising stance against the harm caused by crime.’

Having a Purpose to Supervision: ‘A supervision plan that means something, that is produced with the offender and not just given to the offender.’

Throughout all of the events the common themes of:

Relationship Building, Personal style, Being trained in the right skills, Holding the appropriate values and a Structured approach to supervision rather than a blank sheet of paper, became clearly evident, coupled with a strong sense of ensuring that offenders are treated as individuals and, as such, individually tailored approaches should be employed. Although a number of Trusts have started to develop a structured approach to supervision, it is important to note that this refers to a methodology, or framework, to guide practitioners, rather than simply doing the same thing in the same way to each offender.

	Effective ways of measuring success

Delegates considered that most effective methods of measuring effective engagement were:

The offender voice: ‘Talking to the offender – ask them what is working and impact it has had. Exit questionnaires (hostels, CP, offender management) are also a good way of getting honest feedback.’

Measures from required processes/existing measures: ‘OASys rescoring, supervision plan reviews, compliance rates, re-offending rates. Lack of breaches, standard person centred key work questions (hostel)’

Reality checks: ‘Observed changes – improved health, attitude, communication, mental health, changed behaviour, achievements, change in their demeanour, self disclosure, reviewing offenders response to order and courses undertaken.’

Staff supervision and line manager feedback : ‘Regular 3 way meetings’
‘Supervisor and manager feedback’

‘Observations of practice by manager.’



	What doesn’t work 

Although delegates discussed and provided many examples of what they felt didn’t work, the following key themes emerged:

Structural /organisational issues

‘Ineffective working practices that don’t support practitioners to tailor interventions with offenders, particularly in relation to the curtailment of home visits and the OM not familiarising themselves with the offender’s local area.’

‘Others (staff) not respecting interview time (both probation staff and outside contractors – e.g. disrupting interview so they can meet their own needs by walking through space where offender is working with their officer.’

‘Not having the life experience to empathise with offender’s situation.’

Having the wrong targets or focus.

‘Seeing offender as a risk to be managed rather than an individual to be supported to change’

‘Dictating targets rather than agreeing objectives and goals’

Inappropriate attitudes and lack of individual approach

‘Being judgemental and lacking empathy’

‘Having a one stop approach (so not considering diversity needs)’

‘Just going through the motions.’


Workshop Two – Overcoming the barriers to effective engagement with offenders

	What prevents Practitioners from engaging effectively with offenders?

Again, delegates were able to articulate a variety of reasons that prevent practitioners from being able to do their job effectively. Recurring, or similar, comments made at all the events were:

‘I’m scared of getting it wrong, so I take no chances and do not deviate from the safe defensible path.

‘There’s too much of an enforcement culture and the negative effects of recall on the relationship with either the OM or any subsequent OM.’

Current culture is entirely input driven and ‘do the minimum required to pass national standards. You don’t have time to go the extra mile.’

‘Current risk/needs framework focuses on addressing factors that relate to how offenders might continue offending, not those that will enable them to create and maintain a non- offending pro-social identity for themselves.’

‘Lack of sufficient interview space, lack of privacy, uncomfortable and unpleasant stops both the OM and the offender from engaging.’

‘Risk and tiering – tiering doesn’t always follow risk but follows sentence. A programme requirement means a T3 or 4; but others who need to have 1-1 may not be in a high tier. Also, someone who breaches a multiple order and gets a stand alone unpaid work requirement will be managed at T1 – so it doesn’t make that much sense.’

‘No longer having the time or resources to undertake home visits.’
Summarising the many reasons that were provided during the workshops into key themes, or common approaches are: IT systems and OASys, partly to do with the way we use it and all the layers. With OASys – make it more user friendly and efficient to use on IT; less reviewing; more of less demanding layers. An over regulated and risk averse culture resulting in a real reluctance to deviate from the ‘manual’ or to take a risk with the offender. All processes are timeline driven and not outcome driven. It doesn’t really matter how effective an Offender Manager is in the interview environment or in rehabilitating the offender. All that really matters is that OASys is completed on time and Crams is written up comprehensively. The Probation Service is still creative but applying that creativity to performance targets. The staff appraisal and supervision process is focused on performance targets with no check on the quality of intervention. 

Staff need Practice tools to do the job in the ‘live’ environment. This will help overcome the lack of confidence of officers to deal with challenging cases and may enable the provision of co-working and mentoring, not just monitoring.



	What prevents Offenders from engaging effectively with Practitioners?

Delegates were very clear on a number of primary factors or reasons why offenders do not, or cannot, engage with them.

A summary of the key reasons that emerged throughout the workshops are practical things like fares, bus times and other outside pressures like family or child care commitments or employment clashing with appointments or adding to inconvenience/ difficulty. 

Interpersonal issues such as clash of personality with the OM, distrust, fear, previous negative experience like a breach or cultural diversity clashes. 

OM skills deficits e.g. the offender not feeling listened to – the OM doesn’t understand the offender’s barriers and pre-occupations or they contribute to the offender’s alienation by failing to use simple straightforward language and understand that the offender already feels estranged.



	Identifying potential solutions

Delegates exercised an imaginative approach to identifying potential solutions, and although some will not be possible, mainly due to resource limitations, a number have been summarised here.

‘Person centred work; Socratic questions; investing time to get to know one another; guide and motivate; MI techniques.’

‘Imaginative interview responses finding alternative venues (and this also helps to ground the OM in the community).’

‘Ensure that the offender’s needs are reviewed – ‘have we done enough for you?’; check out diversity needs openly.’

‘Get ‘out there’ into the community – job fairs, have open days, send out good news stories; integrate victim liaison into our work; engage in brokerage, reparation, develop mentoring.’

‘Practical social enterprise – apprenticeships’

‘Staff development hours – an expectation of working life; time to read; self reflective practice and skills in outlining thinking processes and reasons for decisions.’

‘Why spend all that money on training me and then tell me when I have to take breach action?!’

‘Develop supervision around practitioner quality and not just processes. This can either be developed for middle managers or for Practice Quality Managers.’

‘Sharing good practice nationally.’

‘Flexibility with OASYS reviews.’

Summary

So, we need to 

· Develop frameworks designed to help offenders explore their personal goals, motivations etc rather than aim to change. Something similar to London’s Structured Supervision Programme perhaps.

· Develop tools for the assessment of desistance sentiments that don’t just pigeon-hole offenders into another category but provides insight into strength and nature of their identity goals e.g. change beliefs, self-efficacy appraisals.

· Increased discretion of NS, particularly around contact times.

· Be clear about what we stop doing; we can’t just carry on doing everything in relation to quantity and continue to devote more time to quality.

· Change the focus of the IPPF towards outcomes, but don’t just add a whole load of new measures whilst also retaining the old measures.

· Effective practice depends upon effective managers, and this means developing a supervision model based on observation of practice, similar to the Sussex model.




Workshop Three: 

	Roles & Behaviour – Practitioners

	Believe offenders can change

	Roles & Behaviour – Middle Managers

	Believe in my staff’s capability when it comes to the work done with offenders to reduce re-offending and change behaviour

	Roles & Behaviour – Senior Managers

	Listen to front line staff

	Roles & Behaviour – NOMS

	Prioritise resources for one to one supervision to be facilitated at a consistent and high quality level


Overall Summary

· All those who attended the workshops were clear that to be a practitioner you have to have the fundamental belief that offenders can change and have hope and optimism. Otherwise there is little point in doing the job.

· In terms of measuring success, the key one that always came across was feedback from the offender. In terms of actually measuring the effectiveness of their engagement with the offender, this was lacking in nearly all cases. There was mention of discussing cases with colleagues whether informally or formally, and only a very small minority said they were observed. This was incredibly rare. It was clear that, once qualified, for the majority of practitioners there is no ‘treatment management’ of the supervision process. 

· For many PSOs starting in the job the focus of their training is OASYS and there appears to be a culture that if you can do OASYS you can do the job. Many are simply given a caseload and have to get on with it – whatever ‘it’ may be!

· There was a strong view that what do not work are rigidity and a lack of a focus in supervision. Being clear about the purpose of supervision and what you are doing came across a lot – although there was also an absence from some about what should be ‘done’ in supervision. For some practitioners there was considerable interest in a practice manual or something like the citizenship programme.

· Many practitioners actually like OASYS. However, the more common thinking seemed to be that it is too cumbersome and the focus has shifted to getting it done to meet the timeliness target rather than using it as a document to assist supervision. 

· In terms of barriers there was a strongly held view that because the focus by management is targets that actually spending effective/quality time with offenders (which is not measured) is not a priority. Many people said they were doing lots of admin tasks and duplicating work – for example with referral forms and enforcement. Some of this raises the issue of a lack of confidence around practice within the staff group. An unwillingness to challenge/raise things with your SPO – i.e. there seems to be an acceptance by some staff that things are the way they are rather than have the confidence to say for example ‘I don’t think this person is ready to start a programme because of X’. Is there a general fear of management in some cases or fear of failing targets even if for a justifiable reason?

· In relation to TPO training – some relayed very positive experiences and some not. Some felt there was very little focus on the actual supervision process. Those who cited a positive experience spoke of lots of observations. A strong theme for those training in recent years is OASYS and risk of harm – particularly in the light of the Sonnex case. 
· A lack of flexibility was also discussed in all the workshops and a lack of resources – particularly around a lack of interview rooms – seeing people in corridors and in one case a car park was not uncommon. There was a real feel from people that we need to be based in people’s communities more, undertaking more home visits and getting to know the offender’s families – not just constrained to contact taking place within the probation office. 

· Layered OASYS, tiering and OM Model – there was a lot of confusion within the audience about these and the question has to be asked whether this takes away from the focus of actually engaging with people. 

· Some asked whether OASYS could be more a ‘living document’ which is constantly updated and/or linked to DELIUS/CRAMS etc to stop duplication. Certainly there were a significant number of calls for more effective/efficient IT.

· There were also calls for more professional discretion around cases – a belief that currently they lacked any discretion to make decisions on cases themselves. They also noted a lack of discretion on when reviews are done and levels of reporting. However, many said national standards are necessary otherwise this could lead to an abuse of power. 

· Some feel that they have been de-skilled – all they are doing is signposting – offenders are constantly being assessed – and actually the practitioner could do much of the work themselves but they are told they have to refer on to others. Contracts have been mentioned by a few – rather than flexibility to refer direct to different agencies, you can only refer via your ETE worker from a certain agency which takes time. 

· A key theme which came out is that managers need to trust their staff and their judgements. There needs to be less focus on targets and managers need to promote the importance of one to one work. 
· In many of the workshops there was a lack of clarity about what NOMS does/its role and sometimes a feeling that NOMS staff are too removed from the operational line. 
Research Bulletins

36. Supporting practitioners in dealing with the emotional impact of their work, by Charlotte Knight and Deborah Clow
A key component in building effective relationships with offenders is the skill of emotional literacy, defined as:

 ‘the ability to recognise, understand, handle and appropriately express emotions….using your emotions to help yourself and others succeed” (Sharp 2001). This is associated with the concept of emotional intelligence used increasingly in business and education to improve relationships and enhance learning (Goleman 1995).

The literature on emotional literacy builds on this framework and includes the issue of how emotions are also key in motivating (or de-motivating) us in all aspects of our lives and work.

Research undertaken in the midlands region with probation staff working with high risk offenders examined their use of emotional literacy in engaging, motivating and enabling offenders to change.  It also asked questions about the emotional impact of the work and the support systems and resources available to staff.  
All of the workers interviewed were able to provide clear evidence of emotional engagement with some extremely difficult and damaged individuals; building trust, hearing their stories, withholding judgement in order to maximise the potential for honest disclosure, and supporting the change and learning that needed to take place. 
Alongside the evidence of this ability was the workers’ view that they had to keep their own emotions under control, or ‘masked’ and what they felt was lacking within the organisation was a recognition of the need for a safe emotional space to ‘let off steam’ and express the feelings they had contained whilst with the offender.  
Some felt able to do this with understanding line managers, or through formal debriefing sessions.  However, most sought other more informal routes such as chosen colleagues, friends and family.  All would have welcomed a greater acknowledgement of the emotional content of their work and permission to talk about and examine the significance of emotion in their work as well as the emotional impact on them of dealing with some very complex cases.  
Whilst counselling opportunities were generally available to staff undertaking group work with sex offenders, this was not routinely available to all,  and interestingly,  some felt it was not so much counselling they needed or wanted, as a ‘safe’ and immediate space to give vent to feelings without being judged as ‘unprofessional’.  

Many felt that that the current culture of target driven practice left little space for the articulation of the feelings surrounding the work, particularly the negative ones.  Because of the perceived lack of permission to express their feelings in the work environment, they also struggled with the vocabulary to explain their feelings.  Significantly, some, particularly those working with domestic violence offenders, were able to identify the importance of teaching these offenders an emotional vocabulary in order to help them better manage and understand their emotions.
The impact on practice outcomes of ignoring the emotional impact
There is a danger that practitioners who feel that the emotional impact of the work is ignored may become de-motivated and less likely to want to engage in the sometimes messy worlds that offenders inhabit. Alternatively, they may continue to engage unsupported, but at risk of exhaustion and burn-out. In the longer term, either of these ways of managing can lead to a reduction in performance and increased sickness absence.

Adult learning theory (Kolb 1988) describes reflective practice as a pre-requisite of ongoing professional development and this includes reflecting on one’s emotional experience. This in turn informs practice decisions – when to challenge, when to support, when to probe, as well as when to make use of more structured tools and techniques. 

Emotional data informs risk assessment: noticing the ‘music behind the words’ and using gut reactions to prompt further enquiry about an offender’s situation can lead to revision of risk levels. Relying on completing the processes alone cannot be enough!
The role of managers in maintaining emotional health and emotional literacy

Practitioners value reflective supervision, either within line management or facilitated by others in groups and teams. The Enabling Culture Change Project within the Offender Engagement Programme is looking at the kinds of activities that organisations can put in place to support practitioners in this way. Creating a team culture where practitioners feel they have permission to acknowledge and work with their feelings requires everyone to see why this matters.
Some questions:

How much do you use your emotional ‘antennae’ to inform your practice with individual offenders?

How are you enabled to develop your emotional literacy?

Is your team a place where it is safe to share your feelings about the work you are engaged in?


Fieldwork

37.
Cambridgeshire and Peterborough Probation Trust: Complex Case Services

Complex Cases Service for offenders with cluster B personality disorders, i.e. anti-social or borderline personality disorder..

A flexible way of working is described, incorporating the following elements:

· A flexible approach to appointments: would the person like another appointment and when to nudge them into making a positive decision for themselves: this is not a formal requirement of the order

· Maintains distinct identity from probation, e.g. not contributing to PSRs unless a person is already known to her and consents

· Contact with link worker can replace OM appointments, on the basis that, if contact stops, appointments with OM would need to resume

· Using attachment theory to help develop people’s relationships and social networks, using worker as a vehicle. Also to provide containment and occupation

· Use of community resources for social outlets and to provide activities and structure for people’s weeks/days, e.g. negotiated reduced rate with local gym

· Access to core specialist Personality Disorder Service based at Fulbourn Hospital.

The process:

· Simple referral from Offender Manager, available across tiers 1-4

· Does not insist on all information at the outset, flexible and prepared to gather information later

· Initial interview with offender for assessment about future work

· E-mail contact with Offender Manager to report progress or failure to attend appointments (conscious decision made not to have access to CMS because of concern that busy OMs would not read contact logs). Also maintains identity as primarily health worker.

· Co-work with psychiatrist, e.g. to assist with diagnosis and access to medication

· Caseload averages about 30, but seen in a wide variety ways not necessarily involving weekly appointments

Assesses that about a third of probation caseload have relevant significant mental health problems, following a report (Singleton et al) which found problems amongst between two thirds and three quarters of prisoners. A high proportion of women relative to their presence in the probation caseload, and linked to quite serious offending.

38.
Derbyshire Probation Trust: Structured Crams Contact Headings Framework

This is a tool which helps OMs to link their contact with the offender to the objectives in the sentence plan. A set of ‘content of discussion headings’ in Crams is listed in the ‘provider’ box under the ‘officer code’ box. It was introduced 6 months ago to help OMs to be able to demonstrate that they were delivering the sentence plan, and helped to keep a focus on the plan objectives for both the offender and the OM.

Most staff welcomed it immediately and over the following months all staff adopted its use. The feedback has been universally positive: staff felt that it keeps them and their interviews on track. They are able to see where progress is being made on the achievement of the objectives in the order. They feel that it makes an appreciable difference to the offenders’ experience too: the orders have more focus and achievements can be recognised.

At the process stage still and there is no indication that this is contributing the orders actually being more effective than they would be without the ‘old’ free text Crams recording convention. However, it is likely that the OMI2 inspection will take note of it.

39.
Derbyshire Probation Trust: Intensive Alternative to Custody Project

This approach also includes the deployment of mentors and the close support and monitoring of offenders who would be at risk of a short custodial sentence.

Intensive approach – 5 + contacts per week; housing, drugs, UPW, programmes and 1-1 offending work undertaken by offender management team working closely as a unit with mentors.

The mentors have a close working relationship with offender managers, the plan for each offender integrates the input from all workers and contacts are set out in a weekly timetable. Mentors are able to give key support in appointment keeping and practical problem solving.

Sentence planning

Have a plan that all parties contribute to, that addresses what the offender perceives to be his/her needs and is achievable. Keep referring to that plan and address it in appointments and planned activities. Everyone works to the same plan.

The key sentence plan from the perspective of mentors and offenders is the mentor support plan. This is composed in a 3 way meeting with the offender, mentor and offender manager and this focuses on ‘softer’ targets and resolving practical problems. Both offenders said they felt fully involved in making the plan and that they had a real influence over its content. The OASys sentence plan was a more remote and distant product.
Ways of working

If a plan is being delivered by a number of people/agencies a common philosophy and clarity about roles. Information needs to be shared regularly.

Offenders appear to have no problem with working with a small group of staff i.e. PO offender manager doing the risk assessment and management + offence focused work, PSO offender manager delivering victims module and dealing with more practical needs, mentor being a supportive presence helping deal with practical issues and appointment keeping + constructive use of time + running some group programmes such as a women’s personal development group. Offender managers have daily contact with the Action Housing mentors so there is a close working relationship and exchange of information.

Professional judgement

Use judgement based on information and in the context of the individual offender, his/her past experiences and progress to date. Focus on the desired outcomes of the sentence.

Offender Managers felt able to ‘flex’ the timing of delivery of the elements of the plan to match the offender’s progress and current needs. They exercise discretion in making decisions on reasonableness of excuses and mentors give an input into understanding the context of a possible breach event.

They use an option to give verbal warnings rather than breach, when they think that is appropriate.

What made a difference to offenders – feedback on what engaged them:

· Meetings with a purpose that makes sense.

· Being treated like a human being for whom there is hope and who has potential.

· Being given a chance.

· Being praised and achieving something.

· Help to solve practical problems.

· Time and patience.

· Having a timetable of appointments for each week that was negotiated fitted around personal needs and which everyone stuck to.

· Having a full timetable – although it felt like too much at first then come to value having a routine and start looking forward to it. Need to recognise that at first it is a big change and that the routine takes a while to get into – mentors help a lot with keeping appointments.

One offender contrasted how she was related to on this programme with previous experience of probation where it was in/out and no one was interested in you as a person. What makes a difference in keeping them both coming to appointments is:

· Praise from staff, especially at the beginning as it makes you feel good about seeing the staff;

· Being treated like a human being rather than a dirty inmate;

· Being made to feel worthwhile, a person with potential

· Learning new skills e.g. option to train as a volunteer mentor (training provided by South Yorkshire Police), skills learned on community punishment

· Staff that talk to you and help you set goals

· Having stopped to think and decided that you want to change your life

· Having reasons for wanting to change – ‘doing it for myself and my family’

· Realising that you have put a lot into the order so have a lot to lose if you mess it up

· Staff not rushing to breach you – if you had put a lot in to the sentence and then got breached you would just give up

· Having worthwhile things to do with your time (mentors introduce offenders to a range of ways of occupying their time – allotment, sports, volunteering etc)

· The chance to show that you had achieved something 

Mentors
Mentors are selected and trained by Action Housing. A lot of attention to personal development and new mentors are buddied with experienced mentors. Mentors have developmental supervision from the mentor co-ordinator.
They were valued by both offender managers and offenders. Both saw enthusiastic and committed mentors as key to the time consuming work of working with offenders to resolve practical problems. Offender managers noted that mentors can break down barriers with offenders and, through that, make it easier for the OM and the offender to build a relationship. They also add depth to assessment and review as they see offenders operating in different (non-office) environments.

Important attributes of mentors are:

· Sense of humour

· Being a people person

· Not judging people

· Relentless commitment

· Not giving up on people – rolling with resistance, rolling with relapse

· Being gentle but firm persuaders

They are active in:

· Helping people keep appointments by picking them up if necessary

· Working on budgeting skills

· Encouraging regular payment of fines

· Helping people find accommodation

· Helping people retain their tenancy and mediating in any disputes

· Introducing offenders to alternative ways of spending their time constructively

What helps form an effective one to one relationship - offender manager’s perspective?

· Being open and honest

· Appreciating each person as an individual

· Spending time with the offender and working creatively

· Building trust – be patient as offender’s past experiences and preconceptions can create a wall of mistrust

· Be clear about boundaries

· Let people know you are there for them

· Believe in making changes in people’s lives

· Making it clear that supervision is judged on getting people through and achieving positive outcomes – that breach is not a success

· Don’t assume that everyone should work through a workbook, that doesn’t work for everyone

· Mentors make an important contribution to maintaining compliance

Remember that offenders can feel at a loss when some requirements are completed and the intensity of contact starts to drop – they need alternative constructive activities to fill their days.

40.
Greater Manchester Probation Trust: Re-engagement activities

Manchester was concerned about the quality of the whole approach to offender management.

· High levels of breach and prison population

· Too process driven that staff have identified that the “process driven” response to the management and enforcement of community orders, licences and suspended sentence orders is producing unnecessary repeat orders and short term prison sentences rather than achieving successful completion of those orders.

Staff are becoming less confident in managing relationships with offenders and increasingly adopting and prioritising administrative and bureaucratic responses in order to meet organisational targets. The organisation is therefore becoming less productive in terms of its strategic aim with more resources absorbed by processes e.g. completion of OASys and Delius and fewer in changing offender behaviour and attitudes through active engagement and time spent with the offender.

Manchester have adopted a holistic approach to improving offender engagement, based around a culture shift towards achieving the objectives of securing the offender’s completion of their order or licence without re-offending and with the achievement of mutually agreed sentence plan objectives.

· Set up compliance projects

· Established user voice groups

· Provided briefings to entire staff group

· Provided further training to staff around engaging offenders

· Started to allow staff to exercise defensible decision making

· Started to implement a sentence planning tool to improve offender engagement, but this was not widely adopted due to the repetition of using OASys.

· Observation sessions of OMs in the interview room.

· Starting to shift the culture away from processes and towards outcomes.

41.
Hampshire Probation Trust: Engagement Officer

The role of Engagement Officer was conceived as part of the Reducing Custody Project Plan in 2008. The basic remit of the post was to “Enhance compliance of offenders with statutory Orders”.

Initially, Engagement Officers (EO’s) spend time getting to know the local communities in relation to their office base and what resources may be useful for offenders. This also involves attending team meetings, undertaking informal promotional work with Offender Managers (OM’s), speaking with relevant Offender Management Senior Probation Officers (SPO’s) and developing working relationships with colleagues.

It was decided that none of the appointments or contact between the Engagement Officers and offenders would be enforceable, which conversely also meant that they did not count towards National Standards. The rationale for this decision was that offenders would see the role as one of offering support as opposed to enforcement.

Breach work involves Engagement Officers obtaining the Breach Court list each week and working through the list in order to try and secure an offender's attendance at the first hearing of their case.

In addition, Engagement Officers have facilitated contact between offenders and their Offender Managers prior to Breach hearings, especially those offenders with whom contact has been lost, and often come by information which they readily pass on to Offender Managers before Court. 

This role required development and this is on-going at this time. However, a clearer picture, which is informed by self evaluation, reviewing feedback, research and performance data, is beginning to emerge.

The fact the EO’s can be so responsive to non compliance and attendance, is one of the most significant benefits of this role. Feedback from offenders is also very positive.

There is still further work to be undertaken in terms of developing this role. The team has been asked to consider EO involvement in Induction, delivery of the PBSA, as well as the team’s commitment to on-going evaluation of their own performance and allocation of resources.

42.
Kent Probation Trust – Offender Engagement Initiatives

Compliance Reviews

If appropriate the offender is diverted from breach proceedings, the 2nd unacceptable absence classed as acceptable on the grounds of the compliance review. The content of the review session includes:

1. Review of absence and obstacles to compliance.

2. Review of Order and each Requirement with consideration of instances of both negative response and positive progress.

3. Identification of obstacles to completion of Requirements and methods by which such obstacles can be removed.

4. Review and re-signing of the original Supervision Agreement.

5. Review of both the implication of further non-compliance and the benefits which might be achieved through the Early Revocation scheme.

5. Issue of next reporting instructions.

Offender Management - Motivational Enhancement Group

The Motivational Enhancement Group (MEG) is based on the work of Prochaska and DiClemente and the Transtheoretical Model of Change, and Miller and Rollnick’s Motivational Interviewing techniques.  These techniques are employed to help engage and motivate group members to make or recognise the changes necessary in order to change their offending behaviour.  

Motivation has been seen as a key aspect of treatment and a factor that must be considered if offenders are to change their problematic behaviour.

The programme introduces each of the stages of change, demonstrates typical behaviours relevant to each stage, the alternatives that are available and demonstrating how to achieve goals.  This process enables group members to identify which stage they are at on the cycle of change.  Each of the stages are defined below;

Precontemplation stage -   the group member may be able to identify that a specific behaviour or lifestyle is a problem but they have no desire to change it.  At this stage the person is often equipped with the knowledge but has no desire to change.  

Contemplation Stage-  the group member may be able to identify that a specific behaviour or lifestyle is a problem but they have no desire to change it.   At this stage they are often equipped with the knowledge but have no desire to change.

Preparation Stage – the group member not only recognises they have a problem and the significance of that, but they have taken steps forward in wanting to change the behaviour.  This is the stage when a person may construct a plan of action and adhere to it and begin to employ strategies that will enable them to reach their ultimate goal.

Action Stage – the stage the group member has chosen their strategy for change and pursues it.

Maintenance and Relapse Stages  - the main challenge is to maintain the gains/goals they have made/achieved and the goals they have achieved and to adhere to a plan to prevent relapse. 

The programme consists of six sessions and each session has the following aims;

Session 1 –  Introduction

For group members to identify their offending behaviour and to move towards changing their behaviour.  This change will be measured according to Prochaska and DiClemente’s stages of change model.  

Group members to become aware of personal responsibility for change and to accept this.

Session 2 – Precontemplation stage.  

Building motivation to change. 

To raise doubt – increase the group members’ perception of risks and problems with their current behaviour.

Session 3 – Contemplation Stage Strengthen commitment to change.

Tip the balance – evoke reasons to change and risks of not changing. 

Enable group members to identify positive and negative aspects of offending behaviour.

Session 4 – Preparation Stage 

Enable group members to determine best course of action to take in seeking change. 

To illustrate how knowledge, skills and planning ensure a greater chance of success. 

To consider setting goals and considering options in order to arrive at a plan.

Session  5 – Action Stage 

Enable group members to take steps towards change 

Enable group members to set realistic goals 

To introduce the idea of alternative action in order to achieve a goal

Session 6 – Maintenance and Relapse Stages 

Aid group members to identify and use strategies to prevent relapse. 

Help group members to renew the process of contemplation, preparation and action, without being stuck or demoralized at relapse. 

For group members to identify a range of feelings and emotions 

To introduce the concept of positive and negative emotions

The MEG is a non-disclosing group, and is a gentle introduction to group work.  Motivational Enhancement and Motivational Interviewing as a precursor to further interventions appears to be a useful assessment tool and preparation for further intervention. It is used as a recommended response to breach as a specified activity.

Homework

A homework pack of 20 exercises has been designed to use with offenders who are subject to a supervision requirement. 

Assigning offender’s homework provides opportunities for offenders to work on their offending behaviour between appointments. They are able to discuss the work at home with family and friends which means Probation input does not simply end when the offender leaves the office, encouraging them to use their informal support networks. It is also an effective way of ensuring an offender spends time thinking about his offending behaviour, time which s/he may not be afforded the luxury of in his one to one supervision appointments.

Homework assignments are referred to in the Sentence Plan and the quantity and types of homework allocated can be assessed on an individual basis. Among other things, there are pieces of work on victims, general offending, self esteem, alcohol, gambling and relapse prevention.

43.
Leicestershire and Rutland Probation Trust: Peer mentor scheme

Offender Managers ask offenders that have made progress towards rehabilitation if they wish to volunteer to become peer mentors. The peer mentors have fortnightly training sessions for 6 months, but can commence as a mentor after the first module. The work is unpaid but peer mentors receive their expenses. The peer mentors attend group sessions and can progress to work on and one to one basis with offenders. 
The peer mentors attend the groups and contribute by encouraging the participation of others ‘what do you reckon?’ assisting those with literacy needs, sharing their own experiences.

During the group one of the members commented that he had provided a positive drug test to which the peer mentor responded:

‘sounds like all of us at one point’ thus giving hope and motivation that change is possible.

The peer mentors took part in role play and reaffirmed points made by group worker.

One peer mentor said ‘authority creates the barriers’ and that mentors help to break down the barriers by positive role modelling with group workers and then group members see staff as being more approachable.

The mentors share experiences – when talking about triggers and one PM told the group that one of his triggers is seeing his dealer and knowing that they will offer him free drugs to get him back on it, so he turned round and walked another way.

The offenders in the group were overwhelmingly positive about the peer mentors, found their experiences helpful and had an excellent rapport with them. Some of the group also play football with one of the mentors. 

Group members named the following barriers to engaging effectively with their offender manager. The responses were:

 ‘being kept waiting for ages even when you are on time, and then they come down and don’t say sorry or anything, even though if I was late I would get breached’

‘They don’t have any life experience and they don’t know anything about you’

‘The appointments are dull and boring and I can’t wait to get out of there’

The peer mentors suggested they are involved in the transition period from YOT to adult team, seeing offenders in prison to prepare them for release and meeting offenders at the gates on release from prison.

44.  Liverpool: Achieve NorthWest

Research has shown that getting an offender into sustained employment can have a massive impact on the likelihood of reoffending, yet offenders remain some of the most marginalised in terms of access to the labour market.  Negative experiences at school followed by little or no work record have led offenders to feel that the world of work is not one for them.  The focus of Achieve Northwest is to change this perception by improving the employment prospects of offenders and this is facilitated by adopting a case management approach to an offender’s employment, education and training journey.

Offenders are used to being processed through courses at risk of benefit sanctions and often have received a poor quality of service from training providers.  Offenders often don’t present well and mainstream providers are reluctant to offer opportunities as their funding regimes demand a high level of attendance and retention on their courses.  Achieve Northwest adopt an individualised approach of support to raise confidence and self-esteem and challenge the belief that there is no point in engaging with ETE services.

Each offender has a dedicated, trained ETE Case Manager (PSO) whose role it to motivate, encourage and enable access to opportunities.  They will go the extra mile which helps build up a relationship of trust and acceptance.

The project itself is run on a campus model with a range of employability interventions being delivered individually by the Case Manager and by partner agencies including Connexions, Pertemps, Tomorrow’s People, Local Solutions Mobex, Learndirect and the National Trust.  Courses available include literacy / numeracy, IT, GOALS, Certificate in Personal Advancement, Ready Steady Work, ASDAN Employability and a range of outdoor qualifications.  Following on from attendance at this motivational level, opportunities are available for real jobs through ATOM Regeneration, Create UK and Connexions’ Job Brokerage Service.  This ability for the Case Manager to give promise of real opportunity plays a major part in encouraging the offender to move away from their current lifestyle and change behaviours in a positive way.

Many of the motivational interventions are held on probation premises to take away the fear factor of attending non familiar locations and to enable the involvement of the Case Manager for support and problem solving.  Case Managers will do everything to ensure attendance from texting and telephoning to physically picking offenders up and bringing them in.  Regular meetings are held for action planning and reviewing purposes where barriers and enablers are identified and these often help solve potential issues before they arise.  Case Managers liaise closely with Offender Managers to manage risk and also have access to a pot of funding to support offenders into employment for example by paying for specific training courses, work clothing, essential equipment etc.  All of this builds further the trust with the offender and increases the chances that they will continue to participate in the project.  In addition Case Managers can offer further support as appropriate through probation volunteer mentors, there are also 2 specialist Case Managers, one focusing on women and one for BME offenders.

Achieve Northwest is NOMS ESF co-financed and as such has stringent targets for delivery.  This Case Management model has ensured that they are currently on target in supporting offenders and are having success at getting offenders into employment in this current economic climate.  Offenders develop good relationships with their Case Managers and when asked for feedback are full of praise for the support they have been given.  The project can and does change lives around and this impacts not only on the offender but also on their families and the wider community as a whole.

45.
London Probation Trust:  Going For Gold

At a London Regional Event, ‘LEARN’, as part of London’s Going for Gold Programme was put forward.

The Going for Gold initiative in London, included the objective:

‘Public Protection will be embraced by all managers and staff as both a shared responsibility and absolute priority for London Probation Trust’. 

A further objective of Going for Gold is that:

‘All managers and staff will be appropriately skilled and supported to achieve quality standards in risk assessment and management.’

This has led to London Probation conducting a skills audit of middle managers in order to try and analyse the training needs of that group.

LEARN (London Enhanced Audit of Risk Network) therefore seeks to address:

Implementation of London-wide Risk of Harm Audit programme to utilise peer engagement, shared accountability, and self improvement techniques.

The basic aim is to enhance risk of harm practice within London Probation Trust. 

It utilises Risk of Harm Inspection Module (RoHIM) used by HMIP to benchmark the quality of its risk of harm and enables to understand the quality expected by the inspectorate. LEARN has been developed following Wiltshire Probation’s Risk Audit Development and Research (RADAR) programme. 

LEARN is a one day monthly event conducted within each Local Delivery Unit – it involves a cross grade of staff assessing cases in pairs using the inspectorate’s RoHIM tool. A feedback sheet is filled in and this is sent to the OM’s SPO and then discussed in supervision. The focus is on the quality of risk of harm and how this is embedded in practice. 

LEARN is a one day monthly event conducted within each Local Delivery Unit.

Between 12 and 20 cases should be audited and discussed at each LEARN event, with each LDU monitoring their own cases.

On a monthly basis the Management Information Team will randomly select cases which are at a minimum of six months into the life of the Order or licence. 

Cases include a mixture of Community Orders, Suspended Sentence Orders, PPO and DRR cases and licences. Excludes those currently in custody and stand alone CP. (Stand alone CP cases are being assessed separately under LEARN)

A mix of medium and high risk of serious harm cases – only a small number of low risk cases. 

The event is led by the ACO of the LDU, with all LDU SPOs and PDAs being required to attend

All grades of staff should attend – they are placed on a rota covering six months. All staff should therefore attend 2 events per year. Pairs will work on approx 2 cases in the day. The pairings are done by the ACO – generally an SPO grade with an Om grade. The RoHIM form is used.  An assessor feedback sheet is completed, which is fed back to the OM via supervision. 

The feedback sheet is broken down into:

· Good practice examples

· Areas for improvement

· Concerns

· Action(s) required

46.
London Probation Trust:  Exercises / Tools for engaging with offenders

At the regional event one of the participants who works in one of the regional offices put forward ‘The Coaching Effect’ manual as a possible source of exercises which practitioners could use with offenders – rather than re-inventing the wheel.

This is a product from the Leadership and Talent Development Team in HR. 

There are a range of resources that go with the toolkit such as 'The Little Book of Coaching' and a DVD etc. It is part of the Coaching Effect initiative. 

There are lots of exercises which could be adapted – for example the GROW model which is used in coaching (Goals, Reality, Options, Will) (this could be adapted in sentence planning) and the wheel of life. These are all motivational tools. 

Various coaching books could be utilised and applied  – in particular Sir John Whitmore’s ‘Coaching for Performance: Growing People, Performance, and Purpose’.

47.
London Probation Trust: Structured Supervision Programme

Consists of 12 sessions in five modules:

1. Thoughts, Attitudes, Motivation and Goals

2. Problem Solving, Assertive Communication

3. Reframing Beliefs, Self Talk – Towards a Positive Self Narrative

4. Victim Awareness/Empathy

5. Relapse Prevention, Ongoing work

A 15 session version has been developed for women with the extra sessions focussing on budgeting, emotions and relationships.

Most recent version includes OCN credits which the offender can earn by completing exercises.

A short version now being prepared for launch in Summer 2010, for use in a specified activity requirement (SAR) in a 6 month Engage and Change order.

Also piloting a version for offenders with anger management issues:  Structured Supervision for Anger Management, targeting offenders who are:

a) eligible for ART in terms of their OGRS score but not suitable for other reasons or

b) not eligible for ART but whose offending is linked with anger issues

Staff delivering to use pro-social modelling and motivational interviewing

Treatment managers provide ongoing support and development for OMs and ensure programme integrity using audio tapes.

Suitable for offenders with medium/high risk of reoffending (OGRS >50), but not for sex offenders, DV cases or offenders presenting high risk of harm.

SAR to be used for offenders with lower OGRS.

Cases allocated by SPO, but some resistance due to protectiveness towards OMs.  Treatment managers played an increasing role, and some OMs select cases themselves.

Initial training for OMs is followed by regular Action Learning Sets to discuss practical issues and share knowledge.

Positive views, they would recommend it for others.  81% said that SSP had a positive impact on their circumstances.

Based on Core Correctional Practices approach developed by Dowden and Andrews, and implemented by Jim Bonta in STICS (strategic training initiative in community supervision)
48.
Northumbria Probation Trust: Re-engagement Programme

A three session package, run as a one to one activity requirement, that is designed to improve compliance with community orders (and licences) and reduce the likelihood of offending. It is for offenders aged 18 and over who must be assessed as suitable. Offenders will be:

· Facing recall on licence or subject a community order (including suspended sentence order) with a supervision requirement

· In first or second breach of that order

· Be available to attend the activity requirement sessions

· Be likely to benefit from engagement with the programme

· High Risk offenders or offenders already subject to a programme requirement will require prior approval to attend from a Senior Probation Officer and a Treatment Manager

· The Compliance Activity requirement can be used as an alternative to short Curfew Orders or a small number of UPW hours (if subject to supervision also) as sentences for breach

Intended outcomes are:

Offenders who complete the Activity Requirement will:

· develop strategies to overcome barriers to compliance

· address their motivation to comply with the order

· be aware of the assistance probation can provide to enable compliance

· be aware of the consequences of further non-compliance

Problem/issue addressed:

To provide a constructive sentence on breach that is designed to re-engage the offender with their sentence/licence.

Description of the practice

This is a set of exercises to be delivered, one to one, over three sessions.

It is principally run by offender supervisors who received training in a workshop, this concentrated on developing an understanding of the exercises and how to engage the offender as an active participant in them. It is important that staff running the sessions understand that the offender is, in a way, leading the sessions and that they rely on staff having strong relationship and listening skills. Jo saw this a being the link to the Offender Engagement Programme Completing the exercises is not an end in itself, part of the training is about getting that message across. Ex one to one accredited programme tutors were included in the workshops to pass on their skill sand knowledge.

Although it can be run by the current offender manager or supervisor usual practice is that it is done by an offender supervisor (PSO) who has not been involved in managing the case. This is a deliberate feature – a break from the usual routine of supervision giving the offender to take a fresh look at the order/licence, potential benefits from it and barriers to compliance and how to overcome them.

It is suggested good practice that the offender manager and the offender should review OASys at the end of the three sessions. This is not a rigid expectation, should be done if it is relevant.

They put a lot of effort into explaining the activity to sentencers before it was launched. They believe that the take up of proposals by sentencers is high. Collated data is not available.

Offender feedback/views have not been collected.

Evidence of success

When the package of material was published and launched in October 2008 (first requirement was made in November 2008) there was an intention to review the in March 2009. The owner of that project moved to another role and a review has not been completed.

No figures on take-up of proposals by courts, completion rates of the activity or success in terms of successful completion of the order or licence have been collated or published. 
49.
Staffordshire & West Midlands Probation Trust: Workbooks for PSOs

Workbooks designed for use in one to one work with offenders. To be used primarily by PSOs to assist them in structured supervision sessions with a range of offenders.

Regional development group designed the workbooks for use by PSOs to ‘take off the shelf’ and use in a series of appointments. 

The workbooks are similar to ‘Targets for change’ material and are specific to different criminogenic needs. 

There is a questionnaire at the beginning and end to use with the offender to measure change.
Practitioners (PSOs) are reportedly more confident in having a structure to follow in supervision sessions. It is too early for any other evidence of success at this stage
The emphasis here is developing a programme of one to one work with offender and is about the content of the supervision session itself. 

Workbooks are available if required.
50.
Surrey / Sussex QDO role (Quality Development Officer)

The nature of the QDO role is to support SPO in continuous improvement and delivery of high quality service by providing coaching and mentoring to team members.  Carried out by main grade PO with a reduced caseload. The main purpose of the role is to:

· To assist the Senior Probation Officer in continuous improvement and the delivery of a high quality service. 

· To provide coaching and mentoring to all members of the team to develop their standards of practice.

· To keep personal standards of work current and in line with best practice through the management of a defined caseload or authoring of reports. 

The main functions of the role is:

· To work with individuals, pods and groups of staff in the team to identify learning needs and areas for development 
· To coach and mentor staff to develop skills, knowledge and understanding to deliver a high quality service
· To source appropriate training and development support
· To enable staff to make confident and sound professional decisions
· To liaise with the team manager on the required standards for the team
· To use the data available to the team and with the Senior Probation Officer, to assess development requirements within the team at team, pod or individual level.
· To countersign Oasys for PSOs and non-contentious exemptions.
· To observe practice and provide feedback with the aim of improving quality
· To identify practice opportunities that will provide development in PO, PSO and Case Administrator roles.

· To ensure a best practice approach is maintained, through awareness of current developments in probation practice.

· Liaison and regular meetings with other Quality Development Officers to ensure the consistency of standards and approach to quality

· To assist the team manager in the delivery and implementation of any new or local initiatives

· To continuously develop your own knowledge and skills to enable you to work effectively in this position

51.
Wales Probation Trust – Offender Engagement Initiatives

Service User Group set up in May – which had the first minuted meeting looking at the service that DRR provide and a brief discussion about the community services in the Llanelli area. Currently the group is looking at and compiling answers to the Consultation document for the Government’s 2010 drug strategy. 

52.
Warwickshire Probation Trust: 
Stepping Stones

This is a sentence planning toolkit, designed to improve offender engagement in the sentence planning process, make it more collaborative between the practitioner and the offender, and to improve the overall quality of sentence plans.

A Back to Basics approach involving a guide to improving offender engagement in sentence planning

This model does not seek to replace the OASys sentence plan, but to build on it. It is designed to help OMs actively engage the offender in the process that can help to deliver critical outcomes in terms of reducing re-offending and promoting compliance.

A key aspect of the model is identifying both longer and shorter term outcomes that the offender wants to, and can realistically, achieve, and then linking these together in a step by step approach. The main difference in thinking for OMs is to help the offender articulate where they want to be and how they can achieve it.

Outcomes are expressed in ‘I am’ or ‘I have’ statements.

By its title Stepping Stones seeks to be incremental. Wherever possible initial outcomes should be ‘quick wins’ to empower and encourage and show that success can be achieved.

The principal idea is that OMs will use Stepping Stones immediately after the completion of OASys and is completed with the offender. It is not yet clear how often reviews take place.

53.
West Midlands Training Consortium: Responsivity in Supervision

Why is it important to listen to offenders?

Judith Sawbridge Knowledge Manager Staff and WM Trust

Reported on the area/Trust response to PC10/2006 and PC 10/2007. This prompted them to develop better offender feedback systems. Piloted a questionnaire in 2009 followed by focus groups. Survey in February 2010 (2389 responses). They ask questions not covered by the OMFQ. Found 94% overall satisfied with supervision experience but within that, pockets of dissatisfaction that are being used to inform action plan e.g. 30% had no say in sentence planning

Detailed Feedback from focus groups shared including a question: ‘what would you want to do ideally in a supervision session’ - and their thoughts about group supervision? 

Themes raised – greater customer focus, sufficient time, individual approach, use of regularly updated checklist to improve communications between probation workers, importance of the one to one relationship

Also views re reception areas, courts, information, programmes,

(I have hard copy of the feedback comments from offender focus group)

In outlining next steps Judith referred to the OEP and quoted from our leaflet plus mentioned the reference groups. Staff and WM are moving towards Experience Based Design Model which will bring offenders into the planning stage of policy and strategy rather than just asking them what they thought afterwards

Issues for OEP:

· To what extent will we/should we engage offenders in the design process and at what stage?

· Accessing information from already completed surveys to assist in product development
54.
West Yorkshire Probation Trust: Total Place
Different approaches to engaging with offenders – general process is that of multi agency working.

Intensive Alternatives to Custody

· Within Bradford they have had 250 offenders on the scheme. They have had 55% compliance and 70% concordance. 

· They have a service user group for DRRs

· They have a super induction – offenders who are further down the line in their Order attend the super induction to talk about their experience and therefore motivate others

· Caseload of approx 18-25

· They have compliance meetings if they are not complying. 

· Many appointments during the week with different agencies

· In addition to the OASYS sentence plan another simplified plan is also completed with goals to be achieved.

· Also complete Restorative Justice and have an RJ worker – generally one session

· They have a women’s programme, work with the YMCA, drug services etc

· IAC – targeting those who would have had a short term prison sentence. 

· Volunteers also work with cases – they might meet in a café, go to the job centre etc – but feedback has to be given to the OM. 

The offender feedback on IAC and RJ was extremely positive. It is evident that the staff in Bradford spend a great deal of time with their cases (but they have 18-25 cases) and get them involved within the community. There is a clear focus and excellent multi agency working which was evident when the offenders gave the feedback.

IAC – 55% compliance and 70% concordance rate in Bradford for their 250 offenders. 

Bradford’s re-offending rate has also fallen – possibly due to this intensive work.

Extremely well engaged team within Bradford offering intensive work with offenders. Duplication of work in terms of doing two sentence plans – i.e. one in OASys and one in ITEC or a simpler sentence plan. 
55.
West Yorkshire Probation Trust: Interview with an Offender Manager
It was significant that her PDA had had social work training and facilitated additional workshops for probation trainees that concentrated on the therapeutic relationship, motivational interviewing and other relationship building skills. This was not covered sufficiently in the ‘standard’ probation officer training.

The training for the sex offender and domestic violence programmes teaches you a lot about relationship building and working with denial/recognising where the person is at in terms of motivation and the desistance journey.

Building and sustaining a relationship

The kind of approach you would expect in an organisation committed to customer care.

Getting it right from the start – focus on the relationship with the offender first, more like a counselling approach. Do what you say you will do. Be on time, don’t keep people waiting.

Contact custody cases very early after sentence – preferably by a visit, at least by video or telephone. Tell them that you will keep in contact by letter or phone (whichever they prefer) and stick to the frequency you promised, even if it is only every three months. Early contact and consistency makes a huge difference. Keep families or other personal links in the community involved, with the person’s permission. Send Christmas or other religious festival cards to your prisoners.

If writing a PSR set the relationship ‘scene’ then and make sure you choose a viable proposal that the offender understands both the benefits and the expectations of.

Take time to fully involve the offender in setting objectives in the sentence plan.

Don’t just use worksheets, think about what is relevant and adapt it to suit the individual

Good time management and prioritisation skills (have a to-do list and do it) – not enough attention is paid to this.

Consciously manage the tension between ‘helping’ and meeting targets and organisational requirements.

Know their local community and have a strong network of links to other agencies.

Continue to believe that the work you are doing is worthwhile and remember the successes.

Judging success

Learnt to set realistic and achievable objectives based on where the offender is starting from and what they could achieve within the timescale available.

Could be no further offences during the life of the order/licence

That someone turns up and makes some positive changes. It depends on each individual.

How they respond when the order ends – they might give her a card or get in touch afterwards to give her an update or ask for help with something.

If going for early revocation set out the offender’s achievements in the report and encourage the offender to attend and offer to answer questions so that they can receive praise and recognition from the court. A reverse of their usual experience of court.

What gets in the way?

Inflexibility and an assumption that one size fits all – apparent in the thinking of some staff and in things like OASys and National Standards.

OASys – some questions confuse people and they enter irrelevant text because they don’t really understand it e.g. a general account of work undertaken in answering the question on what steps have been taken to increase motivation. Reviewing objectives often not done properly, no material entered in the notes boxes. Symptoms of the obsession with timeliness rather than quality. 

Rigid review every 16 weeks rule is not necessary.

Would be much better if you could go in and amend just one part.

Sentence plan is formulaic – standardised objectives don’t reflect the individual.

National Standards – you need them in some form to have consistency and it would not be right to allow people complete discretion. But, too one size fits all and should be more scope for tailoring e.g. responding in five days to a prisoner, should only be appropriate and relevant.

56.
West Yorkshire Probation Trust – Sentence Planning – The Web

The Web utilises the cycle of change model, recognising that change does not happen instantaneously, but is a process which takes place over time, with the individual going through distinct and recognisable stages during that process.  In the past, service users may have made significant progress that was not recorded as it did not meet specific targets in place. Now, with the Web, we are able to record the distance travelled towards the target.

The Web is based around the 5 different stages of change that an individual is likely to pass through when making changes in the management of specific areas of his or her life:

Stage 1: I am stuck 

This is the pre-contemplation stage: the individual is not aware of, or will not consider, the risks involved in current behaviours and does not want help.

Stage 2:  I am starting to think about change

This is the contemplation stage: the individual is weighing up the perceived costs and benefits of making changes.

Stage 3: I have decided to do something about it

This is the decision stage: the individual may well still be ambivalent about making changes, but will be starting to prepare for change.

Stage 4: I am taking some action

This is the action stage: the individual has successfully accomplished some tasks necessary to make change. There is a commitment to change, but support is still needed.

Stage 5: I am maintaining changes

This is the maintenance stage: the individual no longer relies on support staff for help

As a resource for one-to-one work, the Web relies upon the worker using motivational interviewing techniques. 

A meeting should be held with the service user, Offender Manager, and partnership agency( if involved).  If it is not possible to agree a date, then the Offender Manager will take the lead, but this is not ideal.

At this meeting, the Web and the scoring system will be explained to the service user. It is important that the cycle of change model is understood by the worker and that he or she is able to relate this to the service user in order that scoring is consistent between service users and agencies.

It is important that the service user is able to take ownership of the chart, but if there are specific areas that he or she is reluctant to add and are clearly problematic for him or her, the Offender Manager may need to discuss this further with the service user and, if necessary, add the heading to the chart. 

Once headings have been agreed, the service user and workers will agree a score for each heading. This should be done with reference to the descriptions in the user guide.

After completing the chart, an action plan will be completed for some or all of the ten areas. It may be the case that the service user wishes to focus on certain areas before others, and this is acceptable as long as it is still recognised as an issue.

It should ultimately be the service user’s decision as to what score is decided, but the worker can offer guidance and suggestions to aid this process.

This will help to avoid those with low self esteem/confidence from scoring too harshly. It will also help those who are reluctant to accept that there are problems to think carefully about their decision.

When assigning a score to the ladder, it must be remembered that the score relates to how well the service user is managing that area of their life, not to how serious the problem is in that area.

Enabling the Organisational Culture
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Remember!





It's not PD unless a number of these symptoms have been present for a considerable length of time and in a range of different contexts.








OASys DSPD


No. of court appearances at which convicted aged <18 years


Any breaches?


Number of different types of convictions


Violence/threat of violence


Excessive use of violence/sadistic violence


Recognises victim impact?


Financial over reliance on friends, family, others for support


Predatory lifestyle


Reckless/risk taking


Childhood behaviour problems


Impulsivity


Aggressive/controlling behaviour





Total score of 16+ or scored on 8 or more items 











All would have welcomed a greater acknowledgement of the emotional content of their work and permission to talk about and examine the significance of emotion in their work as well as the emotional impact on them of dealing with some very complex cases.














All of the workers interviewed were able to provide clear evidence of emotional engagement with some extremely difficult and damaged individuals; building trust, hearing their stories, withholding judgement in order to maximise the potential for honest disclosure, and supporting the change and learning that needed to take place.
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                             Economic and Political capital

        





















 Community social capital

Criminal Justice Social Capital



Offender human, intellectual and social capital

Organisational  Capital

Practitioner human capital

Practice







Intellectual capital











Each of these forms of capital have interests, needs, priorities and desired outcomes specific to it. Furthermore they are constantly in a process of change, internal conflict and occasionally crisis. They differ in the power that they can mobilise and they are often in conflict with each other. 



What is effective supervision to one source of capital may be very different to another. Each competes to have its definition dominate. 



In designing National Outcomes and Standards one is attempting to align these differing interests and still maintain some integrity. 



Intellectual capital is always filtered through politics, economics, organisations and people. 
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