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Executive Summary

Greater Manchester Probation Trust (GMPT) is committed to driving down levels of offending through stopping, changing and controlling offenders’ behaviour so that our communities are better protected.  Whilst GMPT has a strong reputation for delivering excellent services, we recognise that if services are to continue to make a real difference to local communities and individuals, then it is vital that we review and enhance our service provision.

This is the first commissioning strategy produced by GMPT.  Whilst the commissioning agenda is still a relatively new way of thinking in the National Offender Management Service (NOMS), with the national, regional and local roles still being developed, GMPT recognises that a commissioning environment provides us with a significant opportunity to continually improve the targeting, range and cost-effectiveness of services.   

The planning and shaping of the services required across GMPT will increasingly be determined from a commissioning strategy.  Probation however works in a complex and dynamic environment and these decisions require continued development and confidence in needs analysis and market mapping, drawing together increasing intelligence about the external and internal environment.  While we recognise this is a developing agenda, GMPT have sought to capture the current policy context alongside using a wide range of quantitative and qualitative data, in order to highlight our initial commissioning plans.  This commissioning information is summarised in Section 3.

In seeking to continually improve the effectiveness and efficiency of services and taking into account the range and quality of services needed to meet local need, Section 4 of this strategy sets out our initial commissioning objectives and priorities, which are highlighted below: 

Commissioning Objectives

Our commissioning objectives are to:

1. Prioritise the management of high risk of harm offenders and prolific offenders;
2. Effectively address the thinking and behaviour needs of these and other groups as part of our core provision;
3. Provide locally delivered services to meet the unpaid work requirement and actively contribute to the visibility and public confidence agenda;
4. Commission locally delivered services across the pathways and across tiers in conjunction with partners to meet local priorities of the safer communities agenda.
Commissioning Priorities

Our commissioning priorities are to:

1. Evidence and improve the value for money (economy, efficiency and effectiveness) of GMPT’s internal provision alongside developing partnerships and collaborative working where this is feasible.  This includes:

a. Undertaking best value reviews for Community Payback and Victims services in line with national requirements this financial year; 

b. Preparing for best value reviews for Programmes and Approved Premises in 2010/11;

c. Seeking to collaborate with prison services in the delivery of Accredited Programmes and to maximise partnerships to deliver similar programmes for local partnerships;

d. Reviewing the delivery of GMPT’s current Activity Requirements and Supervision Requirement.

2. Establish the future configuration of services and requirements for the Attitudes, Thinking and Behaviour pathway.  This includes looking at the future range, type and volume required for accredited programmes alongside other potential services such as activity requirements and peer mentors.  

3. Develop housing services in conjunction with partners through: 

a. Joint commissioning a housing intervention service at a local level, alongside implementing the Greater Manchester Offender Project for high risk offenders;

b. Working proactively with the new provider of the Bail Accommodation and Support Service. 

4. Seek to develop a community integration and/or mentoring service as used creatively this role could assist in reducing attrition, improve access to community resources and integrate learning from more formal interventions.  Opportunities for co/joint commissioning exist for the development of this service.  

5. Develop alcohol services in conjunction with partners, including influencing the availability of Alcohol Treatment Requirements, alongside ensuring a consistent approach to the development of activity requirements.  Opportunities for co/joint commissioning exist for the development of Activity Requirements in this area.

6. Develop services for women in line with the Corston report to ensure equity of access and outcomes through a more detailed needs assessment and in further developing working relationships with local partners.

7. Ensure maximum access to education, training and employment (ETE) services through 

a. Implementing the ESF funded employment service in conjunction with other probation trusts/areas and local providers across the NW region and; 

b. The mapping of local ETE services.

8. Reviewing the provision of mental health services as part of the new health pathway led by the DOM.
Organisational Development in Commissioning

As part of our development as a Trust,  Section 5 identifies the organisational capabilities and focus required to respond to the current and future agenda in order that GMPT can drive forward the whole commissioning agenda.  

As a commissioner, GMPT recognise that we must seek to design services that meet local need alongside influencing the range and quality of services locally.  We must ensure that the services we commission have a good fit with externally available resources, that they provide value for money, are focussed on priority areas and opportunities for both joint commissioning and contracting are maximised.   

Equally, as a provider, GMPT will seek to lever its resources to both retain the services we see as a priority against competition, alongside seeking to successfully develop and bid for new services within the scope of its existing offering and the wider social exclusion agenda.  This is a transformational shift with GMPT proactively seeking to shape its future portfolio of services.

GMPT will therefore focus on the following key areas:

1. Develop our commissioning role proactively with the DOM, seeking to negotiate future targets as deemed appropriate and jointly working on future needs assessment;

2. Enhance our financial and costings information for our services including the establishment of a range of unit and activity costs alongside benchmarking;

3. Further develop our demand management strategy and targeting framework, which includes enhancing our knowledge of cost-effectiveness and further promoting sentencer engagement;

4. Enhance needs information, including the development of local district needs assessments and further incorporating analysis of sentencing and offender trends; 

5. Develop and stimulate the provider market and ensure our contracting strategy promotes effective partnership working including with smaller providers;

6. Develop local commissioning through the development of local delivery units, including ensuring appropriate delegation in order to promote synchronised targeted multi-agency local commissioning;

7. Through best value reviews seeking to build partnerships, collaborative and joint delivered services where evidence shows this is the best approach;
8. Seek to diversify into new markets, and especially where those markets meet the safer communities agenda;
9. Build commercial capability in our activities through the consideration of a social enterprise for relevant provider services.    

Through developing our commissioning approach, GMPT aim to deliver a spectrum of provision that is coordinated, targeted on local needs and outcomes, and operates to a shared purpose with our partners and managed within our budget.  

This strategy sets out our direction of travel and will be updated in 2010/11 to increasingly focus on the future shape and configuration of services. 

Section 1 - Introduction

1.1 Introduction
Greater Manchester Probation Trust (GMPT) is committed to driving down levels of offending through stopping, changing and controlling offenders’ behaviour so that our communities are better protected.  Whilst GMPT has a strong reputation for delivering excellent services, we recognise that if services are to continue to make a real difference to local communities and individuals, then it is vital that we review and enhance our service provision.  A commissioning environment presents GMPT with opportunities to examine how and to whom we deliver services, to reassess how we meet our priorities and how we contribute to the wider crime reduction agenda.  Good commissioning encourages innovation and continually seeks to:

· Understand the current and future need for and demand on services;

· Understand how the current supply of services meets those needs and the changes that are required to meet future priorities;

· Work in partnership with others to achieve greater alignment of services and better outcomes;

· Manage resources within budget and re-design activities to ensure we can achieve improvements in value for money (economy, efficiency and effectiveness).

Commissioning therefore provides GMPT with a strategic framework to continually improve the targeting, range, and cost effectiveness of services working within available resources to meet the needs of area.
Increasingly future decisions for determining what services should be delivered, and at what volume, should flow from the commissioning strategy.  The current financial climate also means that if GMPT is to limit the impact of future budget pressures on services, then we must determine which services are meeting needs most efficiently and effectively.  Disinvestments, and plans for reconfiguration will therefore be as important a task as commissioning new or different services to fill gaps.  
It is also important to highlight that GMPT has a dual role both as a local commissioner with local partners and also as a lead provider of offender services through contract with the Director of Offender Management (DOM).  We may also wish to become local providers in some cases.  At this current time, it is impossible to separate these two roles and therefore this commissioning strategy addresses the challenge for GMPT to appropriately align our role as a lead provider with the DOM alongside our role as a local commissioner.

Commissioning is still a relatively new way of working both in the National Offender Management Service (NOMS) and in probation, and the national, regional and local roles are still being developed.  We recognise this is a developing agenda and this strategy therefore sets out our direction of travel. Our aim is to deliver a spectrum of provision that is coordinated, targeted on local need and outcomes, and operates to a shared purpose with our partners and managed within our budget.

The strategy will be refreshed in 2010/11 with an increasing focus on service re-design and reconfiguration. 
Section 2 – GMPT’s Vision, Aims and Values

Vision

To be an excellent organisation, trusted by the public to reduce crime, protect communities from harm and uphold the rights of victims.

Purpose 

GMPT works with the courts and its partner organisations to reduce the number of victims by the robust and effective supervision of offenders.  It helps offenders lead law-abiding lives and to play a constructive part in their local community.  

Aims

1. To ensure offenders comply with their sentences, complete these successfully and avoid further offending.
2. To ensure that they can repay the community for the harm they have done, have opportunities to change and can direct their lives more purposefully.
3. To work with other organisations to meet the needs of victims as set out under the code of practice and to protect the most vulnerable members of our community. 
4. To work with others to promote safer communities, build people’s confidence in the criminal justice system and to see that it serves the public’s interests.
5. To provide excellent leadership for our staff, ensuring that they are motivated, developed and supported to do their jobs properly. 
6. To provide high quality and effective services which give the public good value for money.

Values

· Public Protection – we will give the highest priority to the assessment and management of risk so the public is protected from those who threaten it most.
· Change – we recognise that people have the capacity for change and we will provide challenge and encouragement to achieve this.
· Accountability – we accept collective responsibility for the actions we take and that we are answerable to the people of Greater Manchester.
· Respect – we commit ourselves to working with all people fairly and openly, ensuring that their differences are valued and that they are treated with respect.

· Organisational Excellence – we commit ourselves to achieving the highest standards of which we are capable, to equality of opportunity and to improving continuously the results we achieve.

· Valuing our Staff – we will work to ensure that all our staff play a full part in the life of the organisation, uphold its standards and represent it positively in our local communities.

Section 3 - Commissioning Information
3.1
Commissioning Information 
The planning and reshaping of the services required across GMPT, should increasingly be determined from the commissioning strategy.  Probation works in a complex and dynamic environment and commissioning decisions require a high level of confidence in needs analysis and market mapping.  This in turn requires drawing together intelligence about the external environment alongside internal information such as finance, activity, performance and quality across the organisation. 
While we will become increasingly sophisticated in our analysis, we have sought to capture the current policy context alongside using a wide range of data, both qualitative and quantitative, in order to highlight our initial commissioning priorities.  
This strategy is therefore based on the findings and conclusions of three commissioning reports, namely:

1.
Strategic Context

2.
Needs Assessment

3.
Service Provision

These reports have been written with the additional aim of aiding a wider understanding of commissioning and our work.  The summaries of these reports are provided in this section however the full reports are available on both the internet and intranet.

3.2
Strategic Context 
3.2.1 
The Emerging Competitive Market Place in Probation 

The establishment of the National Offender Management Service (NOMS) formally introduced commissioning into probation.  The Director of Offender Management (DOM) is the commissioner for custodial and community services for offenders in the region and as such has responsibility for the planning and purchasing of services to meet demand and monitoring the performance of providers in the region.

On initial assessment the structure of NOMS as the commissioner of services places Probation Boards as mainly a ‘service provider’ that will deliver services commissioned and purchased by the DOM.  NOMS, as a national and regional commissioner, requires Probation Boards to evidence the quality, cost effectiveness and value of its own service in order for them to continue to provide those services in the future.  
Increasingly the allocation of resources will be supported by a needs analysis across the region, which will include sentencer and public protection requirements.  As the deliverer of offender management and a lead provider of community services, it would be expected that GMPT would be instrumental in assisting with this agenda.
3.2.2 
GMPT as a Local Commissioner
In order to encourage innovation and strengthen local commissioning and delivery, the Offender Management Act created probation trusts not only as the main providers with the DOM but also as local commissioners.   The NOMS agency framework (MoJ 2008) emphasises that maximum authority should be delegated for commissioning and partnerships at a local level consistent with efficient and effective delivery.  
This is reinforced through GMPT’s statutory role in Local Area Agreements (LAA’s), the Crime and Disorder Reduction Partnerships (CDRP’s) and other commissioning bodies such as Supporting People and Drug and Alcohol commissioning teams.  GMPT must ensure that the benefits of developing local partnerships and contracted services are realised through local commissioning.  

It is in this local commissioning context that Offender Managers can be seen as micro-commissioners, in that they are responsible for arranging and monitoring services on an individual level for offenders as outlined in the table below.
Achieving strategic aims through commissioning

3.2.3 
Developing a mixed economy of delivery in GMPT
One of the aims of the Offender Management Act
 is to increasingly involve commercial and voluntary sectors in delivering services to offenders where effectiveness can be demonstrated.  It is likely that this aim of working with, and alongside, other providers will become increasingly more critical in future contracts between the DOM and Probation Boards.  
It is also important to emphasise that developing contracted partnerships has the potential to realise significant benefits for GMPT provided that this is driven by business imperatives.  The potential business benefits include, but are not limited to: 
· same or improved quality delivery at lower cost; 

· accessing ‘reach’ beyond GMPT’s capability; 

· Integrating offenders in wider services that have the potential to provide additional immediate benefits and to continue following the end of probation supervision;
· Accessing funds that as a public sector body GMPT is unable to access and thereby potentially extending the range of services available to offenders. 
3.2.4 
Value for Money and the Efficiency Agenda
Over the Comprehensive Spending Review period, April 2008-March 2011, the Ministry of Justice is implementing a major efficiency programmes to meet the constraints of a demanding public spending settlement.  This has led to a savings agenda for the current financial year with an estimate of approximately 20% of GMPT’s budget being reduced over the three year period.  
This anticipated financial climate reinforces the KPMG view that there must be a focus mostly on economy and efficiency and that organisational change must deliver major improvements in effectiveness and efficiency.  To assist with this, NOMS have established the Specification, Benchmarking and Costings (SBC) programme and it is the intention of the programme to specify all services delivered by probation, including partnership work.  These specifications will determine the long term future funding allocated to a Probation Board.
In conjunction with the SBC programme, NOMS also are implementing a national Best Value framework.  The Ministry of Justice has made a commitment that at least 25% of those services, subject to a national Best Value review, will be competed in the open market.  The recent advert for the establishment of a framework agreement in Community Payback, which will be followed by a tender for this work in London, shows the commitment to commence national and regional competitions of probation services in order that the value of public services is evident.
3.2.5 
Local Commissioning Partnerships 
With around half of all resources to support reducing reoffending coming from outside the Criminal Justice System
, the focus on cross government working recognises that success cannot be achieved by working in isolation
.   
A key priority for NOMS is to develop effective partnerships and using the new cross-government Public Service Agreement, the development of local re-offending metrics and the LAA negotiation process as opportunities to strengthen partnership arrangements and align the delivery of services to offenders.   This provides the opportunity for significant involvement in local joint commissioning. 

This policy context sets the expectation that probation trusts/boards will influence local strategic partnership, CDRP's, and LCJB's to tackle re-offending, including identifying and supporting other improvement targets and indicators to reduce re-offending such as those covering crime reduction, social exclusion and alcohol and drugs misuse
.   The degree to which probation resources could and should be levered in this way is less clear and will need to be worked through in conjunction with the DOM.  
The implications of wider involvement in working with the socially excluded also challenges the Probation Services’ focus on criminogenic need as if it is wholly distinct from wider social need.  It suggests a view of offender management as being part of a longer journey that extends either side of an individual’s involvement in the criminal justice system 
.  

Strategic partners see probation as a key player, particularly in relation to the offender rehabilitation agenda, although opinion was mixed in how well GMPT was performing in partnerships.  Views ranged from being very committed and fully engaged through to managers lacking in partnership skills with the inability to make key decisions.  In addition, partners were of the view that probation was too driven by the national agenda and processes at the expense of the local agenda and local outcomes.  There was also frustration with NOMS who it was felt hadn’t consulted sufficiently over national contracting developments that had a local impact (e.g. Bail Accommodation Support Scheme).  
3.2.6 
The Development of Local Delivery Units
GMPT has recognised the need to develop Local Delivery Units that are accountable and empowered with the freedoms and delegated authority to find the best local solutions to local problems
.  The first step has been the creation, from October 5th, of Assistant Chief Executives posts co-terminus with LA boundaries.  The next step will be to ensure appropriate delegation at this level in order that effective commissioning and planning decisions can be made with partners, as synchronised targeted multi-agency commissioning would help us improve effectiveness locally and potentially reduce overall costs.
3.2.7 
Priorities in Criminal Justice Policy 
Managing Risk
GMPT organises itself to achieve a differential approach to managing offenders with current policy emphasising an increased concentration on harm, dangerousness and most serious violence.   Volume crime committed by a minority of offenders is also a priority.  This is in accordance with the resources follows risk principle and reflected in NOMS priorities
.  While GMPT should commission a range of interventions to meet the needs of a variety of offenders as defined by the four Tiers, the policy context reinforces that priority should be given to those offenders who pose high risk of harm and to volume offenders.  This essentially means targeting our core provision towards those offenders at tier 3 & 4 (The tiers assigned to offenders are reflective of the risk posed following assessment with tier 1 being the lower risk to tier 4 being highest risk).  It is essential at a time of decreasing resources that the right level of intervention is planned for each offender which not only provides the most effective method of reducing the risk posed, but also does not commit unnecessary resources to each case. GMPT’s targeting matrix, used to guide sentencing proposals to court, in this context also assists in demand management. Report writers are in effect commissioning services for each offender as they make proposals to court, and use of a well-designed targeting tool is vital to ensure proposals target resources accurately. In this context, our concordance rates become a business tool measuring how effective we are in making best use of resources, as well as indicating our influence on sentencers.

In developing effective services, Probation must maintain an offender based focus and develop a service style that effectively challenges and crucially motivates and engages the individual to desist from future offending and subsequently provide benefits to the whole of society
:   
Equality and Diversity
Diversity must be embedded in all our work including ensuring interventions and services are accessible, relevant and appropriate to meet individual needs.   
The Corston report published in 2007 emphasised the need to respond to female offenders in different ways compared to male offenders and to establish radical new approaches to meet the specific needs of women offenders, including reducing the need for custody.  

The Bradley Report (2009) reviewed the extent to which offenders with mental health problems or learning difficulties could be diverted from prison with recommendations for liaison and diversion arrangements and required services.  The actions cover all agencies including police, courts, prison and probation.
End to End Offender Management
The DOM is responsible for end to end offender management across both prisons and probation.  This will increasingly involve looking to achieve a more integrated and efficient service model across both services
.  In conjunction with this there is a need to ensure people are integrated in local community and partner services.   

Public Confidence Initiatives
There is an increased importance of public confidence initiatives
 and informing and consulting the public on crime
 and engaging local communities in the management and resettlement of offenders
. To achieve this will require greater visibility and information of the services that tackle crime effectively
 which has important implications for the way in which services are commissioned.  
Judicial Independence
Judicial independence means that there is not a direct relationship between what NOMS commissions and what the courts require the probation service to deliver.  The responsibility for managing differences between what is commissioned and what is required falls to the probation service.  GMPT has developed a range of communication forums and methods with sentencers which are welcomed and assist us in influencing demand and in managing our workload.  Given the financial climate, this is a vital part of a continuing commissioning agenda.  Alongside influencing the demand from sentencers, GMPT must increasingly seek to influence the DOM as part of its contract management negotiations and work to reconfigure services based on a robust needs assessment that includes full consideration of sentencer requirements.
Alternatives to Custody
There have been major increases in the prison population over the last few years and alternative remedies to custody must be sought.  GMPT has the Intensive Alternative to Custody pilot funded by NOMS which will be evaluated.  As part of this agenda, there is also an ongoing requirement to convince sentencers through an effective dialogue that there are real alternatives to prison and that offenders can be effectively punished, make reparation, be contained and rehabilitated through robustly managed community sentences.  

A Focus on Victims
Probation has a statutory duty to provide an information service to the victims of specific crime.   It is an essential part of our probation work that there is a victim focus and awareness throughout all our activities and we must ensure victims and their representative organisations are seen as key stakeholders.  There will be a national requirement to conduct a best value review on the victims’ service this year and this will give us the opportunity to consider how we take forward this essential service.
3.3
Needs Assessment 
 3.3.1 
Demographics & Crime 
Greater Manchester is made up of the 10 local authorities of Bolton, Bury, Manchester City, Oldham, Rochdale, Salford, Stockport, Tameside, Trafford and Wigan, which together cover an area of 495 square miles.  It has a population of 2.55 million living in diverse communities which range from some of the most affluent to some of the most deprived in the country.  
84.9% of the Greater Manchester population is white British.  The population of each local authority area varies considerably with ethnic minority communities making up 30% of the population of the City of Manchester but only 4.1% in Wigan.

The index of multiple deprivations which includes such factors as income, employment, health, housing and crime indicates that 47 Greater Manchester wards are among the 5% most deprived in England and a total of 19 wards in Greater Manchester are in the top 100 most deprived.  All of these are in Manchester City, Salford, Rochdale and Oldham.  The most severely deprived areas are within Manchester and Salford.  In comparison, Bury, Stockport and Trafford were characterised by a lack of deprivation (2007 data).
The Greater Manchester total recorded offence rate of 117 per thousand population is the third worst in England and Wales with only Nottinghamshire and Cleveland exceeding this.  However, Greater Manchester experienced a 10% decline in recorded crime in 2007/08 when compared to a year earlier.  This was above the national average of 9%.  In 2007/08, the majority of local authorities within Greater Manchester recorded a fall in overall crime. Wigan was the exception with an increase of 414 recorded crimes.
In 2008, 297,966 separate crimes were recorded across Greater Manchester, with the most common categories of crimes being burglary, wounding, theft and arson/damage.  This was a fall from 332,555 the previous year.  When compared against the national picture, Greater Manchester has a higher proportion of higher risk offenders than most other areas, reflecting its predominantly urban nature.  The region has particular issues with gun and gang crime in its inner city areas.

3.3.2 
Sentencing

The number of reports written within GMPT has steadily decreased between 2006/07 and 2007/08 at a rate of 10.3%. This decline has continued with a fall of 1.5% for the first three quarters in 2008/09 when compared to the first three in 2007/08. This has been evenly represented for each district and appears not to be indicative of different practice between each one. 

During the year April 2007 to March 2008, over 16,000 offenders began periods of supervision by the probation service under community sentences and prison licences. The number of community sentence commencements has steadily decreased both as an actual number (13,333 in 2006/07 to 12,349 in 2007/08) and as a proportion of total commencements (71.5% to 67%). However, this has been offset in part by an increase in offenders released on licence from 2,119 (11.4% of total commencements) to 2,890 (15.7%).
In recent years, the offender profile of Greater Manchester Probation Trust has been as follows:

	Year
	2006/07
	2007/08
	2008/09

	Tier 1
	2,077
	2,756
	2,559

	Tier 2
	3,958
	4,391
	3,731

	Tier 3
	7,061
	6,198
	6,447

	Tier 4
	4,155
	3,990
	3,726

	Missing
	67
	33
	37

	Total
	17,318
	17,368
	16,500


The number of requirements for Community Orders and Suspended Sentence Orders was 18,713, an increase from 2007/08, and the number of requirements for Licences increased significantly to 3,988.  However the number of sentences with an Accredited Programme requirement has decreased by 12.8% between January/March (n=752) and October/December 2008 (n=656).  In addition, the number of sentences with an Unpaid Work requirement has also decreased by a large margin of 13.4% between January/March (n=1749) and October/December 2008 (n=1513).

The figures show that despite a fall in overall caseloads, this has been offset by an increase in the number of requirements associated with those caseloads.  However within that accredited programmes and unpaid work decreased.  For the purpose of planning services, the pattern of work coming to probation needs to be further understood and brought together with other needs information.  This includes the change to the number of requirements made and the providers of those requirements, alongside understanding the offenders who use the services and also changes to that offender profile.  This will contribute to enhancing both the demand management strategy and in reconfiguring services for offenders.
3.3.3 

National Policy on Pathways Needs  

Core to the work of probation is the delivery of services that address attitudes, thinking and behaviour.  This is a pathway where NOMS and Probation clearly take the lead.  Policy indicates that, of the other pathways, the clear priorities are: 
· Accommodation and employment, given their established value as a ‘protective factor’ 
· Alcohol, given the growing concern in regard to increasing need associated with a lack or inconsistent pattern of provision to address alcohol needs across areas.
Drugs remain a priority area, however due to the progress that has been achieved in services and integrated working there does not appear to be a significant gap in provision, although it will continue to be important to ensure quality of provision.
The drug and alcohol pathway is part of the wider health inequalities agenda alongside mental health, other health and social care needs.  This has been incorporated into a new ‘health pathway’.  A significant development in this pathway is the    recommendations from the Bradley Review for mental health services.  A strategy with an accompanying set of metrics is currently being drawn up by the Department of Health in conjunction with the Ministry of Justice and the offender health team in the North West.  GMPT has a NW demonstrator project for peer health trainers based in Rochdale.
3.3.4 
Offender Need in GMPT
The priorities of strategic partners who were consulted concerned offender accommodation on account of its value as a protective factor, followed by ETE and Alcohol Treatment.
It is recognised that the recording of need can potentially be influenced by service availability, and this in itself requires further understanding.  However this does not discount the data that is available and the identification of offender need is instrumental for planning purposes.  The most commonly identified need amongst offenders in Greater Manchester, and the most common needs identified in all districts were:
· Thinking & Behaviour with 59.5%
· Education, training and employment with 54.7%

· Alcohol misuse with 46.3% 

Cluster analysis shows that accommodation is a prevalent need.  In addition, lifestyle and associates, alcohol, thinking and behaviour appeared high.  In the weighted clusters, ETE appeared high in all of the top 5 clusters, with drugs, and thinking and behaviour appearing high in the majority of clusters.  

Thinking and behaviour was the most common and most severe form of need across all tiers.  In tier 4, a substantive number of offenders present with attitudes at the severe end of the scale.  Lifestyle and associates is the second most common need with a marked acceleration for tier 4 offenders.  
Accommodation was a fairly consistent need across all districts.  However the need appears to be particularly severe for some offenders, especially those in tier 3 and 4.   It is important therefore to consider what provision is currently available and in place to target the most severe needs in high risk offenders.

There was a high level of need in ETE across all tiers.
Alcohol misuse is a key issue across all districts and as the risk of harm increases there is an increased severity of need.   Alcohol is more of an omnipresent need for tier 3 and 4 offenders, with a greater proportion of offenders towards the most severe end of the scale. GMPT’s commissioning plans should represent this increased need. 
3.3.5 
Diversity 

Greater proportions of women were assessed as having emotional needs (62%) and relationship needs (60%) compared to men at 37% and 30% respectively.  Further analysis would be required to ensure this is a trend.  In addition and in conjunction with aims of the single equality scheme, it would be beneficial to explore the wider needs of women offenders in order to inform future service design.  
The majority of needs decreased with age-group.  The exception to this was emotional needs which increased with the age-group.

The ethnicity group of white British had a marginally higher incidence of needs than the non white British group.  The exception to this was in alcohol mis-use where the higher incidence among white British was significant. 
3.3.6 
Sentence Plan Outcomes

Again while further work would be required to understand the pattern of recording by offender managers, it is noted that there is considerably greater need identified by practitioners than subsequently appears in supervision plans, indicating that there are significant gaps between need and supply.  This reinforces the importance of commissioning plans in order to determine service priorities and focus.  

Those OASys needs that did not then translate into a planned intervention in the sentence plan were relationships (-30%), ETE (-28%), thinking skills (-30%), lifestyle (-20%) and emotional needs (-23%).  In addition, there is a disparity between planning an intervention and achieving an intervention, in that a number of interventions are not achieved or not started.  The areas that performed least well in relation to achievements (i.e. the need is fully achieved or on-going) are finance, emotional and relationship needs with ETE recorded achievement also well below the national average.  It may be important to note that relationships and emotional needs are identified as being more prevalent in women and it may be important to consider these needs not translating into the sentence plan specifically for women.
On average, need levels reduced overall by 40% from the intervention of services.  ETE had the most limited impact with only 26% of OASys scores reducing.  It is however recognised that there may be a variety of factors contributing to this data and further analysis is required to better understand the link, for instance a lack of change may be to do with the length of time it takes to improve skills etc.   

In addition, the extent of need at this stage is unclear and failure to match a need with an intervention may be due to lack of knowledge about available services or poor performance by the practitioner rather than an actual lack of provision.  The figures also do not tell you what type of intervention was required and then subsequently provided and whether the intervention provided was ‘best fit’ due to other services not being available.  This is an important area to explore further and would require further investigation that would need to include more qualitative feedback from offender managers.
3.3.7 
Geographical Need

Need is clearly concentrated in north east Manchester, encapsulating the wards of Harpurhey, Miles Platting, Newton Health, and Bradford.  Although less severe, pockets of high need are also visible in East Bolton (Halliwell, Tonge & Haulgh and Farnworth) and South Manchester (Woodhouse Park and Baguley).  This local geographical mapping is likely to become increasingly important for local commissioning and in meeting a neighbourhood management agenda.

Future Needs Assessment

While we have identified a range of priorities from the needs data, the production of this strategy has naturally highlighted areas where our information can be further enhanced especially given the growing importance of local commissioning and sharing data with partners.  In addition, it is anticipated this will increasingly be undertaken jointly with the DOM to reflect both our regional and local commissioning roles.  

As part of developing our needs assessment, we need to utilise working with GMAC in order to develop local needs assessment for individual districts alongside ensuring that a full range of data is developed in order to produce a fuller and richer picture.
3.4
Service Provision - Summary of Mapping
3.4.1 
Overview of Interventions

Offender Management for the purposes of this commissioning strategy is defined as undertaking Assessment, Sentence planning, arranging Interventions, Reviewing to ensure progress, and evaluating the order in relation to success (ASPIRE).  
It is the remit of a commissioning agenda to identify the interventions and services that offender managers need in order to meet the requirements of the order and manage the sentence plan.   Interventions are generally viewed as structured and planned pieces of work, however the scope of effective interventions should not be prescriptive especially with the developing local commissioning agenda.

Interventions have been designed to meet the needs of the court for punishment and in response to a range of needs displayed by offenders which evidence suggests are linked to offending.  These generally fall into 2 broad groups: 
· needs associated with the wider environment such as housing and employability
· needs dealing with aspects of the offenders’ personality, attitudes and behaviours
GMPT’s interventions have traditionally been viewed as being delivered in three main service areas, namely Community Payback, Accredited Programmes and Approved Premises.  GMPT’s budget for its main intervention services in 2008/09 was £10,930,247 (approximately 21%).  It is however recognised that the boundary between offender management and interventions is not clear cut.  Supervision, although an integral part of offender management, is a discrete requirement in the 2003 Act and can be classed as an intervention for the purposes of commissioning and distinct from managing the order.  In addition, activity requirements are being developed and delivered by offender managers. A number of court requirements are also delivered by other providers.
Contracted services equate to 2.2% of GMPT total budget (with approximately 50% of these contracts being fixed term as part of IAC pilot.   

There are a range of interventions that lie outside of court requirements that are designed to address offender needs and fit with the wider social inclusion, recognising that many offenders are socially excluded and need differing levels of support to reconnect them into mainstream services and community resources.  While not a requirement of the court, these services play an instrumental and critical part in both public protection and reducing re-offending.   The majority of these services are commissioned by partners although some are the responsibility of probation.

3.4.2 
Community Payback

Community payback, where offenders work in the local community, is a critical service area for delivering the safer communities’ agenda and promoting public confidence.  GMPT are therefore currently considering how local delivery structures can be enhanced.  

Area strategies on visibility and community engagement for community payback ensures that local communities are engaged in the selection of projects and informed of the work being done by offenders in their area to pay back to their local community.  In doing this, GMPT work with a wide range of local agencies and organisations.

3.4.3 
Accredited Programmes

The programmes division deliver a specialised portfolio of programmes to a range of offenders to address attitudes, thinking and behaviour.  The majority of offenders are also medium and high risk and the delivery of programmes to this group of offenders is one of the core elements of the probation service.  

In developing end to end offender management, there is a commitment from NOMS to ensure that any new programmes are jointly developed and designed across both probation and prison.  GMPT also deliver a programme into a local private prison.  

GMPT currently operate 10 different programmes (2 additional programmes have been introduced from September).  The core programme has always been the generic cognitive and motivational programmes to address thinking and behaviour.  Other programmes have been developed over time to meet more specialist specific areas of need e.g. substance mis-use.  

3.4.4 
Approved Premises

Approved Premises are part of a national estate and as such GMPT receives a specific grant for their operation.  There are a total of 7 services - 6 for men and 1 for women – including one specialist provision for male offenders diagnosed with a mental illness.  There is overall a good occupancy rate (92% in 2008/09) across the division.

A national review was conducted in 2008 to determine the future commissioning arrangements for Approved Premises.  As the outcome of this review is still awaited, then any commissioning decisions continue to be the remit of NOMS.  GMPT is in discussion with NOMS to look at the regional configuration of Approved Premises for women in the region with the potential to relocate the women’s service from Greater Manchester to Preston.  

3.4.5 
Activity requirements

The Activity requirement can be used to deliver a broad range of interventions such as activities focussing on education, learning, skills development, alcohol programmes.  The design of activity requirements is the responsibility of probation areas and as such they currently vary from area to area both in relation to their focus and application.  


GMPT has recently introduced two Activity requirements, namely: 
· Breach Activity Requirement for offenders who are in breach of their existing order
· New Directions Activity Requirement aimed at offenders who are relatively new in the criminal justice system and benefit from a shorter package of intervention.

Where activity requirements meet joint probation and partnership targets there are opportunities for co-commissioning of services with local authorities or partner agencies.  An example is the alcohol pathway design in Bolton, with brief alcohol interventions commissioned from a local provider, and packaged as a specified activity requirement.  

The IAC pilot has developed Activity requirements in ETE and a victim awareness requirement with partners.  It will be vital to review their implementation with the aim of potentially embedding these into core provision where deemed suitable and relevant.  
3.4.6 
Supervision
Supervision, although an integral part of offender management, is a discrete requirement in the 2003 Act and can be classed as an intervention for the purposes of commissioning and is distinct from managing the order.  Supervision is the most popular requirement issued by the Court and as such it is vital we have the most efficient and effective model of delivery alongside knowing its impact on changing behaviour.
3.4.7 
Intensive Alternative to Custody (IAC)
GMPT made a successful bid to NOMS, in conjunction with key partners, to deliver the Intensive Alternatives to Custody pilot for 2 years.  GMPT work in partnership with Work Solutions, G4S and POPS.  The IAC pilot targets 18-25 year old males living in Manchester and Salford who have crossed the custody threshold and, without an IAC order would receive a prison sentence of less than 12 months.  
As a pilot, GMPT will be working closely with the DOM to evaluate the success of the whole service as future provision of this kind is dependent on the funding being available. However the development of elements of the service should also be considered by GMPT for wider application e.g. development of activity requirements.
3.4.8 
External Provision - Requirements

A number of court requirements are commissioned and delivered by others.  These are: 
· Health requirements - Mental Health Requirement, Drug Rehabilitation Requirement, and Alcohol Treatment Requirement;
· Other Requirements - Curfew (supported by electronic monitoring) and Attendance Centres.
Given the focus of drug services over the last few years, it is deemed that there are generally sufficient services available to meet the priorities set.  However at this current time, Alcohol Treatment Requirements are not consistently delivered across Greater Manchester as demand outstrips resource.  Currently provision is in Bolton, Manchester, Salford, Wigan and Stockport (for under 25’s).  Negotiations are taking place in other LA areas in order to achieve an accessible service across the area.  

The Bradley report highlights the need to improve access to diversion services as well as improved use of mental health treatment requirements.
GMPT seeks to work closely with the providers of curfew and attendance centres.   As part of this, there is a need to explore how these requirements best fit with other proposals in order that effectiveness can best be improved e.g. curfew with community payback at a weekend.
3.4.9 
Interventions to meet sentence plan needs  

Many strategic partners were of the view that there was scope for probation to lever its resources to fit better with what other organisations are doing on both the offender (seven pathways) and the wider social exclusion agenda, including setting joint outcomes and targets.  There is real potential for collaboration, co- commissioning and joint commissioning with partners in these areas.  A key issue will be the extent to which our commissioning agenda is integrated with other offender services and indeed the wider social exclusion agenda.  
Housing

GMPT has a budget for the provision of a housing interventions service.  GMPT is currently redesigning this service.  It has the potential to be locally delivered through joint commissioning opportunities with Supporting People and/or Housing option services or other commissioning partners such as DAT.  

The Greater Manchester Offender Project is due to commence in the next month and is the result of all 10 SP programmes (with Rochdale as the lead commissioner) and GMPT jointly commissioning this Greater Manchester wide service with a focus on those leaving prison and those offenders who are high risk.  

The BASS service is a national NOMS contract to provide housing and support to those on bail.  The service is currently out to tender and it is envisaged that the contract may be allocated by region.  
Education, Training and Employment
Offender manager feedback indicates that there are local services available in ETE.  OLASS (Offender Learning and Skills Service) continues to be the main contract for basic skills and is available in probation offices.  This contract is in place until July 2010 however it is unlikely to continue beyond that point as there is an increasing focus towards employability and access to mainstream services.  

Other provision include Progress to Work, Skills for Jobs, Information, Advice and Guidance (IAG), Specialist employment schemes for Prolific and Priority Offenders (PPO) developed in conjunction with a job developer, and specific local provision.  In addition, the successful NOMS European Social Fund (ESF) bid for the provision of services to enhance the employability of offenders provides an additional resource for GMPT in the coming months.
The move towards mainstream provision brings future risks in relation to offenders gaining accessing to these services.  Some of the targets may also focus providers on those who can gain qualifications and/or are more employable rather than those who need the most help and support and may take longer to reach employment.  
Attitudes, Thinking, Behaviour and Lifestyle

In addition to its core programme of work, GMPT also have Circles of Support and Accountability, a service which complements existing treatment and public protection work in GMPT for sex offenders.  
There is a very small Adult Arsonist Counselling Project run by the Fire Service
There is also a Choose Change project, which is a jointly funded project focussed on working with those offenders in prison under 12 months, preparing them for release. 
Diversity

GMPT delivers a number of women specific services such as an accredited programme and women’s safety service.  In addition, there is the Together Women project in Salford funded by NOMS and a range of mainstream services.  NOMS have recently requested bids from third sector organisations interested in developing local holistic services for women, the outcome of which is awaited.
Services for translation and interpreation are also in place.  In addition, GMPT have a contracted service to deliver cultural and faith support to offenders and staff.  The service has however suffered continually from a lack of referrals.  A review was conducted and found that there needs to be a balance between ensuring that the necessary skills, competencies and understanding to work across all diversity groups is embedded throughout the organisation with the need to create and set up specialist services.  
GMPT also has a very small contract in place with a third sector organisation to deliver a support service for offenders who are transgender and to work with staff in building their understanding and knowledge.

Health

The NW regional offender health strategy will deliver a regional strategy including addressing mental health needs.  In Greater Manchester, the mental health network which includes learning disability promotes access to appropriate services, provides information for the development of services and partnership working.   The network will look to ensure a spectrum of provision exists, including exploring the use of the mental health treatment requirements alongside other services.
Holistic Provision 
GMPT is currently running a community integration project as a pilot in Manchester and is focussing on the delivery of support to enable offenders to access mainstream resources.  It is cross cutting in meeting offender need and this is proving beneficial both to offender managers and offenders.  
Other services are available in mainstream provision across other pathways such as finance, health, children and families.  In addition the ‘Think Family’ approach is one that is adopted by offender managers in working with offenders.
3.4.10 Market & Service Development 
Current providers generally felt that working relationships with GMPT were positive however they felt probation needed to understand the sector more and develop its communication and consultation with the sector (a provider commented they weren’t consulted even when they were mentioned in the strategy).   
In relation to contracting, particular problems and concerns included:
· probation working too much to short time horizons resulting in short contracts;
· late decisions to re-contract services results in enormous problems for the provider (losing staff etc);
· Onerous tendering requirements and a fear that small local providers might be squeezed out through contracts being awarded to big players. 

Offender managers felt that the availability of resources was a detriment to sentence planning.  It was felt that the availability of resources was patchy across districts and this was exacerbated by a lack of knowledge in terms of what was available where and how you can access it.  While many districts have attempted to put a system in place this was ad hoc and often dependent on a few knowledgeable colleagues.
Government policy stresses the potential to tap into the social capital and capability of community organisations to provide volunteering and mentoring with benefits across the seven pathways, from helping offenders to put into practice the learning from cognitive behavioural programmes, providing tenancy and finance advice, skills development and coaching and working with children and families.

Section 4 - Commissioning Objectives and Priorities

4.1 Commissioning Objectives & Priorities

In seeking to control, manage and change the behaviour of offenders, GMPT recognise that meeting individual needs can be complex and require a range of interventions and services delivered in different ways and by different organisations.  The commissioning strategy is designed to assist this process by focussing on specific areas for service reconfiguration and change taking into account the interplay between the external drivers and policy context, the current needs assessment and available services.    
4.1.1
Commissioning Objectives 
The prime commissioning objectives for GMPT are:

a) Prioritising the management of high risk of harm offenders and prolific offenders;
b) Addressing Thinking and Behaviour needs in these and other groups as part of our core provision;
c) Providing locally delivered services to meet the unpaid work requirement and actively contributing to the visibility and public confidence agenda; 

d) Commissioning locally delivered services across the pathways and across tiers in conjunction with partners to meet the local priorities of the safer communities’ agenda. 

4.1.2 
Service Development Priorities
In seeking to continually improve the effectiveness and efficiency of services and taking into account the range and quality of services required to meet need and achieve successful outcomes for individuals and communities, then the following areas are identified as priority areas of work: 
a) Evidencing value for money and efficiency for GMPT’s internal provision;
b) Establishing the future configuration of services and requirements for Thinking and Behaviour pathway including activity requirements and other services such as peer mentors, alongside accredited programmes;
c) Developing a mentoring/community integration service;
d) Developing alcohol services in conjunction with partners;
e) Joint commissioning with partners in the delivery of housing intervention services  

f) Developing services for women in line with the Corston report;
g) Implementing the ESF funded employment service in conjunction with local providers, alongside mapping ETE services to ensure maximum access to services.

4.2 Continually Improving Current Services
GMPT must ensure it can evidence the VFM of its internal resources and base future decisions on service design based on this evidence.
4.2.1 
Community Payback
Community payback is a highly visible service which can significantly contribute to the public confidence and safer communities’ agenda and it is the intention of GMPT to remain the lead provider of Community Payback in the future.  GMPT are currently considering the future design of community payback and must balance local engagement and partnerships with maximising use of cross district working and central coordination, where this will produce a more efficient, leaner and consistent model of delivery.  

There are good opportunities to maximise the use of ‘agency placements’, where local agencies agree to supervise lower risk offenders on community payback, alongside developing other partnerships and thereby bringing another example of probation and local agencies working together to mutual benefit and making efficient use of resources.  Community payback also provides opportunities for co-commissioning areas such as guided skills packages delivered by franchises through local colleges, and commissioning from LAA funds where community payback is seen to complement the ‘cleaner, greener’ strand.  

The national SBC programme has recently issued the new specification for community payback.  In association with this, the introduction of best value will require that community payback is the first service area to be assessed.  GMPT therefore need to ensure it can evidence value for money in order to minimise any potential competition in the near future.
  
Recommendation
a) Any new service model of delivery must balance the need to enhance local delivery with maximising efficiency, improving value and consistency of performance across Greater Manchester.

b) As a matter of priority, GMPT must prepare for best value through a comprehensive service review that also aims to deliver efficiencies and increases productivity, while maximising local partnerships and income.  As part of this, consideration should be given to:
i. stand-alone community payback being offender managed jointly as one team/service.  This also fits with the recommendations of SBC and should be considered given the efficiencies this would bring;
ii. maximising partnerships with other agencies and providers, potentially through developing a framework agreement across GMPT.
4.2.2
Accredited Programmes

The programmes division deliver a specialised portfolio of 10 different programmes and is one of the core elements of the probation service.  While there are more offenders that meet the criteria than the volumes currently being achieved in programmes, a current concern is the drop in requirements being made by the courts alongside a change in eligibility by NOMS which means that targets may be difficult to achieve.  The national targets limit any fundamental shift in service configuration.  The current disparity between apparent need and demand is subject to current investigation and action, but one that will require continued scrutiny.    

Recommendation
a) Determine the future range, type and volume of programmes to be delivered through a more detailed focus on needs and service provision to address the thinking, behaviour and attitudes pathway.  This should include: 
· Greater understanding of the offender profile;
· Consideration of the correct balance between the generic cognitive behavioural programmes and other programmes designed to address behavioural needs linked to more specialist needs,
· Assessing alternative programmes available with associated cost and effectiveness comparisons,

· Assessing other services outside of accredited programmes that could be developed; 
· Negotiating future targets with the DOM at an early stage and based on the proposed assessment for future service provision. 
b) There is a continued focus on productivity and efficiency with tutor sessions aimed at a standard of 5 per week.
c) A priority is given to collaborating and maximising partnerships with prisons through seeking to deliver programmes on behalf of prisons where this is cost effective for both parties.  This may have an indirect consequence of minimising the potential of competition in the future, or, if not, having the competitive edge as a result of having established collaborative arrangements in place.  

d) There are potentially marketing and income generation opportunities for programmes in other areas and the following should be considered:
· Expanding the portfolio of services to deliver similar services for local communities and with partners e.g. domestic violence agenda; 

· The conducting of workshops/forums to a range of audiences in cognitive and motivational techniques and/or awareness sessions (e.g. colleges and schools).
4.2.3
Approved Premises
Approved Premises are part of a national estate, and GMPT is therefore in discussion with NOMS to look at the regional configuration of Approved Premises for women with the potential to relocate the women’s service from Greater Manchester to Preston due to the premises not being fit for purpose.  In addition, GMPT is seeking to introduce revised staffing patterns in order to bring about an enhanced rota that will better meet the operational requirements of the hostels alongside achieving efficiencies. 

This restructure is critical in order that GMPT does not bear additional costs in the running of Approved Premises over and above the national grant as this in turn may have negative results for any national benchmarking exercise.  

It is anticipated that the development of standard specifications for approved premises with a national best value review will take place in the new financial year.  

Recommendation
a) Continued negotiations with NOMS to reach a solution to the future location of Approved Premises for women in the region.  

b) GMPT prepares for national best value reviews and benchmarking by implementing the new staffing rota as soon as possible alongside identifying other service improvements including assessing and maximising partnerships.
4.2.4
Activity Requirements
There have been some implementation issues in relation to both the Breach Activity and New Directions Activity.  In particular, early suggestions are indicating that demand is not as initially predicted.  Furthermore staff from across offender management and programmes deliver these requirements jointly which may not be the most efficient delivery model.  An Alcohol Activity has also been developed.  In some districts, this is being funded by partner agencies, and in others it is being delivered internally.  A consistent approach needs to be achieved.
Recommendation

a) Both GMPT activities (NDAR and Breach) are reviewed to assess impact, future demand and costs as well as assessing the most efficient model for future delivery.
b) A consistent approach is developed in relation to the development of the alcohol activity requirement and in conjunction with the development of wider alcohol services.

4.2.5  
Supervision Requirement

Supervision is the most popular requirement issued by the court and is a major area of work for offender managers and therefore a major resource allocation.  

Supervision, can be classed as an intervention for the purposes of commissioning and distinct from managing the order.  There is some evidence that this distinction is not clearly understood by all report writers and offender managers, and in too many cases supervision is being used as the vehicle for managing the order, rather than being seen as a planned and structured 1:1 intervention to address risk behaviour and need.  There is scope therefore to reduce the number and length of supervision requirements made, and reserve those for offenders who pose most risk.  We need to ensure that offender manager contacts, defined by their own set of national standards, are used to manage the order, and position more supervision requirements as a means to deliver planned 1:1 interventions or continued monitoring and oversight.

Recommendation
a) In conjunction with the SBC specification, there is a need to position supervision as a planned and structured 1:1 intervention and distinct from managing the order.  This should include consideration of targeting of offenders, supervision length and a more consistent use of partnership agencies as integral to supervision (i.e. using national standards).
4.2.6 
Victims Service

GMPT provide a service to victims of specific crimes.  This is a relatively small discrete service and is part of the offender management structure.  The service is vitally important in our work with victims.  It is a national requirement that the victims service will be subject to a best value review this financial year.  

Recommendation

a) 
To prepare for and conduct a best value review in victim services ensuring we evidence value and continuous improvement in our activities.
4.2.7 
Future Service Assessments
As part of developing the commissioning agenda, internal intervention services should conduct an annual review incorporating agreed key performance, activity, budget and unit cost information alongside plans for the future.  Service reviews as part of the national best value framework will also assist with this development.

4.3 Reshaping Services
It should be recognised that any new development areas can only come through a reallocation of resources due to the current financial climate.  In addition and given that the commissioning roles are still being developed, then any fundamental changes proposed would require negotiation with the DOM.    

4.3.1 
Thinking and Behaviour Services
The importance of addressing thinking and behaviour is recognised as core to probation work.  It is the pathway that NOMS (with prison and probation) are clearly responsible for commissioning.  This focus has been primarily through the development of accredited programmes.  However, given the level of identified need, the financial position and the competitive advantage this brings, GMPT should seek to extend the reach of addressing this pathway by considering the development of a wider range of services such as offence specific activity requirements and/or peer mentors.  The New Directions Activity requirement covers thinking skills and it may be worth considering reconfiguring and expanding it into Tier 3.  However, given the drop in referrals to accredited programmes, then this could only be done through consideration of the ’whole pathway’ in order that services do not compete with each other and in negotiation with the DOM.

Recommendation 

a) To consider the development of other services linked to addressing thinking and behaviour, especially activities and peer mentors.  This should be done in conjunction with determining the future range and shape of Accredited Programmes.

4.3.2 
The Development of Mentoring Services
There is a case for developing a mentoring and/or support worker role.  Used creatively, the role could assist in reducing attrition, improving access to community resources and integrating learning from more formal interventions.  In addition, there is potentially a range of mentoring and support roles that could be developed linked to the safer communities’ agenda, which could meet either a generic or more focused agenda depending on the needs of the district.   It brings an opportunity to jointly commission with other partners thereby maximising local service provision and aligning outcomes.  

This development, however, could only be feasibly taken forward in conjunction with a review of current internal roles, as any development in this area would need to come from a reconfiguration of services and a reallocation of resources.  The benefits, however, may be multi-faceted, including the production of efficiencies. 

Recommendation

a) Consideration is given to developing mentoring and/or support services in Districts through delegated budgets/freedoms.  However this would need to be done in conjunction with a review of the current pilot in Manchester, current internal roles and a reallocation of resources within a comprehensive cost-benefit analysis.  
4.3.3. 
Development of Alcohol Services 
Alcohol is an area of increasing concern and increasing need and for which the pattern of service provision is mixed.  Alcohol Treatment Requirements are not consistently delivered across Greater Manchester.  In the majority of Districts, there are Alcohol Workers, who work closely with offender managers.  However, in some districts, Activity requirements are being introduced through external funding with some being delivered internally through reconfiguration of resources.  While this is a priority area for development, there needs to be some careful consideration about how services are developed across districts and the potential for co and/or joint commissioning with partners.  
Recommendation

a) Negotiations with health continue to be prioritised across Districts in order that there is equitable access across Greater Manchester. 

b) A consistent approach is adopted to the development of alcohol provision with partners across districts.  This will require evidence of need and service design/proposals to be shared with partners to assist in negotiations. 

4.3.4 
Housing and Support Services 

Accommodation remains a priority pathway with national policy and local needs information identifying the difficulty in general access to housing and recognising how much a protective factor accommodation is to reducing reoffending.  Recent development has seen the Greater Manchester Offender Project jointly commissioned to meet the needs of high risk offenders who have a particular difficulty in accessing housing.  Transition arrangements are in place for the local delivery of housing interventions and this must move to a long term design as soon as possible.   The bail accommodation scheme, funded by NOMS should as far as possible also be aligned to local provision. 

Recommendation

a) GMPT should continue to allocate resource to this area and seek to put in place arrangements to jointly commission local housing intervention and support services with partners so that greater alignment of service provision can be achieved.   
b) GMPT should seek to be a key stakeholder for the future Bail Accommodation Support Service, with the aim of influencing design and being a key link with local stakeholders.

4.3.5 
Education, Training and Employment Services (ETE)

There does seem to be provision available across Districts.  In addition GMPT, along with other probation trusts and providers in the region, have been successful in gaining an ESF funded employment project.  However the commissioning arena for employment, training and skills is a complex one and there is a level of confusion as to who is and who should be providing services locally.  There are a number of different sources of funding for a range of provision and it is a changing picture.  In addition, the move towards mainstream provision brings risks with regard to accessing services for offenders.  ETE provision therefore, requires a specific focus and attention to ensure ongoing appropriate access across the area, due to its complexity and current changes.
Recommendation

a) The new ESF funded service is implemented across GMPT, in conjunction with other Probation Trusts and local providers across the region.
b) Further work is undertaken to better understand the commissioning picture of ETE services across Districts to ensure services are maximised and fully utilised locally.

4.3.6 
Developing Services for Women 
GMPT aims to ensure there is equity of access to services and that those services are appropriate and relevant to the individual.   The provision of services to women is a priority area nationally and locally.  Needs information identifies a different pattern of needs for women.   In addition, bids from third sector providers are currently being considered.  There is a need to look at this as a whole to ensure our future services designed for women are effective and achievable.  This must also look at how we can develop and provide women services in conjunction with partner agencies and third sector organisations.  

Recommendation

a) To focus on the future service design through a more detailed analysis of need and in conjunction with local partnership working.

4.3.7 
Developing Mental Health Services

A national programme board has been established to bring together relevant government departments, with the North West Regional Offender health strategy board being the vehicle for local delivery.  While both these boards will be setting out actions that directly affect GMPT, we recognise we must, alongside our partners, influence commissioning and improve both specialist and mainstream services for offenders.  

Recommendation

a) Explore the use of the mental health requirement alongside other services.  This includes maximising opportunities for partnership working such as within Integrated Offender Management (IOM). 
Section 5 - Improving our Commissioning and Provider Capabilities
5.1 Improving Commissioning Capability in GMPT
GMPT, as a commissioner, must seek to design services that meet need alongside influencing the range and quality of services locally.  GMPT needs to ensure that the services which it commissions have a good ‘fit’ with externally available resources, that they provide value for money, are focussed on priority areas, and opportunities for both jointly commissioning and contracting are maximised. As such GMPT needs to develop internal capabilities in the following areas: 
5.1.1 
Developing the commissioning role with the DOM
Market dialogue with the DOM will become increasingly important in shaping the market and ensuring future provision of the right kind is made available, whether commissioned locally or regionally.  This includes identifying new ways of delivering and aligning services, and helping the DOM to understand what can be delivered through local commissioning and evidencing how this can result in improved services which meet the need of communities and offenders.  In addition, the DOM has expressed a commitment to joint commissioning, although how budgets are allocated and/or configured to facilitate this still requires working through. 
5.1.2 
Innovation in service delivery to meet future budget
Budget reductions on the scale anticipated can only be met through a reduction in service levels or through increases in innovation and efficiency.  Scare resources make innovation vital.  Flexibility and innovation in improving services are at the heart of successful and intelligent commissioning. 

GMPT however has limited flexibility to redirect or reconfigure its resources allocated to a range of interventions given the national targets set by NOMS.  However as our commissioning information and proposals develop over time, then future targets must be negotiated with the DOM as part of our contract management arrangements. This should commence in 2010/11 with targets for accredited programmes.
5.1.3 
Allocating Resources & Understanding Costs
The allocation and redirection of resources across the organisation must become more sophisticated with enhanced business information.    In taking this forward, GMPT must link financial and operational activity to assess effectiveness, cost and alternatives forms of delivery.  Increasingly this must include:
· Developing a range of unit and activity costs for services including volumes (forecast & actual), the unit costs of those volumes, the maximum capacity and the cost of providing additional units;
· As a baseline this must include the number of sessions held, attendances, and completions;  

· Benchmarking activities across performance and costs; 
· Any new developments must be fully appraised and costed before implementation;
It should be stressed this is not a role purely for the finance department.  Service managers will increasingly need to scrutinise and realign their budgets and require increased understanding in financial management linked to service delivery. 

5.1.4 
Demand Management and Targeting
It is recognised that the assessed needs of offenders will almost always outstrip the interventions that are available.  Demand management and targeting is therefore critical in prioritising and identifying the right services for the right offenders at the right time AND at the right cost.  
It is essential at a time of decreasing resources that the right level of intervention is planned for each offender, which not only provides the most effective method of reducing the risk posed, but also does not commit unnecessary resources to each case. GMPT’s targeting matrix, used to guide sentencing proposals to court, in this context also assists in demand management and our concordance rates become a business tool to measure how effective we are in making best use of resources.
Alongside this, GMPT needs to know what we commission and provide across each tier in relation to cost and effectiveness as well as identifying other alternatives and options that may exist.  This approach must be a priority in order to demonstrate the right targeting of resources.  
In conjunction with the above, the decline in the number of reports produced, along with the decline in demand for Accredited Programmes and Unpaid Work, requires further in-depth consideration and analysis in order to understand the underlying causes and to identify whether any actions are required to rebalance demand or reconfigure services.  
This approach to targeting and demand management must also include those being released on licence.

5.1.5 
Enhancing Needs Information
In order to enable a richer picture on which to base future commissioning decisions, any future needs assessment can be enhanced by:  
· Developing district based assessments to enhance local decision making;
· Aligning with the information provided by partners such as GMAC to better understand crime and sentencing information and its potential impact on the services we deliver; 

· Incorporating information in reducing re-offending rates, LAA measures and our own internal measures/targets and a more detailed profile of offenders and further interrogation of OASys information (such as accommodation permanence, suitability and location); 
· Aligning data from partners including their own needs assessment.  In particular, this should include Supporting People Programme and DAT teams who undertake their own needs assessment;
· Using qualitative information including the views of offenders, offender managers and wider stakeholders.  
5.1.6 
Improving our understanding of stakeholder need

It is recommended that GMPT adopt a more business orientated approach to meeting stakeholder need and to further utilise qualitative methods as a complement to quantitative data for priority pieces of work and/or where further investigation is required.   
5.1.7 
Market Development 
GMPT must also be mindful of stimulating the market place and developing local contracting activity where this is the most appropriate course of action.  In doing so, GMPT will seek to be transparent with local providers, identifying those instances where we may wish to commission services locally, where we may wish to be a partner and/or where we may be potentially in competition through market testing.  
It is essential that probation as a commissioner gain a more sophisticated understanding of the provider market, especially in relation to local and third sector providers.  Efforts must be made to ensure proper communication, consultation and development activities.  
In conjunction with this, GMPT must develop its contracting processes ensuring:
· Longer term contracting to enable provider viability & sustainability;
· Early decisions and plans are shared to enable the provider to respond and make decisions in a timely manner;
· The contracting and monitoring process is commensurate with the complexity and size of the contract (i.e. smaller contracts have a simpler process).
5.1.8 
Developing Local Commissioning through empowered local units
GMPT needs to ensure that it commissions, jointly commissions or develops services with other partners to meet the spectrum of needs of offenders across the seven pathways.  This should be done in a manner that recognises that offenders needs are often complex and that usually they require provision across several pathways.

The responsibility for delivering many offender services lies with other agencies and it is vital that provision is aligned with other services through partnerships and co-commissioning.  There is recognition within GMPT that this is a priority area of work and this is acknowledged in the development of local delivery units (GMPT name for districts) with Assistant Chief Executives managing each unit.  

The LAA agenda encourages patterns of provision to be delivered in a co-ordinated way, rather than as separate interventions, through building relationships at a local level to deliver outcomes.  The journey must be one of moving from co-operation to collaboration, to integration.  As such it opens up the prospect of two or more agencies co-commissioning provision based on a single specification and delivered by a single provider.  The key measures of success must therefore include GMPT continuing to develop its plans, structures and processes to support local delivery, the extent to which resources are drawn down, and other services commissioned collaboratively with local partners.

The next step is to ensure that there are the necessary freedoms, flexibilities and capabilities to promote and take forward local commissioning.  This includes:  

· Preparing for LAA negotiations in 2010/11 in order to determine priorities for the next Comprehensive Spending Review; 

· The freedom to determine the internal posts that can be assigned to partnership work (e.g. a specialist post focussing on partnerships, providers, local contracts and community resources);
· A budget that can be reconfigured or directed to develop services jointly with partners;
· The ability to be the lead player or key partner to take forward the selection, monitoring and review of jointly commissioned services and key staff identified to take this forward;
· The development of district based needs information.
5.1.8 
Mapping externally provided services

There is a clear need to map existing services, identify and seek to close the gaps.   However for interventions to be commissioned in a way that facilitates the best use of resources, GMPT not only needs to have a clear understanding of its internal commissioning activity, but also what is externally available to the offenders that it manages.  This will:
· benefit offenders;
· enable GMPT to ensure that the services which it commissions has a good ‘fit’ with externally available resources;
· provide a strategic steer on where to focus management effort in developing external or jointly commissioned services.  

This is an area identified by offender managers as requiring further work and one that would greatly assist them in their duties.
5.1.9 
District Centric Service Design
A balance needs to be struck between local delivery and what is most cost effective between local priorities and area wide flexibility.  
Meeting local need does not have to be sacrificed through the adoption of more centralised delivery, provided that centralised delivery clearly meets the needs of each of the districts it serves.  This is the difference between a centralised service predicated on a corporate assessment of need and one focused on meeting the needs of each district individually.  This approach would result in interventions being variously delivered on a district, cluster of districts, at GM level, or indeed, where appropriate, a regional or even national level.  

5.1.10 Recommendation
GMPT must take steps to develop its commissioning functions as outlined above and the following are therefore recommended:
a. The Commissioning Strategy is refreshed in 2010/11 in order to take account of the internal developments that will bring about a more sophisticated picture in relation to local need, value for money and markets and service reconfiguration.  This should be done in conjunction with the DOM. 
b. The actions in this section are taken forward by key individuals across the organisation as outlined in Appendix 1, and fed into GMPT’s planning process.
5.2 Developing GMPT’s Provider Role
5.2.1 
GMPT’s Provider Role 
As a provider, the central issue for GMPT is how it can lever its resources and competencies to both retain the services it sees as a priority against competition and to successfully develop/bid for and deliver new services, either within the scope of its existing offering, the wider social exclusion agenda or even beyond that.  This is a ‘transformational’ shift with GMPT proactively seeking to shape its future portfolio of services in response to the impending new competitive environment and financial climate.  

While many of the proposed service developments and improvements in commissioning directly affect GMPT’s provider role, there are two distinct business decisions critical to its developing provider role.   
5.2.2 
Building Partnerships, Collaboration and Joint Delivery
As a provider to the DOM, GMPT must ensure it can evidence value for money in all its services as this will minimise potential competition and market testing in the future for those services it wishes to retain.  The current situation demands as a priority a focus on improving internal productivity.  However Value for Money also includes an assessment about quality, best provider and partnerships.  

As part of this, it is critical we are transparent and equitable in our decisions in relation to what is to be provided internally compared to what is provided by us through contracting methods.  As such this will increasingly mean making decisions about:

· whether we remain the sole provider of all our current services or;
· Whether we wish to reconfigure services which may include joint delivery and/or a different provider.
In addition, seeking to extend our collaboration with other prisons, and where possible, maximize opportunities to provide a joined-up approach that take interventions through the prison gate and into the community will assist us in our future provider role.  Alongside this, we should look at maximising opportunities to work regionally with other probation areas or with bordering probation areas where there is clearly a business advantage.
5.2.3 
Market Positioning

GMPT also needs to consider its skills and competencies for moving into new markets where it believes there is real opportunity to expand its current portfolio of services and where those markets fit with the purpose and aims of the organisation.  As part of this there may be opportunities to deliver services on behalf of neighbouring probation areas, and equally them delivering services for us, where this is mutually beneficial (e.g. geographical issues).
While GMPT will seek to review this position on an annual basis, our position is that we will actively seek to establish ourselves as a provider to deliver services in the following markets, where there is a sound business case: 

· As part of the wider social exclusion agenda for offender’s and those at risk of offending across Greater Manchester;
· Services to offenders and those at risk of offending either through collaboration with others or as a single entity outside of Greater Manchester.
· Where specific services can be re-packaged and designed to meet the wider social exclusion agenda to other vulnerable groups and where we clearly have the skills and competencies to deliver the service.
There will be a need to prioritise these potential opportunities based on likely success and other business considerations such as the resource required to fully explore these options against the return on that investment.

In seeking to be proactive in our role as a provider, it is essential we build commercial capability and competitive advantage in our activities.  This may include establishing a social enterprise as an arms length organisation for relevant offender intervention.  On initial assessment, this would seem to bring advantages of enabling wider funding to be sought, facilitate easier movement into new and different markets and create a more business orientated and commercial approach to delivering services.  
5.2.4 
Recommendation
a) As part of future best value and service reviews, consideration should be given to building partnerships and determining who is best to deliver the service.  This will mean assessing whether joint delivery, collaboration and/or contracting methods are the appropriate avenue for the future design of the service. 

b) GMPT should seek to diversify in new markets as outlined above and especially where those markets meets the safer communities agenda, and in conjunction with this potentially deliver out of area where there is a sound business case.

c) GMPT should consider establishing a social enterprise for relevant provider services in GMPT.  This would require a full cost benefit analysis to determine whether this is an area for GMPT to take forward.  

Section 6 - Next Steps
6.1 
Conclusion

Through developing our commissioning approach, GMPT aim to deliver a spectrum of provision that is co-ordinated, targeted on local needs and outcomes, and operates to a shared purpose with our partners and managed within our budget.   This strategy sets out our direction of travel and will be updated in 2010/11 to increasingly focus on future service configuration.

The strategy and subsequent action plan will feed into GMPT’s planning process for 2010/11, and take account of GMPT’s Offender Management Review and Practice Delivery Review, the recommendations of which should be available by January 2010.

6.2
Action Plan
The action plan to take forward the commissioning strategy is outlined in appendix 1 overleaf
Appendix 1 - Action Plan

This action plan will be reviewed and updated in March 2010 following the outcome of GMPT’s Offender Management review, funding negotiations with the DOM for 2010/11 and the launch of the DOMs commissioning strategy
	ID
	Action/Task
	Lead
	Target

	1. Current Services

	1.1
	A Best Value Review of Community Payback is complete in line with national requirements.  
	BCM & ACE (Interv) 
	31.03.10

	1.2
	A best value review on victims services is undertaken
	BCM & ACE (Victims)
	31.03.10

	1.3
	Seek to extend our collaboration with prisons and maximise opportunities to provide a joined up approach especially in regards to accredited programmes
	ACE (Interv)
	ongoing

	1.4
	Agree the future delivery of Approved Premises for Women in the region with NOMS
	Dir (Ops & Par)
	30.06.10

	1.5
	Internal Activity Requirements (NDAR & Breach) are reviewed to assess impact, future demand and costs alongside most efficient delivery model and in conjunction with other services options
	ACE (OM)
	30.06.10

	1.6
	To explore the remit of supervision to ensure a cost-effective structured 1:1 intervention that is distinct from managing the order.  This includes targeting, length of requirements, and best use of partnerships. 
	ACE (OM)
	30.06.10

	1.7
	The current contract for the Black and Asian Offender Service is decommissioned with funding directed towards other diversity services/priorities
	ACE (Diversity)
	31.03.10

	1.8
	The Women’s Safety Service is redesigned, recommissioned and in place 
	B&CM & ACE (I)
	30.12.10

	1.9
	Guidance and training is in place to deliver best value reviews across the organisation 
	B&CM
	31.03.10

	1.10
	A Best Value Review of Programmes is undertaken, and takes full consideration of the thinking and behaviour pathway
	ACE (Interv) & BCM
	31.03.11

	1.11
	A Best Value Review of Approved Premises is competed
	ACE (Interv) & BCM
	31.03.11

	1.12
	An annual review of internal services is undertaken & includes agreed performance, activity, budget & unit cost info
	B&CM
	30.06.10

	2. Service Development Areas

	2.1
	Establish the feasibility of developing a mentoring /community integration service.  This should take into account the current pilot delivered in Manchester and the internal practice delivery review
	B&CM & ACE (OM)
	30.06.10

	2.2
	Alcohol services are developed within a clear and consistent commissioning framework with partners across districts.  This includes negotiations to deliver Alcohol Treatment Requirements (ATR) and the establishment of Extended Brief Interventions & Brief Interventions as appropriate. 
	ACE (Health)
	01.04.10

	2.3
	The long term arrangements for the Housing Interventions Services are in place across all districts and are ideally part of a jointly commissioned service and the 
	ACE (Housing)
	01.04.10

	2.4
	The jointly commissioned Greater Manchester Offender Project is in place and delivered consistently across all districts for high risk offenders
	ACE (Housing)
	01.01.10

	2.5
	GMPT are an active stakeholder in the development of the Bail Accommodation and Support Service (BASS)
	ACE (Housing)
	01.04.10

	2.6
	The provision of Education, Training and Employment services is mapped out across districts to aid understanding and maximise access to services
	ACE (ETE)
	31.03.10

	2.7
	The ESF funded employment project is implemented across the region and the services are in place, including those delivered by local providers, 
	ACE (ETE)
	01.01.10

	2.8
	The development of women’s services are progressed including the evaluation of future need and design, and in conjunction with local partners 
	ACE (Diversity)
	30.09.10

	2.9
	To investigate, with partners, the use of mental health services including treatment requirement
	ACE (health)
	01.04.10


	3. Improving Commissioning and Provider Capabilities

	3.1
	To negotiate performance targets with the DOM for 2010 as part of our contract management arrangements and in conjunction with key findings.  
	Dir (Ops & par)
	31.03.10

	3.2
	Develop a market dialogue with the DOM in order to jointly develop the commissioning agenda.  This includes development of needs assessment & other commissioning information
	Dir (Ops & Par) & B&CM
	Ongoing

	3.2
	A range of unit costs, volume data (forecast and actual) and benchmarks are developed across our services and across tiers.  This will be linked in with BV reviews and demand management work.  
	Dir (Corp)
	30.09.10

	3.3
	The needs assessment is further developed and includes full consideration of the recommendations contained in this strategy bringing together qualitative and quantitative information.  
	ACE (P&P) & B&CM
	30.09.10

	3.4
	Local joint strategic needs analysis are utilised to develop local commissioning priorities which then feed into the refreshed commissioning strategy. 
	ACE (P&P) & ACE (LDU’s)
	30.09.10

	3.4
	A demand management strategy is in place for services delivered as part of community orders and licences.  This includes a targeting framework and sentencer engagement. 
	ACE (P&P) 8 ACE (Courts)
	31.03.10

	3.5
	A market management and development strategy is developed and should include a) building partnerships, collaboration and joint delivery as well as contracting, b) A programme to engage with and develop the provider market
	B&CM & ACE(Interv)
	31.06.10

	3.6
	There is a framework and associated guidance/development programme for LDU delegated authority to enable effective local planning and commissioning decisions.  This includes financial management & joint commissioning
	Dir (Ops & Par)
	31.03.10

	3.7
	All districts have a directory of local services mapped in order to maximise access and enable focussed joint commissioning.  This also includes a directory of all internally commissioned services
	ACE LDU’s
	30.09.10

	3.8
	A strategy is in place to shape our future portfolio of services including entry into new markets.  This includes a programme to build commercial skills across the organisation including marketing and bid writing
	Dir (Ops & Par)
	30.06.10

	3.9
	Evaluate the business case to establishing a social enterprise/arms length organisation to delivering key services 
	B&CM
	31.12.10

	3.10
	The Commissioning Strategy is refreshed in 2010/11 in order to take account of the internal developments and will include costs and volumes of individual services.
	B&CM
	30.09.10


Appendix 2 - Glossary 
Commissioning
The process of specifying, securing and monitoring services to meet community and individual needs at a strategic level.  This applies to all services whether they are delivered by the probation trust/area or by the private or voluntary sectors.

Co-Commissioning
Aligning and reshaping services of separately commissioned services including the setting of joint targets to bring about mutual benefits 
DAT
Drug Action Team 
De-commissioning
The process of planning and managing a reduction in service activity to terminating a contract in line with commissioning objectives.
ESF
European Social Fund monies available to deliver specific projects and usually awarded through a competitive exercise

ETE
Education, training and employment services

Joint Commissioning
Where two or more agencies pooling their resources to develop and deliver a service to meet common goals.
IOM
Integrated Offender Management where police, probation and other key agencies work closely together to manage the highest risk offenders in any borough by real time information sharing and joint intervention.

Micro Commissioning
Where an offender manager makes a proposal to the court for specific requirements to be put in place and may arrange other services to meet sentence plan needs.

PPO
Prolific and Priority Offenders

Supporting People (SP)
The Supporting People Programme is in place in each local authority and provides housing and support services for a range of vulnerable people, including offenders, ex-offenders and those at risk of offending.

Evidencing Need & Service Change			Meeting Need through Service Redesign








Using available services to meet sentence plan requirements








Offender Management


(Micro Commissioning)














Identifying individual needs, gaps in services and quality of provision








Ensuring services meet future requirements – changing and shaping services








Strategic Commissioning


(Macro)








Analysing needs demand and current services to decide what is required in the future








� The Offender Management Act (2007)


� Working With The Third Sector To Reduce Reoffending: Securing Effective Partnerships 2008-11 (2008)


� Reducing Re-Offending: Strengthening Local Delivery- Consultation Paper On The  North West Reducing Re-Offending Strategy 2009 – 2011


� NOMs National Commissioning And Partnerships Framework Min Justice: 2008


� Partnership Working – An Exploration Of GMPT Engagement With The External World The Manchester City Model For The Achievement Of Outcome Targets (Undated) 


� Greater Manchester Probation Trust - Three Year Business Plan 2009 – 2012


� NOMs National Commissioning And Partnerships Framework Min Justice: 2008


� An Evaluation Of The National Offender Management Model In GMPT – Clarke, R. (2008)


� NOMs National Commissioning And Partnerships Framework Min Justice: 2008


� Five Year Strategy For Protecting The Public And Reducing Reoffending 2006-2011 (2006 Home Office)  


� ‘Working Together To Cut Crime And Deliver Justice’ 2008- 11 (2007 HM Government)


� Cutting Crime - A New Partnership 2008-11 (Home Office 2007)


� Engaging Communities In Fighting Crime: Louise Casey MOJ (2008)
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