[bookmark: _GoBack]Dear Governor/Director, 

Like the community, with infection levels falling and vaccinations continuing we are increasingly focussed on recovery across the custodial estate. Last week the PM confirmed the move to Step 2 of the community roadmap to go ahead as planned today. Alongside this note, you have received further detail on the impacts of this on prison regimes

Custodial recovery is underway, and our ambition remains to continue to progress through the stages of the National Framework over this period.  Though we will be guided by the community roadmap, our approach will be tailored to the specific vulnerabilities and needs of prisons and the youth secure estate alongside relevant public health advice.  

This briefing provides further information and resources on the custodial recovery programme, our priorities for the recovery period and expectations for regime progression. 

Custodial Recovery Programme

The measures we’ve introduced over the past year have been necessary to protect our colleagues and those in our care and have undoubtedly saved lives. However, we know those same interventions to reduce contact continue to impact on the wellbeing of staff, prisoners and children, and our ability to deliver the interventions to support rehabilitation and progression. Therefore, the focus of the programme is on recovering from the impacts of the pandemic on those who live and work in our establishments, supporting and enabling the safe expansion of regimes and services and building back safer, fairer and better. 

The custodial recovery programme, overseen by the Chief Operating Officer, has been established to support operational delivery over the recovery period. The ‘recovery period’ is now underway and will last until we reach Stage 1 of the National Framework, where Covid controls will no longer be a significant constraint on delivery. Alongside this note, you have received a separate briefing on the progress and plans for the design of Stage 1 regimes as part of the Future Regime Design (FRD) project. 

During the recovery period, we aim to support Governors to safely expand regimes, re-introduce key areas of activity to support staff, prisoners and children and begin to address the backlog of activity created by Covid restrictions. In doing so, we will be guided by our recovery priorities: 

· Staff confidence, capability and wellbeing:  Re-building and promoting the confidence and capability of our workforce after a year of unprecedented strain and fatigue. A key part of this will be supporting positive relationships between staff and prisoners.

· Prisoner and child wellbeing: Supporting the physical and mental health and wellbeing of our prisoners, increasing their meaningful and constructive time in and out of cell, access to family contact and keywork. 

· Sentence progression:  Restarting activity to allow prisoners and children to prepare for release and demonstrate progression in their sentence. This will also include supporting their release through the provision of finance, accommodation and employment support to reduce reoffending. 

· Building the ‘pathway to reform’: Continuing to learn lessons from Covid-19 and utilise these to incorporate new ways of working and service delivery consistent with reform in order to lay foundations for the wider future reform programme and address deficits in the estate such as staff training and annual leave. 

Continued progression through the National Framework regime stages remains our ambition, however, we know we will retain some vulnerability to Covid throughout 2021. The journey through recovery is unlikely to be linear and we need to remain resilient and responsive to future Covid scenarios. Over this period, we will need to seize the opportunities to improve regimes where we can but remain resilient to outbreaks at individual establishments and rises in overall risk from Covid nationally. We must be ready to re-impose restrictions if necessary, in response to these risks. Further information on the priorities and work of the custodial recovery programme can be found in the attached Slides (these have also been attached to the cover email). 


       

Regime progression over the recovery period

Following the opening of the National Gateway, increasing numbers of adult prisons are now transitioning to Stage 3 and the delivery of EDMs. At Stage 2, the EDMs remain the baseline but Governors will have the flexibility to go further and deliver wider activity and expanded volume where possible in balance with the delivery of essential backlog activity, consistent with the direction of regime design at Stage 1. In the coming weeks, we will be issuing further guidance to support the planning and prioritisation of local recovery activity. This will include further detail on the overarching recovery priorities to support local regime planning and guidance to support Governors in balancing the ambition for regime delivery against the resourcing required to maintain Covid controls and address key backlogs. 

[bookmark: _Hlk68687803]Consistent with the National Framework, Gateway decisions will be required from Ministers before any prisons can move to Stage 2 or Stage 1. Conditions for progression at the national level will be based on several indicators. This will include national infection rates, vaccine rollout, uptake and effectiveness, and emergence of any Variants of Concern (VOC). Beyond these indicators, movement to Stage 1 is dependent on the relaxation of Covid control measures in the community such that delivery in the custodial estate is less restrained.  A movement to Stage 1 doesn’t mean all recovery activity is complete: addressing backlogs and broader recovery activity may need to continue into Stage 1. 

Throughout this period and as regimes progress, appropriate Covid-19 controls are essential to ensure the safety of staff and prisoners and prevent further outbreaks should there be a rise in infection rates. This includes continued adherence to infection prevention measures, enablement for the NHS vaccination programme and support to staff and prisoner testing programmes. 

Next Steps

We will continue to engage with you over April on our recovery priorities and planning and welcome further contributions. The further guidance referenced above is planned to be issued at the end of April. 
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Key Variables:


Vaccine 


Rollout
Vaccine 


Efficacy Seasonality
Vaccine 


Uptake


Waning 


Immunity
Variants


As part of our planning, we are drawing on the latest Government modelling and scenario planning, from which we know several variables may impact 


epidemic trajectory and therefore our ability to implement these plans:


Context: 


Community restrictions lifting – we need to maintain legitimacy but balance this with staff and prisoner safety, and a careful approach in prisons for regime 


progression including the use of heat mapping drawing on Public Health colleagues advice to support decision making.


We will increase vaccination and testing over the coming weeks against a backdrop of continued reductions in the levels of infection. Future cases likely to 


have lower levels of fatality due to the vaccination programme in prison and the community.


Stage 3 regimes have been successfully delivered in prisons as recently as December – this phase of recovery provides an opportunity to consider how 


we learn lessons from Covid and lay a path for reform as we progress to Stage 2.


Community 


Adherence & 


Restrictions Easing







Update on Recovery Work & Key Priorities
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‘Regimes in prisons and youth secure sites that are safe, fair, ‘ready for 


reform’ and support the welfare and progression of those in our care’


Staff confidence, capability and wellbeing 
• Build on existing wellbeing strategies to reduce fatigue, 


support staff confidence, provide development and 


training and increase wellbeing.


• Ensuring adequate staffing levels to deliver regimes


Prisoner and child wellbeing 


• Prioritising family contact and making regimes meaningful 


• Focusing on Keywork and reinforcing rehabilitative culture


Sentence progression


• Rehabilitative activities including education and OMiC rollout


• Ensuring access to transition and resettlement support


Building the ‘pathway to reform’
• Tackling areas where Covid has disrupted activity 


• Focus on purposeful activity and digital reforms


It is important we take advantage of the opportunity recovery presents with an ambitious vision for regimes that implements key learning from 


Covid and builds towards the future reform. We recognise there will be competing expectations amongst stakeholders on the pace of our 


recovery and we plan to use this opportunity to listen to and engage on the design of recovery regimes and share our insights to inform 


planning. We will continue to focus on discrimination, tackle racism and address disproportionate outcomes for staff and prisoners with 


protected characteristics


Recovery Vision & Priorities Key Considerations and Elements for Recovery


These priorities will be communicated as guidance to Governors on 


which areas of activity they prioritise in Stage 2.


Tailored recovery: The pace of recovery and how the priorities are 


delivered will look different across different parts of the estate so we 


will support sites that might require additional time, utilising regime 


mitigations where appropriate.


Safety & Stability: Safety, order, control and stability will be the 


foundations of our recovery approach. We know the key factors in 


achieving this will be strong, genuinely supportive relationships 


between staff and prisoners, as well as maintaining legitimacy 


compared to the community as we ease restrictions. 


Prioritisation: We will not be able to deliver everything we want to 


while we need to operate with infection controls, below target staffing 


levels, and with a backlog of disruption from Covid.


Communicating recovery plans with stakeholders, staff and prisoners will be key 


to manage expectations and get widespread buy-in to the recovery process. 







Laying the foundation for future reform 
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• The pandemic has accelerated our usage of technology during the last 12 months, from facilitating prisoner contact with their loved ones via 


video call, to ensuring their access to legal practitioners and remote hearings.


• We look to retain and improve the secure video calls, and support the use of remote hearings, digital adjudications and other measures.  This 


will link into our broader digital reform agenda.


Expansion of digital technology


• As part of our work on recovery and reform, we are developing a new regime model to guide us through to a new norm. This will commence in 


recovery under Stage 2 of the National Framework but be focused on Stage 1 regimes. 


• It is clear the value that prisoners place on having high-quality, structured, and purposeful activity on offer, delivered both formally and informally. 


As such, we are exploring how we ensure that structured activity with purpose is at the core of our design for the Stage 1 regime and are 


considering how both the blended model of delivery between cell, wing, classroom and workplace can operate. 


• It is our clear ambition to develop a range of activity that promotes and is conducive to prisoner safety and rehabilitation, as well as staff 


wellbeing and level of supervision.


Future Regime Design Project


• We will improve our existing wellbeing programmes based on lessons learned during this pandemic, focusing on ensuring that staff and 


prisoners feel listened to and valued. We will also build on the positive staff/prisoner relationships that have reported during Covid and maintain 


our commitment to reducing violence against staff and between prisoners.


Staff and prisoner welfare


The recovery phase represents an opportunity for us to lay the foundations for future reforms, based on lessons learned.


We do not intend to return to the status quo; instead we will use our recovery as a platform from to build back stronger, and will 


continue to learn as we recover. We have set out several key areas of focus below and we will be keen to continue engagement with 


you on future regime design.  







Resilience & Risk Management
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A successful recovery must also build resilience and prepare the prison system for potential future restrictions. We are 


mindful that our recovery will not be linear, and Covid is likely to pose challenges in the future.  We will expand regimes, but we 


will maintain mitigations where necessary to prevent infection, and continue to use the National Framework.


System Resilience: We will ensure that our recovery and reforms improve resilience, so that prisons can support greater delivery 


should we need to return to Stage 3 or 4 of the National Framework.  We will ensure that we maintain enough capacity to service 


the courts, maintain safety, order and control.


Testing:  We are expanding our testing strategy, ensuring that testing continues to support regime delivery, and identify outbreaks 


early and contain them quickly. We will make use of emerging testing technologies and ensure that our strategy evolves as the


situation changes.


Vaccination: We continue to support the NHS in the rollout of the vaccination programme and are doing everything possible to 


encourage high uptake rates.  As we achieve greater vaccine coverage, the balance of risk will shift.  We are developing modelling 


on this to inform our policy decisions through recovery.


Staffing:  Staff welfare and capability is a key priority – we are clear that we cannot deliver effective recovery and reform without a 


professional, well-trained, diverse, supported and healthy workforce.  We are evaluate our staffing mitigations with a view of what 


more we can do over the coming year to support staffing pressures.






