Dear Directors and Governors

We wrote to you on 5 March 2021 about our plans to design the model for stage 1 of the National Framework for COVID recovery. This was initially under the Structured On Wing Activity (SOWA) project but is now called the Future Regime Design Project (FRD) within the Operational Reform Programme and the Prison Reform Portfolio Programme. It encompasses the whole prison regime and is not defined by delivery of residential services only. FRD will design the framework model for stage 1 in time for the first prisons to reach that stage. 

The framework for stage 1 is a gateway to the Prison Reform that follows and further development of the regime and how we work in prisons. The framework itself will set high level regime parameters for prisons to achieve in their local regime models at stage 1, this is  needed at pace to ensure it is available for the first prisons to reach that point, so it should  naturally be ambitious but limited in scope. This framework will ensure that prisons are operating in a state that provides a foundation for enabling further regime reform.

Whilst our aim feels limiting until we are clear what comes next The Prison Reform Portfolio will deliver more systemic change on an estate wide basis. Work is at an early stage and focused on engaging and listening to the front line, diagnosing what is needed to bring about successful reforms. Work has commenced on some key ‘enablers’ to future regime reform. We will develop a new purposeful activity measure focused on ensuring prisoners experience “time well spent”, delivering quality rather than just quantity of activity. Alongside this we will develop a wider definition of purposeful activity on the basis that purpose is defined by the impact on an individual, rather than the nature of the activity and as such a wider range of formal and informal, individual and group activities can be considered purposeful.  In fact productive time spent in our out of formal activities, in cell, on wing or off wing, should be our goal.   We hope to tailor the delivery of activity to individual needs being more person centred in our approach both giving staff and prisoners more opportunities to active participants in the regime creating the opportunity for progression.

We have spoken to many of you about the framework and the reform programme during regional events and via the Governors Reference Group meetings. We have also attended many of your SMT events to engage in your local planning. We have held initial meetings with recognised Trade Unions, HMIP and our senior leaders. We have met with third sector providers and representatives from each regime policy area. Work has commenced on the development of a new performance measure and new definition of purposeful activity. These will not be completed within the time available for the stage 1 framework to be developed, they will therefore be completed during the longer term reform work that follows. The work has been endorsed by Prison Recovery Board, Prison Reform Board and Prisons Operational Management Committee (POMC). 

[bookmark: _GoBack]This briefing provides an overview of work to date for your information. It also includes a request for governors/directors to consider sharing their local engagement with prisoners and staff on Future Regimes as well as any Stage 1 planning. This is to inform this work as early as possible.

Learnings so far

Our engagement with frontline colleagues has covered the project plan and products for stage 1 but has also introduced and challenged our aspirations for the longer term reform of prison regimes. The themes of the feedback are summarised below as well as separately in the attachment at the end of the document: 

On the stage 1 model:

· At stage 1 we must tailor regime expectations to cohorts of prisoners and categories of prisons.
· That the model could be an over-arching framework of expectations that must achieve the right balance between central oversight and local ownership. 
· That this should be designed collaboratively, with leaders on the frontline

On future regime aspirations:

· That there is broad support for a new performance measure and definition of purposeful activity
· That prisons need the ability to localise the purposeful activity offer
· That there is an opportunity to do something meaningful, different and truly reformative 
· That we must be realistic and balance expectations on backlog recovery with reform aspiration.
· That there is significant local innovation and planning already underway and we must reflect this in central planning. 
· We have a lot of pre-existing models, innovations and ideas that we should revisit 
· We should collate these ideas into a solid evidence base before proceeding on long term reform.

Next steps – further engagement 

We are very keen to engage as widely as possible to help create the evidence base for future regime reform that colleagues have rightly asked for but there are undoubtedly gaps in our knowledge. We are therefore keen to include two additional areas of information to our evidence base. 

Firstly, we are keen to give a voice to prisoners and prison staff of all grades and roles in future regime planning. In doing so we do not want to undermine or inhibit your local engagement work.   
We are therefore asking you to share the output from any staff and prisoner surveys or forums you have held locally on any aspect of post-COVID regime. Please email any content that you are able to share to Chris.Gunderson@justice.gov.uk

To supplement this, we are planning on asking further specific questions of the staff and prisoner groups through targeted engagement, e.g. surveys. This is also intended to be supported by Trade Unions through Joint Statements. In doing so we will also ask for support from each prison involved bearing in mind the pressures you are under. We hope that between the request to share local content and targeted national surveys we will gain contributions from frontline staff and prisoners.  

Secondly, we are asking establishments to share any documents containing your early plans or proposals for post-COVID regimes. This is voluntary and we are not looking to exert central control over these localised ideas. However, we recognise that there is significant innovation and reform already planned at local level and we are keen to consider this as part of the process to set the parameters for stage 1, to share good practice and to inform the longer term reform programme.  Again, please provide any high-level proposals or ideas to Chris Gunderson at the address provided. We will not comment back on any ideas unless asked to do so but will consider these in the context of central planning. 

Next steps – Design of stage 1

Whilst the progression needs to be cautious, the immediate priority is to produce a working framework for stage 1 in time for establishments reaching that point.  As explained in the National Framework, Stage 1 is when “Regimes are operating without requirements for social distancing or PPE use” This is particularly important as we want to ensure that the framework for Stage 2, being produced in April, is aligned to what follows in Stage 1. We will therefore be inviting Governors, Directors and stakeholders to participate in a series of design workshops, designated to different types of establishments. This will include at least different workshops for Reception/Training/Resettlement/Female/Long Term/Open estate. The purpose of these workshops is to design the Stage 1 framework and the foundation of the regime on which Governors can build.  The design of Stage 1 is a collaborative process and we want to ensure co-design. Further information on the design workshops will be issued in the near future.

Once an outline design has been created, we will engage in testing of this to inform the resource and operating model that will be required.

May I take this opportunity to thank all colleagues for their active engagement and participation to date in the work to design Stage 1 and Future Regime Design. We welcome further contributions to help shape the work and therefore urge establishments to provide summaries of engagement activity and any planning documentation you are able to share, even at this early stage as set out above. 

Ed Cornmell
Deputy Director Prison Reform 
Gold Commander

March 2021

Guide to attachments 

Short and initial summary of learning from engagement events with governors/PGDs(ongoing)
Summary of project plan for design of stage 1
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		Overview of the Future Regime Design (FRD) project to design the model for Stage 1 of the National Framework. 









This overview document follows on from a paper on Structured On Wing Activity (SOWA) presented to Recovery Board earlier in March. SOWA was initially a standalone project to build a new model of residential delivery in stage 1. This work has now been absorbed into the wider project called the Future Regime Design (FRD) project and this paper provides an update on progression of this project.  



Background



Stage 1 represents the final point in the National Framework for prison progression from national restrictions to post-COVID regime. A prison’s progression from stage 4 to stage 2 is governed by the Prison Recovery Programme. The design of stage 1 is the first deliverable of the Prison Reform Programme which follows the Recovery phase. When prisons attain stage 1 status, we envisage that this will mark the end of their COVID response. They will therefore commence activity to imbed the stage 1 operating model and work towards longer term reform objectives outlined in the White Paper. 



Stage 1 represents the point at which prisons have reintroduced full regime and are operating at BAU in a state of relative stability and health. The HMPPS and MOJ objective is to “build back better” rather than simply reintroduce pre-COVID regimes. We are therefore striving to improve pre-COVID regime elements and incorporate advances from our COVID-19 response into national operational models. 



An indicative period of six months has been earmarked for the project commencing in March 2021. This milestone is fluid as it is intrinsically linked to national progress against COVID-19 and the pace of prison recovery. Deadlines will be kept under continual review. Regime development will be a spectrum from the initial stage 1 design through to longer term reforms linked to the rollout of new technology, changes to workforce design and resourcing which are all key interdependencies. 



Thus, this project just marks the beginning of this work to seize the COVID learning when building back our regimes and there is a need for a longer-term reform  work for which this project is a beginning.



Timescale



As the indicative timescale is challenging to predict, it may be easier to split this work into three sequential phases:



1) Engagement and evidence 

2) Scoping and costing

3) Building and testing



The engagement phase comprises events with frontline colleagues and internal and external stakeholders. Due to constraints on time, this engagement work has been frontloaded for completion early. In March and April we aim to have captured views from all interested frontline colleagues of all grades. We are meeting Trade Unions fortnight and have a meeting with, HMIP in early April. We are also meeting third sector agencies via the RR3 Special Interest Group, among other groups.



Alongside the engagement work, colleagues in the MOJ Regime Policy Team will produce an Evidence Stocktake. The first iteration will be developed by the end of March and thereafter it will remain a live and evolving resource. We will use the evidence to inform our methodology and intended outputs. Based on the evidence we will produce a learning summary. 



A Scoping and Costing phase will be undertaken in April 2021. This will determine the scope for the stage 1 model and identify opportunities for longer-term regime reform. This will include a series of modelling exercises to ascertain indicative costs of each element. This process is vital, not only to set the parameters of the stage 1 model but also to help set the scope for the subsequent reform programme.



From May 2021 we will begin building stage 1 via a series of design workshops with Governors and other colleagues . The overall output will be a framework for stage 1 supported by a suite of enabling products. Depending on progression and time available these will either be completed in time for stage 1, exist in a simple form at that point or at the very least have been commissioned and commenced. 



Enabling products: 



The likely products of this work to enable local delivery are going to be:



		Product

		Short Description



		Framework/Scaffold doc.

		An over-arching framework of expectations governing localised construction of a stage one model



		Regime toolkit

		A suite of effective practice regime models and elements for localised consideration and application



		Live tests 

		A suite of live testing opportunities for prisons to ‘sign up’ to deliver, to be commissioned and commenced within the project.



		New definition of purposeful activity (TBC)

		This could include informal and formal activities, peer and staff led activities and individual or group activities. 



		Purposeful activity performance measures(TBC)

		This could measure prisons on their delivery of a locally designed suite of PA tailored to individual prisoner needs. 







Constraints



If COVID picture in community is very encouraging(?) and prisons are progressing fast, this will not only impact on the contents of a framework but also reduce the ability to align prisons at stage 2 to reform aspirations. In such a scenario it will be important that stage 1 status does not denote that a prison is well advanced in imbedding reform. 



It is also crucial that any products strike the right balance between a national model of overarching governance and localised ownership of regime which must be the hallmark of stage 1. It is also crucial that work to develop the framework is collaborative and that it exerts sufficient influence over individual prison recovery but does not exert undue influence and become restrictive. This could create the unintended consequence of progression from stage 2 feeling like a regression or a cliff-edge wherein prisons with a fully operating stage 2 regime, require a fundamental change in order to meet the needs at stage 1. 

Also, the relationship between stages 2 and 1 is crucial. We must ensure that there is synergy between the stage 1 and 2 models to enable smooth prison progression. 





Governance



The project reports into both the Recovery and Reform programmes. Each product will report first into the Regime Sub-Board before progression into both Boards. Papers and decisions will progress to Prisons Operational Management Committee (POMC) and HMPPS Leadership Team (HTL) as required. The success of the project will depend on close collaboration with leads responsible for areas of regime policy and colleagues responsible for parallel Reform projects, particularly the resourcing team plus colleagues responsible for High Reliability Organisation (HRO) and Digital workstreams.  



Costs 



There is no budget for the project at this stage. We will work collaboratively with prisons to explore what they can achieve by reinvesting existing resources in a more flexible way to deliver regime differently. Some significant reforms already appear in individual prisons proposals for their post-COVID regimes formed from existing resource and these must be explored further. However the project will also provide narrative for the upcoming White Paper which will in turn inform the subsequent Spending Review round later this calendar year. Though we are not operating on the basis of generating cost, there are areas of innovation that require investment and we will provide this narrative via the White Paper. 





End 
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Summary of initial frontline senior operational managers feedback.docx
Short and Initial Summary of the engagement with PGDs, Governors, Directors



The following three themes appeared to have reoccur the most in our discussions so far- they seem to signal that COVID has allowed for some basic yet essential ideas to rise to everyone’s attention in what constitutes and enables a good regime:



1. ”One size does not fit all”-  Recognition that different establishment and different individuals need and benefit from different things.

The impact of COVID on regimes seem to have reminded us that the quality of engagement with prisoners really matters. Taking time to understand the individual prisoner’s basic needs and risks can have a really positive on this person, especially when recognizing the needs of different prisoner groups as well as individuals.



There has been a strong recognition that we need to address the needs of different cohorts in a meaningful way to ultimately to meet the needs of each person completing the prison sentence.  We should be able to better develop regimes that meet the needs of young adults, women, older prisoners but also those serving short sentences, are on remand in reception prisons, spending longer time in training/high security establishment or have progressed to an open prison.  



Additionally, many have suggested that in order to truly harness the “one size doesn’t fit all” recognition, we need to allow prisons to be able to deliver regimes targeted and tailored to an individual’s need. This means that establishment should have sufficient level of local/regional flexibility and autonomy to design their regimes in a way that suits their current population needs and targets. In this way, prisoners’ needs can be met and risks addressed more effectively; whether what they need is e.g. focus on employment, education, family contact or substance misuse issues, they can access the right “pathway” during their time in custody.

 



2. “Time Well Spent” ;  We need to be able to deliver tailored Purposeful Activity; Create Purpose that is relevant for the prisoner and provide skills they need.

The impact of COVID has also reminded us that the time spent in prisons needs to be purposeful and productive and this, building on the previous point, is not the same for every individual.  With limited opportunities to deliver regimes, many have highlighted a re-discovery of focus on maximizing the outcomes and productivity of the prisoner’s time spent in custody, especially in-cell. This may mean both improving our technological capacity as well effectively engage prisoners formal and any informal activities to promote prisoners’ safety and support their rehabilitation. 



However,  many have pointed out that improving our regime offer and introducing more purposeful activities can only be successful and effective if prisoners feel both safe and engaged. In relation to the former, this has been highlighted by smaller regime groups which seemed to have created a safer, preferable environment for most(but not all!) prisoners as well as staff, according to senior operational managers.   This also increased the supervision and control of our staff, giving them confidence and the ability to use their authority and their skills in a productive way. 



[bookmark: _GoBack]In relation to engagement, ensuring a good communication with both prisoner and staff groups have been highlighted as crucial in managing this difficult period but also fostering  greater sense of trust and community – key values we wish to see maintained as prisoners are released back into society. Many reported involving prisoners/colleagues in the life of prison more as something they want to maintain , e.g. through the wider use of prison councils but also  designing regimes that build more time for staff and allow staff to work more flexibly and to interact with prisoners.  



3.  “Hitting the targets, getting the point”- the need to align our regime goals and aspirations with performance measures; Give prisoners hope for a law-abiding life by focusing on the right things

Many have spoken about the need to be measuring not only the quantity but also the quality of time engaged in activities to drive productive engagement. This means ensuring that Performance Measures and resourcing models are conducive to any desirable regime offer.  In this way any tailored purposeful activity can be appropriately recognized and measured. 



It is believed that focusing on quality and outcomes-based delivery rather than just on quantity driven performance measures would give us the opportunity to consider what really matters to prisoners and their chances for leading law-abiding lives upon release. This is aligned with the recognition that “one size doesn’t fit all” and different prisoners may benefit from different ways of spending their time in custody.



This means that we should not measure what a successful regime is only by applying measures that can be scaled across all prisons and prisoners in a statistical manner, e.g. formal education attendance based. Instead we may need to be able to measure the benefits for individual prisoner, especially in relation to their safety and rehabilitation. Whilst this is a more difficult task from the assurance perspective, it allows us to manage prisoners’ custodial experience in the most productive way. This means identifying and addressing the most pressing needs and risks, whether that’s Housing, drug addiction, health, unemployment or others.  



The way to achieve this however, can vary however for each prisoner depending on their risks and needs- and we need to be able to focus on measuring this if we want our establishments to hit the right targets and not therefore miss the point; transforming lives to prevent victims.




