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Dear Executive Directors, Directors and Governors,

This briefing provides information on two subjects:

1.Future Regimes Live Testing Strategy. 
As per the attached document, establishments are asked to consider becoming a “regime testing site”(in a very simple process!) by either expressing an interest in testing the regime delivery ideas mentioned in the document on pages 2/3(especially as some of sites have been working on some of them already) or sharing additional ideas not included in the list that governors/directors would like to see in the future regimes and think they are worth sharing with other sites. 

This will inform both Stage 1 framework planning as well as our Spending Review bid and in these ways allow governors/directors to influence the shape of future regimes.

Please send any questions/queries  to Chris.Gunderson@justice.gov.uk and Milosz.bruski1@justice.gov.uk.

If their PGD is content, governors/directors are kindly asked to express an interest to Chris and Milosz in testing the ideas from the document(chosen by the establishment) or adding and testing new ideas. Naturally, this is completely voluntary but we hope that many of you would be able to join this.

2.Benefits Mapping exercise
Invited governors have been already contacted in relation to this.
Both of those projects are coordinated together but are focusing on different aspects thus a site can both participating in live testing and benefits mapping- and both are certainly being done in the simplest possible way and is intended to be an “unbureaucratic” process recognizing the pressures that governors/directors are experiencing. More details below.

As you know we are refining the design of Stage 1 regimes and are looking to develop solid costs for elements of the regime to inform planning and to support any case for funding via SR.  We are particularly keen to ensure we are not including anything in stage 1 that is not deliverable within the overall financial envelope and to expose the trade-offs and hidden consequences in order to deliver it within existing resources, and areas where investment would offer results. We have therefore developed two projects to be delivered at pace in June. 

Firstly an Agile Regime Testing process open to volunteer prisons who will live test elements of future regime design ideas or for us to see local plans being delivered and to use these as national pilots within stage 2 to potentially roll out further from stage 1. 
Alongside this a Benefits Mapping Exercise with a smaller number of identified prisons to test the viability of stage 1 elements such as minimum standards/red flags set at different levels to assess the cost neutral approach and deliver reasonable standards above the regime red flags at all prisons.  The sites we have selected to test in are:

	Cat D
	Hollesley Bay

	Women’s
	Send

	LTHSE
	Full Sutton

	Cat C Trainer
	The Mount

	
	Berwyn

	Cat B Local
	Hewell

	
	Birmingham


Any concerns regarding site selection should be escalated by the Governor or PGD as soon as possible please.  
These two projects will collectively feed into Stage 1 planning and the SR narrative by generating costs we can upscale to the national level. I welcome your support for these pieces of work, both to identify sites able to engage in live tests at stage 2 and supporting us working with the identified prisons engaged in benefits mapping. I have provided further details on both projects. 
The attached document introduces live testing and the summary below also introduces benefits mapping which again is based on prisons that have expressed an interest in sharing their local plans and to work with us on this exercise. These pieces of work will not be completed for stage 1 in June but by early July.  We will therefore feed both into a v2.0 of the stage 1 design which we will publish in July, following on from the higher level model that POMC agree for June publication. 
Governors/Directors who have got the capacity and would like to participate in the “agile live testing”(whether that’s the ideas from the document or some other ideas suggested by establishments), please confirm that your PGD is content with this and then express the interest to Chris and Milosz who will be coordinating the process. (Chris.Gunderson@justice.gov.uk; Milosz.bruski1@justice.gov.uk) 


Stage 1 Benefits Mapping Exercise
The benefits mapping exercise will be undertaken by the Resourcing Team reporting to Linda Hennigan and coordinated by Tom Head and Dan Billingham. A small team will visit selected sites and review the list of ideas for potential inclusion in their future regime delivery plans (those held locally) to draw specific comparison between pre covid and stage 1 delivery looking at operational resilience impacts (eg it can be delivered within cost neutral basis but what are the operational costs and if we need X staff resources to deliver it, where do these come from and what does it mean in terms of resilience in other areas) plus associated resource requirements. This will look at key areas of delivery: 

1. Core day 
1. Activity spaces
1. On wing regime offer
1. Supplementary regime
1. Daily staffing requirements 
1. Prisoner cohorts
1. Wing staffing levels 
1. Droppable tasks

In addition, the team will seek to explore wider benefits to Safety, Security, Reducing Reoffending and Partnership Enablement. This work will be completed between 7th - 21st June and comprise a half a day visit to site with required input from members of the local management team and staff group who can speak to delivery requirements pre-covid and who are informing planning for Stage 1. For example, the Head of Business Assurance, Reducing Reoffending and those in roles with oversight of daily staffing arrangements such as Oscar 1 and the People Hub. 

Many thanks,
Ed
 


image1.emf
HMPPS Future  Regimes Live Testing Strategy.docx


HMPPS Future Regimes Live Testing Strategy.docx








		[bookmark: _Toc466022543][bookmark: _Toc48822121]





		Future Regime Design (FRD) :

Agile Regime Testing in stage 2 prisons. 





		Future Regime Design (FRD) Project

HMPPS Prison Reform 







Priso



		June 2021








[image: Cover page decorative background image][image: HM Prison & Probation Service logo]



Future Regime Design (FRD)



The Future Regime Design project within the Prison Reform Portfolio will deliver reform of prison regimes over the next three years. The project is split into two phases; the first phase will deliver regime requirements for stage 1, the exit point from COVID recovery and gateway to the reform programme that follows. A second phase will deliver systemic reform in the years beyond COVID.
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Regime reform must be based on a robust evidence base. However we must also act swiftly to identify ideas showing potential and direct further work to explore each one further. As part of the HMPPS Future Regime Design (FRD) project we have developed an agile regime testing process to identify ideas at the earliest possible point. Prisons will be invited to ‘apply’ to test central ideas but can also ‘share’ ideas to add to the pilot programme or share the information from local testing.  Tested ideas will form a national toolkit of effective regime practice at stage 1.



The agile testing process will generate a product evaluation within 4 – 6 weeks (or shorter if less time is available). It is available immediately for prisons with capacity to test ideas at stages 3 and 2. It is not designed to provide a comprehensive examination; it will quickly test a product to identify costs, benefits and impacts. Costs will be used as part of spending review bids in summer/autumn 2021 and provide a basis for further testing at stage 1. Prisons participating in live testing will build each test themselves to minimise impact on delivery and will be asked to provide a simple testing report outlining costs (financial and resource), benefits, trade-offs and impacts. 





FRD Agile testing stand-up process

Prisons at all stages are able to ‘apply’ to run a particular test from the published ‘elements of interest’ list attached. All applications must be supported by the PGD. This list is drawn from ideas we currently have interest in nationally, however we recognise that prisons also have well advanced local plans and welcome requests for a local initiative to be recognised as a national pilot. Prisons are also asked to share learning from any local tests they complete even if not part of the national testing process.



We intend to share the testing around sites to limit the burden on each prison. Only Governors/Directors that volunteer and are supported by their PGD will be asked to participate. Each establishment will determine the duration and format of the testing. It is assumed that tests will run for a continuous four-week period though this can be curtailed, shortened or extended by local agreement. Having volunteered and agreed to test a regime element prisons will be issued a simple terms of reference (annex A) and asked to develop a local plan (if one doesn’t already exist) on how this will be delivered. Prisons will need to share the plan with the Future Regime Design team so we are clear how the test is running but design authority sits with the prison. At the end of the test, prisons will be required to complete the simple testing report as described. 



Agile testing is designed to be deployable without significant impact. No funding or resource is therefore available to prisons to operate testing. Governors and PGDs are asked to discuss any short-term impacts and to volunteer sites on the basis that they are assured it can be delivered without significant impact. Prisons will be asked to nominate a SPOC to lead the test and to provide their details to the Future Regime Design team. During the test, the SPOC may be asked for an update however the model is intended to be agile and not introduce significant requirements. On completion of the test, the SPOC will complete the testing report. 



Testing spans multiple areas including the Reducing Reoffending Accelerator (RRA) programme, OMiC and Digital reform. This testing will provide intelligence and information for these and other programmes, as well as exposing potential trade-offs and unintended consequences and as such reports will be shared with other programmes with Governor approval. Identified costs will be used in other documentation including SR bids (we will upscale identified costs to generate an assumptive national figure). This will include direct costs (e.g. resource to deliver the regime element) and non-direct costs such as the potential impact on delivery of a contracted service. 





Elements of interest list



The following is a list of elements of interest collated through engagement to this point. Establishments interested in testing other ideas will be encouraged to do so and these will be added to the list. This is an initial list as at 1 June 2021 provided for the first round of testing:



		Element of interest

		Test information



		People



		Individualised regime assessment

		Staff member and prisoner meet to agree resettlement and regime requirements on entry into custody. 



		Prisoner regime plan / personal timetable

		Prisoner to have tailored regime plan and or personal timetabling using the existing NOMIS infrastructure or alternative local system



		Key worker reviews of resettlement plan

		Key worker and prisoner use a resettlement plan as the basis of a key worker review and monitor progress against identified regime targets.

(may need to follow the resettlement assessment test)



		Prisoner peer supporter

		Prisoner peer supporter is allocated to join prisoner and staff in making regime progression decisions about an individual



		Family supporter

		Member of prisoner family is enabled to participate in key regime decisions and progression meetings. 



		Place



		Prisoners delivering regime

		Prisoner led activities on residential unit based on personal skills to explore prisoner perception of involvement in regime delivery 



		Activities officers delivering regime 

		Staff led activities on residential unit based on personal skills to explore staff perception of involvement in regime delivery 



		Residential regime Board

		Staff and prisoners form a group to co-design the regime delivery within their unit in selected periods. 



		Residential events forum

		Linked to above. Prisoners and staff operate a simple system to notify prisoners on the unit of upcoming events in different areas and enable them to opt in and out 



		Regime groups

		A test that operates domestics, activities and wing activities in smaller groups on a selected basis to test prisoner perceptions and impact on logistics.



		Flexible working

		A commitment to deliver a small percentage of activity sessions in red hours to evaluate the impact on staffing and prisoner reaction. E.g. a weekend education slot or evening activity. 



		Designated activities

		Designating activities to a particular area of the prison to minimise mixing between prisoners who would not normally have contact. 



		Purpose

		



		Settlement period

		Developing an extended induction period in a local prison that prioritises immediate physical and mental needs, supportive networks, resolution of pre-prison issues such as housing agreements, benefits etc and enables safe settlement. 



		Personal responsibility 

		Test of ways in which to give prisoners greater decision making over how to prioritise their time. To create ideas about creating greater prisoner agency.



		Blended delivery of education in a non-tech enabled cell

		Prison to agree with local education provider a small-scale test to make a blended model of in-cell and face to face learning in a non-tech enabled prison



		Model of in-cell physical education

		Prison to design and implement a local model of safe in-cell PE for possible consideration of future work. 



		Pathways model

		A test involving creating simple pathways – education, stabilisation, on wing activity etc based on individual needs and build some regime differentiation around these. 



		Engagement measure

		Testing an idea of prisoner participation measure for possible future consideration. Track the number of “activities” prisoners are engaged in during a typical week from a pre-defined list









Limitations of agile testing



As stated, the testing is being delivered at pace. We recognise that some of the subjects we wish to explore will touch on contracted areas such as education and health as well as the core running of the prison. On this basis we expect that tests will run in small areas and involve small cohorts of staff and prisoners to avoid impacting on a larger group. We also accept that deploying these ideas in isolation is artificial as many represent new ideas that would prove more effective alongside other fundamental changes. 



However, at this point we are simply seeking to identify areas offering potential to inform future work. To mitigate the risks of impacting upon other areas, a terms of reference will be drawn up for each test inviting establishments to identify the risks of delivery that may be affected and to confirm that the risks have been mitigated. If there are concerns that a contract, prisoner, staff member or another aspect of delivery will be affected the test will not proceed, if such a risk appears during the testing, an immediate review will be held to determine whether the test should continue. 





Sequencing into next stage of testing work



Alongside agile testing at stage 2, we are also commencing work with a small number of sites to identify the costs of different regime elements for inclusion in the stage 1 model. This will test the regime requirements/parameters set through recent design workshops to ensure that they are viable on a cost-neutral basis and that the trade-offs are proportionate to the apparent benefits.

Annex A: Terms of reference for testing at stage 2















ANNEX A: HMPPS Future Regime Design (FRD) project

Terms of reference for prison pilot/live test of future regime element

Purpose: The purpose of this document is to structure clear expectations on how a prison pilot of a particular regime element (an agile test’) will be delivered as part of the Future Regime Design Project (FRD) at stage 2. 

Overview of FRD: The Future Regime Design project comprises two phases of work. Firstly it will deliver the operating model for regime at stage 1 of the national framework governing prison recovery from COVID-19. The model at stage 1 marks the end of the COVID-19 recovery period which is a journey from full regime restrictions (stage 4 regime) through to full regime reintroduction without the requirement for COVID controls (stage 1). Stage 1 regimes are designed locally under a national framework of expectations/parameters. The design of these parameters is the first deliverable for FRD. 

The design of stage 1 will set the operating state for prisons to then start a longer journey to imbed reform of regime. The stage 1 model is a gateway to a three year reform project to re-engineer how prison regime is delivered. Work within this phase of the project will deliver significant changes. These will include a new definition of purposeful activity that captures a much broader range of formal and informal activities, a new performance measure that focuses on quality outcomes over time in activities, a new personalised progression model that tailors purposeful activity to individual need and judges progression on achievement of identified resettlement needs and greater opportunity for staff on the frontline and prisoners themselves to be active participants in regime design and decisions. This second phase will also include live tests of innovative regime elements. Where these are tested and found to be successful, they will be included in a new HMPPS regime toolkit of effective practice regime models for prisons to replicate. 

Definition of a pilot/live test: The agile tests are being commissioned during stage 2 initially and will be followed by more formal testing at stage 1. Elements of interest will be tested individually to identify those which appear to show potential for further exploration. These have been drawn from plans establishments have produced for their post COVID regime and from models drawn up centrally from the HMPPS evidence stocktake undertaken in February and March 2021.

Decisions to test any element will be collaborative between the prison Governor, PGD and the Project Team. When tests are agreed upon, the terms of reference (a copy of this template) will be agreed between the Governor and Project Team to give simple governance. This will include the specific element being tested, how it will operate, ownership of the product (including the relationship between the establishment and centre) and how it will be evaluated. The product from completed tests will be a model and a summary of the test findings. Agile tests will look different and operate at different times. Their purpose is to generate a proceed or discard recommendation on each element being tested.  

The remainder of this document outlines terms of reference for a particular pilot: 

Pilot/live test name: xx

Location: xx

Description/overview: xxx



Terms of reference:



· The live test/pilot will produce a model for xxxxx. This is the initial objective and as such the product will cater to local need and objectives in the first instance. This will then provide a model for potential replication in other prisons. 



· The product (the model) will be created and owned by the establishment and will remain a local product at all times. This will be build collaboratively with the HMPPS and MOJ project team but will remain the establishment’s model to own, operate and amend as they see fit. 



· The product for project purposes will be a template formed from the local model based on the test. This will be more generic so that other prisons can consider it and localise it to their own requirements. This will be owned by the project team and not by the establishment. 



· The pilot itself will be owned by the establishment. The decisions about how it operates will be made collaboratively however the operational decisions – eg how any testing work is completed and how the model is deployed will be made locally. 



· The project team will support and offer insight but any decisions related to the design of the model will be owned locally by the establishment. Where an element of design goes outside of future reform aspirations of HMPPS, the project team will make the Governor aware of this. The principle of future regime design is that it is built and owned locally based on central parameters, this pilot will therefore operate on the same basis. 



· The deadlines and component pieces of work will be agreed locally. The project team will support areas of work that contribute to the product as much as possible based on capacity. 





































Annex B Live Testing Summary Report



		Live test heading 

		



		Live test host prisons

		



		Live test description



		















		Summary of how test operated (more detail in attached testing plan)



· Duration

· Numbers of pris & staff involved 

· Product/tool/template

· Logistics (how delivered)

		



















		Resourcing (please list financial costs of deployment) 



· Staff resourcing 

· Materials

· Other

· Overall cost to prison (to allow us to upscale to produce national costs)



		



		Positive learning points (please list)





		





















		Negative learning points (please list)

		

















		Trade-offs
(what else had to change in order to deliver this if anything)



		

























		Any feedback from staff or prisoner groups (summarise how obtained and what it said)

		























		Any other impacts that are not a positive or negative but that you identified





		























		Overall do you feel this initiative added value or not?

		Y/N



Please explain why





		Overall is this an initiative you would proceed with to develop or not?



		Y/N



Please explain why



		Any closing comments
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