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Dear Executive Directors, Prison Group Directors and Directors/Governors, 
Please find attached a Gold Brief on reaching Stage 1 and clarifying the progression expectations and regime requirements. As stated in the Brief, progression to Stage 1 is driven by the live COVID risk and prevalence. Whilst prisons remain high risk environments, we need to get prisons to Stage 1 wherever the COVID risk levels enable us to safely reduce controls. The Gold Brief clarifies expectations on the regime at Stage 1 day 1 which is a ‘best effort regime’ model that the PGD is satisfied delivers safety and sufficiency of regime at the point it is safe to reduce COVID controls. The briefing also introduces workshops which we will host for Governors and Directors during w/c 13 September. These are an opportunity to discuss the national Stage 1 model and this Gold Brief guidance and for groups of Governors and Directors in each functional or specialist cohort of prisons to discuss common regime challenges and how they will approach them at Stage 1. The first prisons are also now reaching Stage 1 and a case study based on their Stage 1 progression will be issued in the near future. 
If you have any queries or require any further information please contact Chris Gunderson (chris.gunderson1@justice.gov.uk)

Kind regards,

Ed,
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[bookmark: _GoBack]Gold Brief – progression to stage 1 and stage 1 regime requirements



Introduction

This briefing provides an update on progression requirements and regime expectations for Stage 1. It also briefly outlines the rationale for increasing the pace of progression through the National Framework. 



We have always been clear that our approach to progressing regimes would be cautious as Prisons and Youth Custody Service sites are a high risk setting for Covid-19. This caution has been reflected in the pace at which prisons have implemented Stage 2. Clearly sites remain higher risk settings, but this period has been very different to preceding waves. We have seen smaller outbreaks that have been contained without reverting to fuller restrictions and have thankfully experienced reduced hospital admissions and fatalities. The impact of vaccination coverage has been significant and the community has moved rapidly to lift restrictions. 



Stage 1 is the final stage of the National Framework and represents a first step towards regime reform, but the pace of progression to Stage 1 must be driven by COVID prevalence rather than reform ambition. sites should reach Stage 1 at the earliest safe opportunity based on their level of live COVID risk. The ideal position would be for sites to deliver the totality of their regime reform ambitions for Stage 1. In a handful of sites where there is no sizeable regime change from the pre COVID regime, or for those who have been at advanced levels of planning this is possible.  However, we recognise this will not be achievable for all sites without impeding the rate of progression and artificially retaining COVID controls at a time when the community is opening up. Therefore, we are now asking sites to ensure that they act with the right pace and that this will therefore likely require a more gradual movement to Stage 1, developing first a streamlined “day 1” regime which is a minimum regime requirement delivering priority changes in a timely way to enable safe progression. Stage 1 day 1 regimes need to deliver the:



· a balance between safety and sufficiency of activities (signed off by the PGD);

· the COVID controls required by the Stage 1 SOP with a reduction in COVID restrictions;

· movements, mixing and activities that are safe (not returning to movements and activities in pre-COVID practice that are assessed to be a risk); and

· a foundation to build a fuller Stage 1 regime meeting national and local regime reform aspirations.  



Stage 1 will see increased regime access due to the removal of social distancing. This should not be delayed by planning for reform which can be achieved within Stage 1. The longer regimes are restricted, the greater the divergence from the community and the greater the risk to safety and stability. Given the balance of risks at this point, the overall pace of progression needs to be faster. 



Enabling Stage 1 progression

Governance arrangements for Stage 3 – 2 progression remain unchanged. However, we have reviewed previously published requirements for Stage 1 both in terms of regime delivery and governance. We have streamlined these for Stage 1 day 1 progression to enable this at the earliest safe point. Reform aspirations have not changed, but the requirements to be satisfied before Stage 1 progression have been reduced to enable this to happen as soon as safe. 



I) Stage 1 Regime expectation requirements (P4 of Stage 1 model)



		Requirement from stage 1 model

		Refreshed requirement for Stage 1 day 1 



		Sites to demonstrate delivery of green regime expectations within Stage 1 regime model before progression. 

		Not required for progression, but timebound plan must be agreed with PGD to achieve green regime expectations once at stage 1. 



		Sites to review all aspects of Regime delivery based on COVID learning, incident data and other local factors. In adherence with 15 Regime Design principles in the new Regime Review Tool (RRT) prisons will design a new model of regime based on this learning to ensure they represent the best resettlement and safety outcomes.

		Sites do not need to review all aspects of regime immediately. Stage 1 day 1 must still be a safe foundation for future regimes, a foundation for reform and deliver COVID controls required by Stage 1 SOP. 



Sites must still use the Regime Review Tool (RRT) and Prisons with pre-COVID safety issues related to specific regime areas need to review these areas and make changes to enhance safety before Stage 1, not reverting back to pre-COVID delivery. 



Activities, mixing and movements that were locally risk assessed pre-COVID and were safe and purposeful (and remain so) do not need to be revisited.









II) Stage 1 progression documentation and governance changes



		Requirement from stage 1 model

		Temporary requirement for Stage 1 day 1 



		Requirement to produce a Local Assurance Statement for Stage 2 – 1 progression

		Not required for the initial changes but will be required later as part of fuller Stage 1 changes.



		Requirement to produce Local Recovery Plan for 3 – 2 progression, then update this for stage 1

		A Local Recovery Plan is not required for Stage 1. Sites need to ensure that the remaining backlogs are incorporated into RMPs for stage 1 but not refresh their Local Recovery Plan which can be closed. 







Therefore, to progress from Stage 2 to Stage 1 sites must satisfy the following: 



· Update their Regime Management Plan (RMP) for Stage 1 (delivering the Stage 1 SOP) and incorporating any remaining backlogs from Local Recovery Plan. 

· Refresh their local Equalities Assessment for Stage 1

· Refresh any local risk assessments sitting below RMP (only for areas that have changed).

· Produce a Regime Summary stating the core components of the Stage 1 model for PGD approval.



Prison Regime models will be signed off by the PGD and ED who must review the Regime Summary and provide assurance that the regime proposed delivers sufficiency of regime and safety. Gold does not need to sign off regime models but will verify progression decisions to retain system integrity.





Sites do not have to implement the Stage 1 day 1 approach where more can be achieved. Some sites are able to deliver more in a timely fashion, having reprofiled and redistributed resource in order to deliver wider reforms. Sites are encouraged to do this where it can be achieved and to deliver more elements of their reform vision where they can. Stage 1 regimes should be a best effort model that is achievable at the point it is safe to drop controls; if more can be achieved without creating delays, prisons are encouraged to deliver as much as part of their ‘best effort’ regime. In all cases this must deliver a safe reduction in COVID controls, expansion of regime and step towards wider reform. 



Monitoring and review: 

PGDs will sign off Stage 1 day 1 regimes by endorsing the Regime Summary. This is essentially a statement of intent explaining the core components of the Stage 1 regime and the rationale for regime delivery decisions. The PGD will take assurance that the balance between safety and sufficiency of regime is achieved and endorse the model to verify this assurance has been gained. Once endorsed the regime summary will be shared with Gold who will maintain a national picture of Stage 1 regime delivery.



PGDs will monitor delivery against Regime Summary commitments. The weekly Regime Return will continue to be provided by the Prison to their PGD for endorsement. This will then be forwarded to the Recovery Programme Management Office (PMO) at MTPWG.Prison@justice.gov.uk who collate them. The data is then summarised in the Regime Dashboard which is published weekly to PGDs, EDs and other stakeholders. This also links monthly to the Staffing & Backlog calculator which follows a similar route but in addition is presented to the Prison Recovery Board (PRB) each month. 

Regime returns will demonstrate the level of delivery against Regime Summary plans. Regime Summaries will need to be updated quarterly to demonstrate progress from Stage 1 day 1 regime to fuller Stage 1 delivery. COVID Gold will provide case studies on prison Stage 1 regimes based on prisons that reach this point first. Regime Summaries will also be provided to HMIP to demonstrate the regime plans at each prison that reaches Stage 1. This will potentially become a vehicle for Governors to set out regime plans, changes and obstacles/interruptions both to HMPPS and HMIP routinely so that we establish a live regime narrative and rationale for all regime changes at each prison. 



Next steps and points of contact: 

The FRD team and colleagues in the operational line will jointly facilitate Stage 1 planning workshops during w/c 13 September. Each event will be reserved for a functional or specialist group of Prison Governors and Directors. FRD representatives will reintroduce the national Stage 1 requirements, design principles and explain the changes. They will also explain the timescale on national milestones and deliverables on FRD – eg when an updated Purposeful Activity definition will be available. This will lead into a discussion between Governors in a functional or specialist group to agree common approaches to designing regime elements for their sector, enabling Stage 1 planning. Invites have been sent to Governors and Directors, please contact Chris Gunderson if you have any queries on these events. 



Separate briefing events will be facilitated with PGDs and EDs, focusing on the safety/sufficiency judgement and onward delivery of reform once Prisons reach Stage 1. It is vital that we do not lose sight of regime reforms in the longer term, through immediate focus on progressing prisons to stage 1 faster. The reform elements of the Stage 1 model – include growing Structured On-Wing Activity (SOWA), linking OM delivery and sentence progression to regime participation and expanding the local catalogue of purposeful activities remain part of our longer-term regime vision.  In the interim we must increase the pace of progression so that prisons can remove social distancing and expand regimes where safe to do so.




