Principles for regime design post National Framework 
This briefing provides prisons with principles to consider when operating regimes at the point of exit from the National Framework. Regimes will be developed and operated locally as prisons progress towards a BAU level of delivery and manage enduring backlogs. This document does not intend to provide mandatory actions but give principles for local consideration, enabling each establishment to apply them to meet their business delivery. 

Managing and reducing backlogs including training, remains one of four recovery priorities, set for this period and we recognise these will continue to exert pressure. 
Prisons must have Regime Management Planning (RMP) system in place as per PSI 17/2017, for the day-to-day management of staff resources and regime delivery, to ensure that regimes are Safe, Decent, Secure, Resilient and Sustainable. 
The RMP presentation (see below) provides high-level guidance on the principles of regime management planning. In addition, we are organising five virtual RMP workshops for frontline HMPPS staff in May 2022. Requests to attend the RMP workshops should be made to the FRD functional mailbox at futureregimedesignteam@justice.gov.uk

The Stage 1 model originally issued in July 2021 included a Regime Review Tool which outlined principles for building regimes during recovery. Whilst we recognise that aspects of this model have become less pertinent, the principles included the following which remain relevant:  

· Regimes should represent a locally determined balance between safety and sufficiency (judged by the Governor and endorsed by the PGD).
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· Access to regimes should be fair, inclusive, and consistent and regimes should attempt to even out pre-COVID disparities in levels of access.
· Establishments set local group sizes and supervision arrangements for each activity and area. All must be covered by risk assessments agreed locally. 
· Regimes do not have to change everything from pre-COVID. Where activities, movements and other aspects of regime remain safe and purposeful, supported by reviewed activity risk assessments, these can be maintained.
· Prisons should set a safe level of access to all areas including traditional (tier 1) activity areas such as workshops and do not automatically need to reduce numbers or revert to part-time activity. 
· We must safeguard commercial and contractual requirements by maintaining the number of prisoners in contracted activity areas, including those serving the internal market - Critical-prisoner-roles. 
· Those prisons able to increase or introduce extra-curricular enrichment activity (tier 2) including structured on wing activity (SOWA) should do so.
· Prisons should consider the needs of complex prisoners, those not engaging or minority groups and ensure every prisoner has access to sufficient tailored purposeful activity to meet their needs. 

The focus is on providing a regime that represents a best-effort balance of safety and sufficiency for all that can be sustained and consistently delivered with existing resources. These are principles to support current recovery during the current financial year. 

During this period the Future Regime Design (FRD) team will be working with Governors and other design partners including frontline staff to develop a new National Regime Model that will reform regimes in the longer term. Engagement commenced at the Governing Governors Forum (GGF) in May 2022 with valuable input.  A design phase will launch to create the National Regime Model, running until January 2023.

In the interim the first two elements of the National Regime Model have been developed and published to signpost establishments to future changes. A new definition of Purposeful Activity has been created together with a Technical Note (see below) explaining its use. 
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A new Tiered Regime Model template has also been developed. In the longer-term regimes will be developed using this template and contain a locally designed combination of tier 1 (core-curriculum) and tier 2 (extra-curricular) activities to meet local needs and prison function. 
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Whilst managing the enduring pressures, prisons that can introduce new tier 2 activities run by staff, prisoners and/or third sector agencies are encouraged to do so. As an enabler to tier 2 activity NOMIS has been enhanced to enable tier 2 activity to be recorded alongside existing and traditional activities. Tier 2 activity is also covered by the new definition of purposeful activity. Guidance has been produced on Recording Purposeful Activity to reflect these changes.   

The National Regime Model will eventually deliver the HMPPS “Time Well Spent” vision. 
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Time well spent means supporting prisons to perform their specific functions efficiently and effectively, maximising resources and using evidence and learning to deliver consistent, safe, decent, secure and rehabilitative regimes. Time well spent also means:
 
· Every activity matters – all activities contributing to a prisoner's resettlement.
· Right services, right person – individuals receiving the right activities and services at the right time through greater personalisation in regimes rather than success being measured solely by quantity in available activities. 
· People, place and purpose – better rehabilitation outcomes include opportunities for staff and prisoners with skills to design and deliver activity for others; people going to the right places to meet their needs and a new definition of purpose.  
· Safety, sufficiency, quality and quantity – prison regimes will deliver a balance between accountability and autonomy by providing national products and parameters to guide local regime design whilst safeguarding consistency and delivery against national expectations.


For further information on this briefing please contact the Future Regime Design Team – futureregimedesignteam@justice.gov.uk
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Purposeful Activity definition:

Purposeful Activity is time spent by an individual that contributes to at least one of the following:
i) Identified progression needs, to reduce an individual’s risk of re-offending

i) Benefits to prisoner and child confidence and wellbeing, including activity, ensuring their
voices are heard.

ii) Enhancement of educational, inter-personal, life or leisure skills

We are broadening the definition of Purposeful Activity to help provide a more expansive & meaningful regime
through recognising a greater variety of activities, to include: Visits and Family contact, Settlement/Induction
period on entry into custody, Resettlement and Offender Management activities (including Key Work/CuSP),

Safer Custody work, Health, Faith, Wellbeing, and SOWA alongside existing purposeful activities such as

Industries and Education. This will give credit for the full range of meaningful activities provided and to
prioritise these in local regimes through an assessment system that rewards individual needs being met and
progress made. Purposeful activity (PA) is a crucial element of the prison regime and it is related to lower levels

of aggression within the prison establishment and improved mental wellbeing.

Notes
i) Further guidance on Purposeful Activity and the definition can be found within the PA guidance document.
ii) In PMP’s, any terminology used in contractual CDI'S would remain and negotiated locally.
iii) In the YCS, this will include transitions, resettlement and Custody Support Planning (CuSP)
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Tiered Regime Model

The Tiered Regime model is a step away from one-size fits all delivery pre-COVID wherein all activities
were deemed purposeful, and prisons were measured on how many prisoners they could provide
access to them. Each tier of the model will be linked to a part of the purposeful activity definition and to
a performance measure so that both are promoted, and more credit is given for enrichment and
wellbeing activities as well as traditional activities aiding progression.

It is essential that Tier 1 activity is not sacrificed to deliver Tier 2 activity, whilst maintaining a balance
between safety and sufficiency.

a) Tier 1 activity is conventional curriculum including Industries, Education and general work
placements as well as resettlement activity and sentence planning objectives. Tier 1 will be
maximised for those individuals who have the skills, knowledge and confidence to participate in
these activities. However not all prisoners will have their regime set at 100% tier 1 activity, this will
be reduced for individuals less confident or less able to participate, regime targets will be set to
increase confidence and to enable the individual to become regime ready.

b) Tier 2 activity is extra-curricular enrichment activity. Tier 2 activities should be available to all but
may also encompass targeted activities for individuals who are marginalised from or unable to
access Tier 1 activities.

c) Foundation Tier has been created to safeguard sufficient delivery of reasonable regime
standards via inclusion of activities that are statutory entitlements or fundamental rights, including
time in the open air, time out of cell and access to showers.
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We strive for future prison regimes that deliver “time well spent” for all

We will promote purpose through personalised, meaningful activities that address individual
needs and risks. Focusing on quality and quantity we will measure the impact on the individual
as well as time in activity. We will build on technological advances and work with partners to
ensure our regimes promote rehabilitation and equip individuals with skills to succeed. We
will ensure that prisons of all categories meet their objectives, enable progression and give
hope within and beyond prison walls.

We will make prisons a place of safety, decency, order and control as the basis for regime
delivery. We will provide a positive environment that safeguards individual wellbeing to settle
and adapt to time in prison. We will foster a positive custodial experience and an open
learning culture that maximises purpose in and out of cell, on and off wings. Life in prison will
become a chance to prepare for a law-abiding life upon release.

We will enable people to be their best by supporting staff to support prisoners. We will provide
opportunities to develop and progress, promoting agency, wellbeing and active participation
in regime decisions. We will ensure that those serving time take personal responsibility and
enable individuals to make effective use of their time. We will also enable our staff to be
confidently in charge establishing control and order, with our leaders delivering their local
vision for prison regimes and reform.
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RMP presentation


RMP presentation


Regime Management Planning 

Guidance for creating the RMP
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Workshop outcomes

What is an RMP

Understanding H&S – RA/SSOW and the implications

Minimum Staffing Levels

Designing Operating Procedures

RMP Mapping (including Alarm Response)

Desk Top testing

Communicating Effectively
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Background

		The Regime Management Planning Guidance (RMPG) was introduced in August 2014, against the backdrop of the introduction of efficient operating models that reduced profile resilience, staff shortages and a rising prison population.  

		The original guidance aimed to support Governors in their management of resources to a deliver safe, decent and secure regimes during this challenging period.

		Revised guidance aims to build on the principles of the original RMPG, providing additional support on the design and communication of plans.
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What is an RMP

A RMP will clearly set out the full range of prisoner activities and services that will be delivered within the prison. It will identify and communicate required staffing levels, safe operating procedures and processes to manage short and long term regime planning.

The following regime operating states should be used to capture delivery of activities and services:

		Patrol / Night State

		Red (Delivery of essential activities and services not sustainable beyond short term)

		Amber - Red (Reduced but sustainable delivery of activities and services)

		Green - Amber (Majority of activities and services delivered)

		Green (Full delivery)
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Regime: Resource Diagram







Understanding H&S – RA/SSOW and the implications

		The RMP is a key Health and Safety document.

		Risk Assessments are an essential part of maintaining a safe RMP.

		Operating Procedures should be used to replace prisoner facing Safe Systems of Work (SSOW).

		Operating Procedures should be made up of universal controls (applicable to all prisoner facing areas), and area specific controls.

		Operating Procedures should be in a standardised format so staff are able to ‘pick up and go’ when working in other areas.







*









RMP Process

		Mapping Exercise



To assist in identifying staffing thresholds for each operating state and the weekly hours cost for each operating state.

		Annex A – Prison Activity and Services Information



To be used by all staff and stakeholders and to provide a clear overview of the activities and services on offer.

		Annex B – Prisoner Supervision and Unlocking Procedure



To determine the agreed regime and the required staff resource and to advise prisoner facing staff of safe operating practices.

		Annex C – Prison Regime Operating Procedure



To assist Operational Managers and People Hubs, providing an overview of operating states and the underpinning process used to manage regimes.
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Designing Operating Procedures

		Constructive engagement with local trade union officials. 

		Operating Procedures will vary from establishment to establishment. (e.g. Establishment Layout, Prisoner Category etc.)

		All Operating Procedures will be informed by current Risk Assessments.

		Operating States have staffing thresholds and therefore safe Operating Procedures need to be designed to support the delivery of a stable regime with varying staff numbers within each Operating State. 
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RMP Mapping

This template can be used to outline the thresholds for each operating state.



Using your local profiles, identify all of the tasks for any given day and allocate a cell per person. Be careful not to ‘double count,’ staff.
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RMP Mapping

In order to set the threshold for a ‘Red’ regime, identify the staff required for patrol, alarm response and the number of staff required above this to be able to deliver a heavily curtailed regime (e.g. Medication, Controlled meal service, essential workers)
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Minimum Staffing Levels

Underpinned by the establishments agreed Risk Assessments and safe operating procedures, Minimum Staffing Levels (MSLs) are the agreed operational staff resource required to meet a prisons minimum expectations for regime delivery.



The following description of MSLs is provided by Bulletin 8:



‘In the interests of staff and inmate safety, security and control, minimum staffing levels should be set by Governors in consultation with Regional Directors after discussion with the local branch of the POA.’



The MSL should provide a risk assessed alarm response and for planning purposes, it is recommended that the MSL should sit at the bottom of the Amber – Red operating state. 
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Alarm Response

		As part of H&S requirements the baseline staffing of the Red operating state will need to provide an agreed alarm response for cumulative delivery of activities and services across the prison, up to and including the Green regime. A system must be in place to inform staff prior to each period of unlock (i.e. AM, PM or ED), that the alarm response requirement has been met and that unlock can commence. 

		The alarm response must be maintained during all periods of unlock and will not be reduced by any factors either predictable or unpredictable. Staff detailed for alarm response must be in date with C&R; and have the correct personal protective equipment for example radios, shoes and batons.









RMP Mapping

To set the threshold for  the Amber – Red regime, identify the staff required to offer a reduced but sustainable regime. (e,g. medical appointments, visits, external escorts, domestics, limited activity).
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Alarm Response Considerations

		Can the alarm response be maintained during the required periods of unlock?

		Will it be effected by any factors either predictable or unpredictable? 

		Are identified staff appropriately trained with the correct PPE?

		Are distances to travel realistic and safe?

		How is the alarm response identified and checked in place?









RMP Mapping

To set the threshold for a Green – Amber regime, identify the staff required to have most services and rehabilitative work running. At this point, it should be feasible to have all prisoners attending activities and some of the flexible work in the profile being carried out. 
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RMP Mapping

The top threshold for a Green regime would be a fully staffed detail. At this point everything on the profile should be deliverable including all flexible work.
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RMP Mapping Exercise

		Break off into establishment syndicate groups

		1 facilitator with each group.

		Develop the RMP Map in order to set staffing thresholds.

		2 Hours and then reconvene.

		Desktop and resilience check.
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Desktop exercise







Ongoing Work and Communication

		Set up a working group back at your establishment to continue the develop the RMP.

		Working Group should include SMT and POA representatives as core members and may require other stakeholders to attend throughout the development.

		When operating procedures are being developed, it is important to engage with key partners and contractors so they understand the impact regime reduction may have on their ability to deliver. 

		Communication is key and will be necessary with all parties within the establishment so they are able to facilitate the regime.

		Relevant staff supervision and unlocking operating procedures need to be available in all residential and activity areas.

		Ongoing support is available from BDG and POA NEC.







*
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Annex C Testing the Model
Using the example process below, testing shoul
operational working, with each Operating State

the Operating State

Produce Daily Detail Overview

Al those involved in the desktop will need to be able to view, a
mock up of a days detail, this could be done live on In-Vision but]
is easier if provided on a summary sheet. Staffing required for
each area of the prison should be displayed.

The Daily Detail Overview will start in a Green
Operating State and will be tested by the
application of Operational Scenarios until the
Prison moves into the Red Operating State.

Apply Operational Scenarios

To avoid the application of too much control during the
exercise, this is best done using chance cards.

Alist of resourced based operational scenarios should be
wiitten onto cards or bits of paper and include things like staff
sickness, emergency escorts, minor incidents and other
operational events that require a review of staffing resources.
Scenarios will be turned over or drawn at random and then
applied to the daily detail.

try and recreate the daily stres
eing tested to bre
pressures can be absorbed preceding moving to the next Operating State and if the i

ilient enough to remain functional during a normal working day.

When each Operational Scenario is
resolved the Daily Detail Overvi

| be updated, to reflect the new
available staffing resource.

Decisions to resolve each
Operational Scenario should be
determined using a Whole Prison
Approach and consideration should
be given to:

The RMP

SSoW

Safety, Decency and Security
Impact on Stability

Impact on Performance

Scenarios should be resolved
realistically and required actions
should be noted, for example the
need to publish a notice to prisoners
pending a wing closure.

and strains of day to day
eaking point. This will inform what
ntified staffing within
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Master PA Technical Note 28.2.docx
		Title

		Technical Note: Purposeful Activity definition





		Application of the Paper

		It is not expected that the principles of the Purposeful Activity definition will be immediately deliverable but sets the context of recovery and sharing of tools to enable the build process. 2022/23 is the year to implement and learn, but fully acknowledge that the Prison Service will not be operating in a normal fashion due to recovery from the Covid pandemic and staffing pressures/backlogs. 



Therefore, the expectations are for the principles of the Purposeful Activity definition and the Tiered regime model to be applied when designing a “Best Offer” regime. This will then need to be aligned with the RMP RAG status for an effective regime delivery.





		Background



		Historically purposeful activities were defined as those taking place in traditional areas such as education and industries. Purposeful activity recording in PPT comprises the Time in Industries measure and the output score for PA awarded by HMIP. 



As part of the Future Regime Design Project (Transforming Delivery in Prisons) a broader definition of purposeful activity has been developed which recognises that purposeful activities are those that deliver against an identified need and as such can be a broader range of activities. 





		Rationale for change

		Through the COVID-19 pandemic, restrictions to prison delivery have presented a unique opportunity to transform regimes. COVID showed we must move away from the one-size fits all approach to regime.

Many regimes were characterised by activities that were deemed inherently purposeful for all, rather than offering the right services linked to a prison’s core function.



We need to ensure that we make the most of the available time that we have with every prisoner, tailoring our approach to their individual needs, this will be achieved as the future regime products are developed. 



The current performance measure in due course will be developed further to deliver quality and quantity performance data from across the wider activities reported on NOMIS.



A new set of tailored governance frameworks setting out the regime requirements for functional prison cohorts are planned.





		Components of the definition

		We have split the definition into component sections: 

1) A new definition of Purposeful Activity

2) Tiered regime model

a) Tier 1

b) Tier 2

c) Foundation Tier

d) Financial position within the Tiered Regime Model



		1) Defining “Purpose”



		New definition of Purpose



Purposeful Activity is time spent by a prisoner that contributes to at least one of the following objectives:



i) Addressing risks or needs related to risk of reoffending or resettlement objective, as identified through Offender Management work or other formal assessment 



ii) Enhancement of personal wellbeing, physical or mental health 



iii) Enhancement of inter-personal, social or life skills (including completion of safe settlement period to become confident and regime ready).  



Footnotes

Purposeful Activity definitions within PMPs contracts remain unchanged and the Contract Delivery Indicators (CDIs) definitions for each contract remain as per pre-COVID, any change to purposeful activity will be managed via contract change with MoJ Commercia and Custodial Contracts Group. For wholeness those contracts with a TooC measure also remain unchanged by this note.



Purposeful activity in YCS sites will include transition support, induction and Custody Support Planning (CuSP). 



Access to recreation/socialising in a safe manner is recognised as an essential activity for personal development, especially in YCS and Women’s estate.



It is not possible or desirable to try and define every activity that should or should not be deemed purposeful, instead we are establishing the principles as a framework for application. 





		2) Tiered Regime model 

		Tiered Regimes



The Tiered Regime model is a step away from one-size fits all delivery pre-COVID wherein all activities were deemed purposeful, and prisons were measured on how many prisoners they could provide access to them. Each tier of the model will be linked to a part of the purposeful activity definition and to a performance measure so that both are promoted, and more credit is given for enrichment and wellbeing activities as well as traditional activities aiding progression. 



It is essential that Tier 1 activity is not sacrificed to deliver Tier 2 activity, whilst maintaining a balance between safety and sufficiency.



a) Tier 1 activity is conventional curriculum including Industries, Education and general work placements as well as resettlement activity and sentence planning objectives. Tier 1 will be maximised for those individuals who have the skills, knowledge and confidence to participate in these activities. However not all prisoners will have their regime set at 100% tier 1 activity, this will be reduced for individuals less confident or less able to participate, regime targets will be set to increase confidence and to enable the individual to become regime ready. 



b) Tier 2 activity is extra-curricular enrichment activity. Tier 2 activities should be available to all but may also encompass targeted activities for individuals who are marginalised from or unable to access Tier 1 activities. 



c) A Foundation Tier has been created to safeguard sufficient delivery of reasonable regime standards via inclusion of activities that are statutory entitlements or fundamental rights, including time in the open air, time out of cell and access to showers.



d) Financial position within the Tiered Regime Model



· Tier 1 activity attendance attracts pay per session



· Tier 2 activity attendance does not attract pay. However, incentives/financial bonuses may be used to recognise/reward achievements gained through these activities



· Funding: All purposeful activity attracting pay and/or financial bonuses must be funded through local pay budgets or other locally sourced funding. 





		Tier 1 Examples

		Tier 1



Examples of Tier 1 but not limited to the following:



· family or social contact

· healthcare services (for mental or physical health)

· faith services inclusive of personal or collective worship

· education*

· settlement activity (such as induction and resolving immediate need)

· work* (e.g. participation in maintenance party, gardens, kitchens)

· industries*

· resettlement/transition and reducing reoffending 

· key work/CuSP and offender management



(*) we are not saying in this section that the same work, industries or education activities are inherently purposeful for all prisoners (this would undermine our drive for greater personalisation and tailoring of regime to individual need). Instead we are saying that participation in work and education are generally purposeful for those prisoners who are able to engage in them. 



The new regime dashboard now records Purposeful Activity directly from NOMIS data. This will be reflected within PPT in due course. 





		Tier 2 Examples 

		Tier 2



Tier 2 activities are not formal or traditional curricular activities but can be purposeful to an individual. Tier 2 activities may be delivered by staff/prisoners and/or 3rd Sector groups. These include, but are not limited to the following: 



· Participation in structured extra-curricular activity 

· Peer support (administering or receiving)

· Involvement in a prisoner engagement or consultative group

· Learning or practicing a new life skill (e.g. timeliness, problem solving, employability skills)

· Engagement in charitable work

· Providing a service to other prisoners

· Personal health, structure, confidence or hygiene activity





		Foundation Tier Examples

		Foundation Tier

The Foundation Tier is reserved for core delivery requirements that are considered a priority – for instance activities that are a basic human entitlement or right such as access to a shower or time in the open air. There is expectation that these activities will be made available to all.

These activities will not routinely be recorded within the purposeful activity attendance process. However, if they have been identified as a specific regime target/objective for an individual who is inhibited for any reason from accessing them they may then be included in the purposeful activity reporting process until the objective is met. 

Examples of Foundation Tier but not limited to the following;

· Access to showers

· Access to time in the open air

· Access to medication

· Access to phone calls

· Access to cell cleaning or decoration

· Access to wing services such as the laundry.

· Access to domestics

· Investigation or resolution of a complaint

· Access to support in relation to an ongoing case or legal matter

· Specialist support such as translation services or advice.

· Unstructured recreation time



		Health & Care Services

		Purposeful Activity and Access to Health and Social Care



The statutory duty on HMPPS and Prison Governors and Directors is to make arrangements to ensure that prisoners have access to healthcare services.  

HMPPS is routinely criticised for failing to enable successful delivery of healthcare services and is not able to recognise the excellent work taking place to prioritise healthcare attendance within regimes. 

By reporting the full range of health and care activities available to prisoners along with their attendance, will help Governors to demonstrate their legal responsibility to enable access to health and social care services.



 





		Recording Output:

		How PA must be recorded



Each purposeful activity in Tier 1 should be recorded via NOMIS in adherence with the guidance issued to prisons in November 2021. The new dashboard will record the attendance/engagement of Tier 1 activities. 



Tier 2 activity will be recorded from April 2022 using the Tier 1 activity attendance recording process. This data will not be included in the re-launch of PPT in April 2022 but will be developed to be included at a later date. Further guidance will be issued at a later stage.



A simple form has been created for prisons to reach out for new ideas and/or to publicise a new regime activity.







		Publish Date:

		March 2022



		Proposed application & measurement

		Under our proposed changes the new components will be linked to the performance measures in the purposeful activity domain of the Prison Performance Tool (PPT). 



		Governance Systems

		Governance will be through establishment, Regional PGD Office, HMIP, OSAG, IMB, OFSTED and other inspection agencies.



		Authors:

		Future Regime Design Team

Paul Archer and Abigail North

futureregimedesignteam@justice.gov.uk 
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Activity Description Sheet (ADS)


ADS should be used Purposeful Activity (PA) and Structured on Wing Activity (SOWA)Name of Establishment:
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What is the Activity Name?








What is the purpose of the activity? (Benefits and for who?)








What outcome can be achieved by completing the activity?








Is there a cost to delivering the activity?








How many people can complete the activity per session?








What is required to run the activity? (Staff/Equipment?Room etc.)








How long is each session and how many sessions to complete the activity?
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Safety and Sufficiency principle

Safety is a well understood concept with a focus on protecting individuals from harm from
violence, self-harm etc. Sufficiency in this context means more than a reasonable number of
hours or consistent access; it also includes quality of the regime offer, value for money and
regime outcomes for prisoners. Any reduction in hours and activities must be carefully
considered and smaller regime groups or changes to purposeful activity must be merited,
justified and balanced against any regime depreciation that results from the changes.

Sites do not need to adopt smaller regime groups universally, ban all mixing or reduce access
to activities that remain safe and purposeful. Changes are only required where pre-COVID
models were unsafe and/or where positive changes can be achieved — e.g. reduction in
prisoner access to achieve parity and consistency of regime.

High levels of safety
outcomes without a
sufficient or meaningful
regime

Poor safety outcome but a
“fully open” regime focused
on quantity.

SAFETY OF OPERATION

SUFFICIENCY OF REGIME





