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HOST Policy Research


Established in 1986, HOST has built an international reputation for bringing a fresh approach to market intelligence and policy research in education, employment, training and related studies.  HOST has also built up a strong track record across the public sector for practically focused evaluation studies.

Our goal is to ‘…support policy, good practice and innovation in employment, workforce development and related business issues through practical leading edge research and related activities’.  Recent client organisations have included:

· Government departments, including DIUS (formerly DfES), OME, DfBERR, (formerly DTI), DWP, Home Office, and various other directly managed national and regional agencies, including a number of RDAs.

· The Quality Improvement Agency, Learning and Skills Council National Office, and a range of local LSCs.  HOST has framework agreements for research and evaluation with the LSC National Office (in three areas:  good practice, operational evaluation and strategic evaluation), and with QIA.

· Sector Skills Councils (SSCs), and Standard Setting Bodies (SSBs) - HOST has a research framework agreement with the Energy and Utilities SSC.

· The Training and Development Agency for Schools, QCA and SQA, and other education development and quality assurance bodies in the public sector.

· The European Commission, and Cedefop.

· Non-governmental and voluntary organisations.

Full details of HOST clients are available on HOST’s website.  HOST’s work across these is widely recognised as practical as well as authoritative.  Our work programme has included numerous sector and cross-sector studies to inform policy developments, and enhance participation and the delivery of education and employment programmes.  
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1.
The Exodus Development Partnerships

Introduction

In spring 2006, an external evaluation was commenced of a very large-scale and ambitious programme of local projects working with offenders and ex-offenders to build their employability and to secure employment and post-release education and training.  Exodus had by then been operating for some months, was funded by the ESF EQUAL programme which sets out to help:  ‘…people who are in difficulty in being integrated or re-integrated into a labour market that must be open to all’.  It has been a bi-regional programme which sought to help reduce recidivism among short-term offenders and persistent and priority offenders (PPOs) in London and the South East.  

This report draws together summary profiles of the projects which were at the heart of Exodus.  Each has been innovative, and has had a significant measure in building collaborations which could help a wide range of beneficiaries.  Together they have supported 928 beneficiaries in the last two and a half years, some of whom have been able to secure early employment or education and training.  Most have been seen to have benefited from intermediary outcomes which could help them in building their future employability.  

The report draws on the independent evaluation
 by the HOST Policy Research team who have worked closely with these projects.  It aims to provide a snapshot of each of the delivery projects, some larger than others, but all adding to Exodus’ capacity in the two regions.  This local level summary supports a full and separate assessment of the cross-project achievements of Exodus,
 and the implications for future developments aimed at resettlement of offenders.

Exodus and reducing re-offending

Following a planning and foundations building stage (Action 1), Exodus moved into its delivery stage (Action 2) in summer 2005.  This was expected to last for two years to July 2007 but was further enhanced by an agreed significant extension to Action 2, which saw most local projects continuing under ESF-EQUAL funding until December 2007.  Its central goal has been to promote social inclusion through reducing re-offending and by facilitating offender rehabilitation through employment.  Action 2 aimed to be highly devolved and to empower local partnerships of VCS and statutory agencies.  

Centrally, it has consequently operated through a unique and evolving multi-agency central Development Partnership brought together in the (then) Management Group (later Strategy Group) and linking both London and the South East through devolved delivery through a series of sub-regional projects.  Exodus initially funded a total of 13 initially funded individual Local Development Partnerships (DPs).
  Action 2 was in turn central to the transfer of learning of these projects through Action 3.

Exodus has been a very ambitious and complex programme, involving various tiers of activity - trans-national, regional-national and also sub-regional.  At the heart of its delivery has been the front-line development of the 13 local collaborations, organised through nine distinct partnerships.  These are the focus of this report.  No attempt has been made to look across the finding from each partnership - issues which, along with the other tiers of Exodus activity, have been addressed in the main evaluation report from HOST.  

The evaluation

The evaluation has looked at all tiers of Exodus activity, and this has been set against the regional and national policy context which has been evolving as Exodus has itself developed, and anticipated a multi-layered series of activities, staged assessment and progressive reporting to partners.  Figure 1 summarises how the evaluation model planned to integrate evidence gathering across the different facets of Exodus activity.

Much of the evidence set summarised for the nine DPs below
 has drawn on the work of the evaluators in Stage 3.  This involved:

· A progressive and two-tier review of local DP working models, progress, processes and achievements against goals and programme expectations.  This combined in-depth fieldwork on five of these projects (Blue Sky, Action Acton, St Giles-Holloway, Southampton-City Limits and Project Spring-HMP Springhill) with light-touch assessment (and an end-of-Action 2 review) with all DPs.  

· In-depth reviews were selected from the early evaluation activity and also from a cross-DP review of those most relevant to future mainstreaming.   These included staged interviews (in autumn 2006, late spring 2007 and October-November 2007) with project managers and practitioners in lead partners and in selected stakeholder partners, and also an early 2007 input from beneficiaries in each.

· For those DPs not selected for in-depth review, end-of-Action 2 reviews have been conducted using the same range of interviewing with lead partners, front-line staff and also delivery partners.  There has been no beneficiary contribution to the evaluation of these DPs.

Available local and central management in formation was also reviewed to support the local fieldwork.  This stage of the evaluation has also included three cross-DP review events, organised as stakeholder workshops to disseminate, feed back on, and critically review, evaluation findings.  The evaluation methodology has been set out, and appraised, at length in the main evaluation report.
The case study summary report

This report complements the wider evaluation.  It draws on more detailed DP-level case studies developed by HOST within the evaluation, and sets out short profiles for each of the nine DPs.  These are organised to a consistent structure to allow for some comparison across often highly diverse local projects, by looking at:

· A short introduction to each DP and its background within Exodus.

· An outline of the delivery collaboration, its scope and origins.

· The aims and scope of the ESF-EQUAL funded activity in the DP.

· The implementation and co-ordination of the delivery of the beneficiary support activities, and its added value.

· A review of some lessons learned in the operation and evolution of the DP, and its demonstrated impact.

· A short review of the next steps for the DP, going beyond ESF-EQUAL funding towards sustaining its activities and focus.

A particular feature of this and other HOST evaluations of publicly-funded education and employment initiatives is that it draws on staged and co-operative review of findings and issues arising throughout the research.  It is nonetheless an external review by HOST, informed by wider feedback, but which remains an independent interpretation and assessment. 

Figure 1:  Evaluation framework for Action 2



















2.
Case Studies

Case study A:  ACTION ACTON:  A VCS-led collaboration in West 
                         London
Introduction
Action Acton (AcA) is a voluntary sector organisation based in London which was involved in Exodus both as a direct contractor and as a sub-contractor to a larger voluntary sector group.  Delivering both STC and PPO, it is a body with considerable experience of delivering community, economic and business initiatives to wide-ranging ethnic groups within two London boroughs.  The Exodus project delivered through AcA had two elements:  
· Targeting short-term custody prisoners released into the Borough of Ealing from HMP Wormwood Scrubs and with St Mungo’s Trust as the main referral agency.  
· Working with PPOs living in Hammersmith and Fulham mainly through referrals from St Giles Trust from prisoners released from other London prisons.

AcA became involved in Exodus early in 2005, although actual delivery did not begin until November 2005, and for the duration of this project recruited three staff, one of which held the co-ordinator and development role.  They were actively encouraged to take part in Exodus by those responsible for setting up the London VCS-statutory agencies consortium, who were very keen that the voluntary sector had a presence in the project in order to enlarge voluntary sector/public agency collaboration.  

The delivery collaboration

AcA had been particularly concerned for some time about the need to offer support to short-term custody offenders because little if any resources were allocated to this group on release, despite much research that indicates that they are most vulnerable to re- offending.  AcA felt a relatively small but manageable project within Exodus would offer an excellent opportunity to test novel processes, and explore cross-agency collaboration and information sharing.  They also saw scope to trial client assessment and diagnostic tools which could be themed to the ‘seven pathways’ which the Home Office have designated as key to assisting individuals not to re-offend.  
AcA recognised that although such things as job brokerage have always been offered by the partnership agencies, this focus would provide at the very least a focus and a means of tracking clients and outcomes, and at best could develop robust relationships between those employed in the various organisations involved.  Subsequently AcA, and their contract partners - St Giles and St Mungo’s - also saw synergies with some of their existing activities.  In particular, they felt that the formal objectives of Exodus fitted well with other initiatives related to individual action planning, and would provide further opportunity for collaboration with Prison and Probation Services. 

Pivotal to the planning and delivery of this Exodus project was the development of systems and processes to address offender needs that take account of all personal social and welfare issues, and which help to provide offenders with a means to improve their life opportunities and employability.
The consortium roles and associated responsibilities were agreed at the start of the project and did not change significantly.  In addition to the main partnerships and agency collaborations, links were developed with Drug Action teams, Job Centre Plus and voluntary organisations across the boroughs that work with the disadvantaged. 

The Probation Services reported a strong and valuable working relationship with the Exodus delivery team throughout the project which included sharing information, client progress reports and daily telephone contact.  They realised the value of such things as the additional funding for PPOs for travel expenses, training courses, and interview costs, and the support offered for interview preparation.  Ealing Probation Service said that they eventually become reliant on Exodus and without it the:  ‘PPO scheme in Ealing Borough would not have been able to function to its full potential’.  Collaboration with the Prison Service was variable because although intentions were good, bureaucratic systems and such things as staff shortages or sudden increases in numbers of prisoners make continuity hard to establish. 

Aims and scope

The aims of the project were to:

· Support offenders on short-term sentences and remand from custody and PPOs towards sustainable employment through a package of support including job brokerage, assessment of skills and capability, and by increasing their personal effectiveness.

· Develop protocols so that collaboration with other voluntary sector agencies and public sector agencies was clear and unequivocal.

· Develop links and a fit-for-purpose data base of employers which would facilitate more effective job brokerage.

· Develop links with those agencies that substantially affect the lives of the client group such as housing and drug agencies and Local Authorities.
· Offer cohesion with local/national strategies and initiatives.
· Contribute to the overall aims and objectives of the Exodus project, including regional and national activities. 

· Work towards a model of assistance to ex-offenders that could have longer-term sustainability and impact.
These objectives have remained unchanged through the life of the project.  The summer 2006 reorganisation of Exodus had no obvious impact on the project’s focus, and made little operational difference.

Implementation

The project staff worked with around 20 short-term custody clients at any one time of which two thirds could be classed as actively engaged.  The team reported that 90 per cent of these clients had drug misuse issues, which is an area with which none of them were very experienced.  They consequently relied heavily on other agencies for support with this. For the PPO contract, around 25 were registered at any one time, with up to two thirds actively engaged.  Many beneficiaries had multiple problems connected to housing, welfare benefits or mental health issues, and often needed to be referred to other agencies before they could seriously consider work. 

One team member working with PPOs effectively became part of the Probation Service team, seeing clients on their premises, attending case work meetings and meetings with the Police.  This provided a cohesion which was recognised by Probation Office staff. Delivery of the Short-Term Custody strand was undertaken through a member of AcA staff visiting the local prison to identify and engage with offenders, undertaking some pre-release assessment, subsequently meeting each individual that had ‘engaged’ at the prison gates on release, and providing appropriate support. 

The model which AcA used was designed primarily to increase the chances of employability, and their whole delivery mechanism was focused to this end.  The process which began with engaging interest had defined critical points, when clients needed to be actively supported.  The team aimed to build up trust with clients, offering them a single contact point for information and guidance, and this approach resulted in many clients returning to the team for information and advice even when they had found work or a more settled lifestyle.

AcA worked especially hard to build up their database of employers, seeing this as central to efficient job brokerage.  They contacted employers by telephone and through personal visit and were particularly effective with construction companies and the warehousing and catering sectors.  
Employers contacted have been generally very supportive of the project and its aims.  Larger employers in the retail sector, and specifically Morrisons and Sainsburys, have been keen to support the AcA initiative.  It was felt these employers were more conscious of needing to contribute to the local community and had policies in place for corporate social responsibility.  

Additionally, AcA built a database of other agencies which linked to the work which they are delivering.  The delivery team met regularly to discuss how Exodus delivery could be improved or enhanced, to look at possible innovations, or raise issues connected with referrals or processes.  AcA is very aware of the benefits of sound marketing activities and took every opportunity to promote the project positively. 

Evaluation of the project operated at two levels:  
· Satisfaction with process and outcomes by beneficiaries. 
· Judgment (made by Project Network staff) on how far beneficiaries had progressed in their attitude to work/training, how they organise themselves and their life, and what further support they needed. 

There have been a number of successes with beneficiaries in both areas who have obtained and remain in employment.  Many of the beneficiaries that AcA have dealt with have made noticeable improvements in areas which, if not resulting in employment, has made the possibility of employment more likely in the short term.  The delivery team felt throughout that it was the quality of their engagement with beneficiaries which produced good outcomes in Exodus.  Hard outcomes were better than expected, especially in relation to jobs and training, while soft outcomes were more difficult to evidence. 

Some lessons learned

The partnership felt there were a number of factors connected to their model which were key to successful outcomes.  The model which was used to deliver this project offered numerous lessons in project management and delivery, including:
· Ensuring, in projects of this kind where a number of agencies have an input, that prison staff understand what the deliverers are trying to achieve and the eligibility factors, so that they can identify suitable individuals before release, and/or give out written information. 

· Potential beneficiaries physically being met at the prison on release and being taken to the AcA centre and/or to find suitable accommodation immediately was critical, as it capitalised on initial enthusiasm to change things in their lives which is at a peak on release.
· A transparent assessment and diagnostic system which highlights the barriers/risk factors which may hinder success.  This tool additionally was constantly being reviewed and improved.

· Guiding beneficiaries through every stage and staying constantly in touch with them, especially at the beginning of their engagement.

· Finding innovative ways to maintain client levels of enthusiasm for learning and work.  For example, some beneficiaries were given mobile phones and phone cards to assist them in better time management, others were given money management coaching.

· Network Support workers within the partnership that have an in-depth knowledge of what is available in the local area, who have good working relationship with other agencies, who can signpost to other agencies with confidence, and are able to manage their time efficiently.

· Promoting the project at every opportunity in order that employers and external training staff are aware of what the project is hoping to achieve.
· Making plans to secure finance for the longer term should begin at the first partnership meeting and remain an agenda item throughout.
· A good relationships with the larger local employers who are normally the most willing, in terms of finance and commitment to the local community, to consider ex offenders, and if an intermediary agency has credibility with them. 
· Building trust with each client, respecting their wishes and being considerate of their concerns.  This is the hardest to achieve and the most effective if it can be realised.

AcA has also become very conscious of the need to build distinctive staff skills and expertise in this specific area of client support and also brokerage with employers and others.  They see that ensuing that delivery staff also get support, training and opportunities for professional development, and to build up marketable skills, is itself a success factor for effective delivery and sustaining commitment among core staff.

Next steps

The delivery team believes that the working relationships between the statutory and voluntary sector agencies have been a success story throughout Exodus and it would have been impossible to deliver on any level without it.  A high degree of trust has been built up to the extent that the Probation Service and Police now regularly refer individuals to AcA for ad hoc help and support.  AcA are keen to build on these relationships but to date have had limited success in pursuing other funding opportunities to do so.  
The collaborations have, however, led to some prospective projects supporting this client group.  AcA and one of its existing partners has submitted a bid to the London Councils for finance for a year to continue with Exodus-style intervention across two boroughs and focusing on drug misusers.  They are also planning a bid for OLASS finance for a collaborative education and training project. 

Case study B:  Blue Sky:  A Social Enterprise Model led from the             
       South East
Introduction

Blue Sky Development and Regeneration was established in December 2005 to provide Intermediate Labour Market (ILM) employment to ex-offenders.  It is a not-for-profit company established by regeneration charity Groundwork Thames Valley (GWTV), employing only ex-offenders and offering them a real job and employment training.  It offers employment in grounds maintenance, and provides the social and employment skills necessary for its employees to enter or re-enter the workplace.  Blue Sky works with prisons, the probation service, local authorities and grounds maintenance contractors.  Its unique selling point is that: 
‘…you can only get a job, if you've got a criminal record’.

Blue Sky has a management team made up of a Chief Executive, General Manager and Team Leader, supported by a small administrative team.  The teams of beneficiaries are led by five supervisors in Hounslow, Hillingdon, Gloucester and Slough (where there are two teams).  

The delivery collaboration
Blue Sky leads a partnership between HM Prison Service, Bullingdon Community Prison, the St Giles Trust, the National Probation Service, CIP, Accord and Clancy Docwra.  There is a range of stakeholders involved in Blue Sky consisting of employers and potential employers, the prison and probation services.  Partners are divided into operational partners and funding partners:

· Operational partners:  Groundwork Thames Valley, Community Initiative Partnerships (CIP), HMP Bullingdon, Thames Valley Probation Service, St Giles Housing Trust.
· Funding partners:  European Social Fund under the Equal Community Initiative Programme, SEEDA, Clancy Docwra, Accord, Esmee Fairbairn Foundation, Henry Smith Charity. 

The evaluation has also shown that the Commissioning Manager for the South East Regional Offenders Manager's Office was very positive about the partnership between the voluntary, public and private sectors; he thought there had been a lot of learning around the different cultures.   He also felt that Blue Sky would not have come about without the energy and expertise of its Chief Executive, driven by GWTV, in writing bids for funding.  The Chief Executive of Blue Sky had been seen to be highly successful in building solid foundations for cross-agency collaboration with offenders and in particular in getting people around the table and encouraging them think about how to share information.  This has been especially valuable in building working relationships with the Prison and Probation Services and the voluntary sector.

Aims and scope
Blue Sky’s mission is:  ‘…to help break the cycle of re-offending and achieve long-term benefits for society’.   The original aim of the project as set out in the bid documentation was to:

‘Provide first-stop employment opportunities for ex-offenders in order to break the criminal cycle and maximise their insertion into the labour market.’ 

Blue Sky’s objectives fell generally into two categories, the first being short-term objectives concerned with the formalisation of the company, the production of policies and the acquisition of funding, while the second is concerned with the long-term strategic objectives which were as follows:

· Underpin the joint rehabilitation strategy by providing the chrysalis for ex-offenders to move from prison to sustained employment.
· Support the works of HM Prison Service, the National Probation Service and Learning & Skills Councils to ensure that provision is made to make learning for offenders more continuous, cohesive and applicable to the labour market.

· Provide the mode for ex-offenders to have access to sustained education, training and mentoring according to their needs.

· To provide clear socially cohesive benefits to the communities in which offenders re-settle.
· Demonstrate the positive benefits of employing ex-offenders to the labour market.
· Meet employers’ needs for a skilled, cost-effective, itinerant work force.
Blue Sky has also been keen to pursue these objectives within a social enterprise framework which could also meet existing skills shortages in the local economy, and provide the flexibility and versatility to ensure that the required skills base is available to meet any future skills shortfall.

Implementation
The project aimed to provide paid employment for a minimum of 30 beneficiaries within the first two years of operation, and seeking to move 60 per cent of those into full-time employment.  To support this, Blue Sky focused on employment in grounds maintenance, and to provide ex-offenders with the social and employment skills necessary for its employees to enter or re-enter the workplace.  
The recruitment process for Blue Sky started prior to the point of release and began with on-the-job training for a one-month trial period.  If successful, employees progressed onto a five months’ ILM contract.  Blue Sky employed beneficiaries for five days a week, from 37 to 40 hours a week, generally working from 7.30 am to 3.30 pm following the same hours as the contractor, but there is some flexibility over the finishing time if there is a beneficiary-specific need.  
Beneficiaries are paid £5.85 per hour plus the cost of their travel to work (over three miles).  Blue Sky crews are headed by a supervisor with a team of four or five individuals.  
To support these arrangements, Blue Sky has service-level agreements with its partners, and there are currently contracts in Hounslow, Slough, Hillingdon, South Bucks, and most recently Gloucester.  This model requires an intense level of supervision, both by Blue Sky and also by the contractor.  In its first two years, Blue Sky has taken on about fifty people, with plans to employ another thirty in the following year.  
Blue Sky now regards the project as in a consolidation phase.  The extension funding to Action 2 (June to December 2007) had been helpful in planning for this consolidation.  Overall, Exodus has enabled Blue Sky to grow at a much quicker pace than it would otherwise have been able to do, as it has been able to create scale.  It concludes, there would not have been a prospect of sustainability without Exodus.  It also has enabled development of programmes which were not core, including the additional collaborations with Clancy Docwra and Bullingdon Prison.

Building on this experience, Blue Sky has in development a similar programme in partnership with Wormwood Scrubs and HMP Latchmere House, which it was expected would be delivered in conjunction with a new partner, the only difference being that the vocational area is horticulture as opposed to street based groundworks.  It is felt that this provides for an even better fit with the type of employment Blue Sky can offer.  In addition, Blue Sky had also won a new one-day-a-week contract until the end of the financial year with Cemex, which operates 140 quarries throughout the country. 

Blue Sky has promoted its work through its website, its own publicity material and events, including most recently a House of Commons reception (held on 8 November 2007).  The project had been featured on a recent edition of the Politics Show on BBC2 in which some of the personnel involved had been interviewed, and the Chief Executive has spoken at a number of conferences, including one in Portugal. 
Some lessons learned

Blue Sky feels it has been able to create some high profile success stories through Exodus partnerships and demonstrate the potential for offender ‘first start’ paid employment through a social enterprise model.  Individual success stories have tended to be about those beneficiaries with an older profile, something confirmed by other evaluation evidence from the beneficiaries themselves, who had observed that the younger participants in Blue Sky ‘have not lasted’.  According to these beneficiaries, younger entrants:  ‘…did not take it seriously enough’ and:  ‘…weren’t ready for it’.  They also suggested that the Team Leader knew when someone was ready; in their words:  ‘…he can read people’ and:  ‘…is a good judge of people’.  
Those beneficiaries who had proved successful were described by the team members as:  ‘…ready for Blue Sky’ and it was observed that the supervisors nearly always knew by the end of two months who would stay the full course.  Three or four contracts with individual beneficiaries had had to be terminated for drugs offences.
It was felt by Blue Sky staff that the people who needed help were the longer-term prisoners rather than PPOs.  There have been two women on the programme, but as one female beneficiary put it, the type of work offered by Blue Sky could be difficult for some women, although it suited her.  Blue Sky professed an ambition to be able to offer work in a different sector to enable more female ex-offenders to be taken on, but it was acknowledged that it had been proving incredibly difficult to support females, because of issues relating to family, partners and child care.  They do take referrals from other agencies, but few women were coming through.

The Team Leader felt that one of the most valuable things that Blue Sky offered beneficiaries was a six-month work record and a reference:  ‘….something they have never had before’.

The Street Services Manager for one of the partners, Accord, has said that Accord is committed to Blue Sky as part of their diversity programme and is keen to continue and extend the partnership.  He described the situation as:  ‘win-win’.  Although a little sceptical in the beginning, he thought it had been ‘…a first-class experience’, with the Blue Sky model producing reliable, hard-working, quick, committed staff, and he would not hesitate to recommend it.  The biggest unexpected outcome was the quality of the work done by the Blue Sky crews which exceeded expectations.  

The teams on the ground have grown, facilitated by Exodus, but while the Gloucester venture had given them a robust working model and increased confidence, it had also been a significant stretch to management capacity in Exodus.  This was because of the logistical problems associated with the project, which was a 100 miles away from the blue Sky operating base, and therefore involved several hours’ travelling each week.  
The quality of the team supervisor was seen as central to the Blue Sky successes.  With supervisor in Gloucester the first Exodus employee there, he also needed support from one of the management team each week.  However, Blue Sky is using the Gloucester experience to lever itself into the Bristol area and the rest of Gloucestershire, which will give a much better return on resources.
Next steps

For Blue Sky, mainstreaming has been about rolling out the emerging experience to future social enterprise contacts in groundworks, and related areas.  As shown above, there has been some early success in this with systematic development of a mainstreaming plan by Blue Sky managers and associated actions.  This has included bringing in external financial expertise to support roll-out and scale-up.  In addition, the recently acquired contract with Cemex, which involves a team working at the Stanmore quarry for one day a week, has the potential to become a maintenance contract.  It also introduces an element of variety to the work which Blue Sky offers and, it is felt, helps make the commercial world take notice.

Although it has worked through Exodus with PPOs and short-term offenders and will continue to do so, there will be a change in beneficiary focus to those who are most likely to be seeking employment.   With a view to the future, Blue Sky is looking at sustainability on several fronts.  These include expanding the existing core model of ILM employment in grounds maintenance from the five existing teams.  Blue Sky is looking to build up relationships with contractors on a national or regional basis, and is also working with the Groundwork Federation on putting together four regional bids for ESF funding. 

Case study C:  North-West Kent Partnership:  A probation service 
       led collaboration
Introduction

In late July 2005, Kent Probation Area (KPA) led a bid to Exodus on behalf of local partners to support mainly community-based work with prolific offenders.  Shortly afterwards, in September 2005, a project manager was appointed on a part-time basis and the core team of staff were recruited to the project, including a Case Manager, a Probation Service Officer (PSO) and an Employment Training and Education (ETE) Officer from Kent Probation, as well as a Police Resettlement Officer and Prison Officer.  The team had as its base a satellite office close to the Gravesend Probation Office.  The key features of the project were the multi-agency team approach, and the intensive level of support provided by a designated ETE Officer.  
The delivery collaboration

The project described itself as ‘…an holistic, integrated, multi-agency project led by Kent Probation Area, but also involving Kent Police, HM Prison Service, JobCentre Plus and Technology Enterprise, with input from other statutory and non-statutory agencies’.  The team covered an area bounded by Dartford, Gravesend and Swanley.  Exodus enabled this team to have all the prolific offenders under one umbrella, which made liaison easier and resulted in the team being able to deliver more input on a daily basis. 

The nucleus of the Exodus Project Team consisted of a Senior Probation Officer, a Probation Officer, a Probation Service Officer, a Prison Officer, an ETE Officer and a Police Resettlement Officer (PRO).  There was also a drugs agency worker (from Kent Council on Addictions in Gravesend) with whom the project had an agreement to refer clients.  
A full-time Project Manager was appointed in January 2006.  An important feature of the project and its inter-action with other agencies, was that the Exodus team was co-located, with all the agencies coming together under one roof on a daily basis to exchange information.

There was a steering committee of the key partners chaired by KPA’s area manager.  The team met regularly on a monthly basis, and there were case conference meetings to review cases every six weeks.  The Exodus team described itself as:
 ‘…an additional cluster, facilitating close collaboration with other agencies including the Police and Prison Services’.

The partnership also meant that team members had joint access to NOMS and Police ICT systems.  
During the funding period there had been no major changes in the partnership apart from the early loss of the Citizen's Advice Bureau (CAB) as a prospective partner.  The plan had been to have a designated worker from the CAB, but this did not materialise, and so the existing KPA-CAB working relationship of maintaining contact by telephone continued.  The key partners along with KPA were the Prison Service and Kent Police - both contributing staff time for the project.

Aims and scope

The project’s vision was:

‘To develop and deliver a model for a co-ordinated strategy to provide seamless and high quality supervision, rehabilitation and specialist support services/ Information Advice and Guidance (IAG) for identified short sentence and prolific and priority offenders, with emphasis on addressing the multiple needs of the target group and a focus on empowering them to secure sustainable and meaningful employment (including self-employment) in the local market.’
Its mission statement was:

‘The North West Kent Exodus Project is an integrated, multi-agency service which aims to reduce the offending patterns of the beneficiaries by identifying, planning and arranging to meet their needs in the ‘Seven Pathways’
 known to reduce re-offending, and thereby increasing their employability.’
Implementation

The primary focus was on prolific offenders, and the project encouraged sentencers away from short custodial sentences towards longer community-based sentences, which allowed the project to engage with individuals in a more effective and constructive way.  The project attempted to find employment and training opportunities which catch the imagination of the beneficiaries, capturing their interest and motivating them, thus increasing the chances for a successful and sustainable change.

During its first year, the project engaged with about 40 beneficiaries, the vast majority of whom it continued to work with.  During the second year of the project, it was envisaged that it would be working with at least 20 additional individuals.  Beneficiaries have been supported with a number of training and employment opportunities which have included practical vocational courses such as motor mechanics, scaffolding and horticulture, as well as more innovative and individually tailored courses, for example, supporting one beneficiary in establishing himself as a mobile tattooist and another in developing acupuncture skills.  
The partnership team set up a system whereby beneficiaries could be seen every day, as opposed to the more usual weekly frequency for clients of KPA.  They would have assessment and developmental sessions with them, looking, for example, at offender behaviour at least twice a week, supplemented by shorter sessions of perhaps ten minutes on other days.  Clients welcomed this daily and continuing support.  

Another key and novel feature of the Exodus project was the provision to team members of mobile phones for specific use with beneficiaries.  This meant that clients had access to the contact team members at any time of day, or day of the week, so that if a beneficiary had a personal crisis and needed to talk to a team member urgently they could call them up.  Following a meeting with KPA management, it was agreed that the team retained their mobiles for continued use with beneficiaries.   The team worked more intensively with their beneficiaries than they would have been able to do normally, and this frequency of contact was a feature of the project. 

Some lessons learned

The project received the Lord Justice Kay Award for its innovative practice and multi-agency working.  It has shown considerable added value from the intensive working model and close inter relationships between the lead agencies, and benefits from this for the offenders.  The award enabled the project to fund research by the University of Kent at Canterbury.  Amongst the findings were the following:  

· Exodus project staff had a high belief in their own and colleagues’ ability to deliver interventions.

· Co-location of teams helped the team's belief in their own ability and the intensive working model.

· Exodus offenders had far higher levels of satisfaction than for other offenders supported by less intensive models and were found to be less likely to leave employment.

· Only one third of the Exodus group admitted re-offending, against nearly half of the control group.

There were a number of chronicled success stories among beneficiaries.  One client who was identified by the case manager at the pre-sentence report stage won a local Probation Service ETE award for achievement.  The team had regular contact with him while he was in prison, and then, when he was released on licence, he had intensive support from the ETE Officer which enabled him to succeed.

The evaluation also concluded that working arrangements, although robust, could have been even more effective during the Exodus funding period if had it been able to access more of the ETE's time.  Partners felt that intensive working with a client group of this size meant that access to two days a week was not enough.  A full-time ETE commitment was felt to be more appropriate to the intensive working model and demands generated by beneficiaries.  It was also felt that the benefits of co-location would have been greater if the core team had been located within the main building rather than in a satellite office.  Face-to-face contact with the CAB would also have enhanced the service, and in particular with clients who faced difficulties in accessing benefits, for example, having to wait up to eight weeks.

The projects’ reflections on the impact which Exodus funding had made were about how well the team had come together, and that they were very focused and committed when working with PPOs.  The only significant barrier had been that there had been insufficient time to develop robust and sustainable links with potential employers.

Next steps

KPA did not join other Exodus projects in the significant extension period of Action 2. With the funding coming to an end in June 2007, the project lost its Project Manager and ETE officer.  This was a significant loss to capacity since the ETE officer in particular was the major focus for the Exodus clients and worked most closely with them.

Other aspects of the Exodus work have continued in 2007-2008 much as before within the reduced resources in terms of staff.  There had been some KPA mainstreaming discussions with Kent colleagues about rolling out the way the Exodus team had been working with PPOs throughout Kent.  These have been very well received, although it was not clear at the time of writing what, if any, specific steps were being taken by partner managers to sustain the work beyond 2007-2008.

Case study D:  Project Spring:  An HMPS-led collaboration at 
      Springhill Prison

Introduction

The development project known as ‘Project Spring’ takes its name from HMP Springhill where it was developed, initially from ideas put forward by prisoners.  Springhill is a Category D open prison situated in a rural location outside Bicester, Buckinghamshire. The prison has a capacity for around 330 prisoners with a mix of those serving short and long-term sentences.  However, a substantial number of prisoners come to the prison for short periods (on average three months) prior to their release, generating a weekly turnover of prisoners of around ten per week with an annual throughput of approximately 500 prisoners. 

The emphasis at the prison is on resettlement, and there is an established learning and skills provision that aims to equip prisoners with the sorts of skills needed in the labour market.  The prison was able to claim some success with its placement efforts, but felt this could be improved.  At the time of the bid around 40 per cent of those leaving still had no job to go to.  The Exodus bid aimed to address this through targeted ‘Job Club’ support.

The delivery collaboration

The project started on time (summer 2005) and has broadly proceeded according to plan.  The project has been unique among those supported in the Exodus programme in that it has been led and delivered by HMPS, with staff at Springhill co-ordinating the necessary development, specialists’ inputs, enhanced facilities and enrolment of beneficiaries.  It has also been unusual in the direct involvement of prisoners in supporting delivery, and this has also helped the Job Club to adapt to its client group and their needs.

Within the prison, the Job Club manager is line managed by the head of learning and skills, providing valuable links to vocational training opportunities.  There are also internal synergies between the Job Club and the resettlement department, with support on issues such as post-release accommodation. 

There are some external partners and here the project has built on past working relationships.  Prior to the project starting, the prison already worked with Jobcentre Plus and some local placement firms, as well as information, advice and guidance (IAG) providers such as Next Step.  The Exodus DP at HMPS Springhill has enhanced these partnerships, though the expansion of complementary facilities through other funding routes has brought additional support on site.  However, the project has found greater difficulty in further developing their involvement with employers, and this has proved resource intensive and more difficult than expected.  However, an early success was in drawing into the DP arrangements an active collaboration with the National Grid as an employer. 

Aims and scope

The focus of Project Spring and the basis for the Exodus bid was to improve the prison’s job search services by providing more in-house facilities and expertise.  The bid was focused on the following four key elements:

· To identify the career aspirations of each individual prisoner at induction.
· To agree base skill needs.
· To identify education and training requirements.
· To activate pre-employment training.

Within these broad headings, the bid went into further detail.  For example, the education and training requirements were set in a context of different qualifications in certain sectors identified with skill needs.  The pre-employment training included assistance with issues such as improving the self-confidence of individuals in their search for work and the preparation of CVs for job applications. 

In essence, the project was to provide an in-house Job Club run by specialist staff but, importantly, with the input of selected prisoners, and it was the prisoners that drew up the initial proposal with the support and co-operation of staff at the prison.  The claimed innovation for the project was its provision of a ‘total solution’ for both prisoners and employers, helping the former to find work with those employers having difficulties filling their job vacancies. 

The project got under way in July 2005 with a budget of £88k over two years.  Matched funding was expected to be from the input of prison staff in the development and running of the Job Club with additional contributions from the time input from partners. In reality this has largely been the case, though with the principal contributions from within the prison.

However, while the Job Club represents an important internal resource for the prison, external partnerships are vital to the success of the project.  Here, the prison has sought to cultivate relations with employers and agencies, particularly those involved with recruitment, with varying degrees of success.
Implementation

The original bid for Project Spring set out specific targets in terms of number of beneficiaries, based on two key groups: prolific offenders and those prisoners with less than 12 months to serve on their sentences.  In its early development, working closely with prisoners, the Job Club has built its responsiveness to this client group.  

They have not sought to restrict use just to the originally envisaged group of beneficiaries.  The service has an open access policy whereby prisoners can drop in and use the facilities such as computer access, newspapers, etc, whenever they like, and opening hours have been increased significantly to accommodate the needs of those working off site during the day.

Exodus funding enabled an early start to the enhanced facilities and capacity building for the Job Club, with facilities developed on site.  These facilities have grown partly in response to demand, but also aided by other funding routes, with external funds a key lever within the prison to these developments.  Supplementary ESF funds secured after start-up, and also Aim Higher, project funds have helped with further development.  Aim Higher is now working with some prisoners to develop them as mentors. 

The enhanced links sought with employers have been needed as other relationships have been affected by relocation and organisational change in some early employer partners.  In particular, the project has benefited from the widely acclaimed work of the National Grid and its Offender Training and Employment Programme, which has introduced a small number of employers to the prison.  Here, the Job Club has provided a distinctive focus (and resource base) for this activity.  Discussions with one other employer in the logistics sector showed that the motivation in collaborating with the prison was twofold:– to meet a real need for staff, and to provide an opportunity for a disadvantaged group in the labour market.  

Beyond the external links and relationships, the Job Club manager has been able to build close links to learning and skills capacities in the prison, and this reflects the obvious but real synergy between the two parts, and it is a two-way process.  In the case of the Job Club, prisoners may identify (often with professional assistance) the need for training to fulfil the requirements of particular job vacancies (IT skills are a common need, for example) and these can be relayed to the education and training department for action. Similarly, there are cases where prisoners will use the Job Club after completing their training to seek employment.  It suggests a strong synergy between the two activities and responsiveness to perceived labour market needs.

Exodus support has been critical to developing the more integrated approach, and this is seen to have had considerable success against the project’s goals.  Prior to the Exodus support, around 40 per cent of those leaving still had no job to go to, but now this figure had decreased substantially.  This was attributed to the efficacy of the Job Club support although the effect is difficult to disassociate from the general tightness of the labour market where demand was relatively high.

Some lessons learned

The Job Club has gone beyond the two target groups of beneficiaries (prolific offenders and those on stays of less than 12 months) to offer its services to all prisoners, and a particular group that has benefited from this open access has been the over 50s. Around two fifths of the prison population is from the ethnic minorities, and the Job Club’s own monitoring shows that this proportion is reflected in the usage of the facility.  All prisoners are assessed for basic skills needs and receive support accordingly on site. 

Prisoners have been responsible for the renovation of the actual Job Club premises (and on additional adjacent facilities through the new ENGAGE funding) and a full-time orderly supports the manager.  Both outcomes were considered positive.  For example, having the orderly working full-time at the Job Club underlines the integration of the facility into prison life and is likely to have contributed to the comfort prisoners display in using the Job Club.  Prisoners using the service appreciated the efforts made to keep in touch with them through regular monthly review meetings. 

In terms of potential difficulties in the Job Club achieving its maximum potential in enabling prisoners to find regular work, four issues stand out as follows:

· Housing represents a substantial obstacle to prisoners finding work, and it suggests that the prison needs to work closely with resettlement agencies on site and elsewhere to address these needs. 

· Risk assessments for the prisoners before they can go out to work can delay their final acceptance and are a potential obstacle.
· Transport to work is required from the rural location of the prison, which is overcome for some by allowing prisoners to bring their own cars, but the costs of private transport can be an obstacle.
· Employer engagement continues to be a difficult activity, especially attracting firms into the prison.  This is partly a reflection of the location of the prison.

There are also deeper-seated issues of employer collaborations reflecting a more general problem of employer perceptions of risk, and potential, in working with offenders and ex-offenders.

However, these issues are essentially outside the direct remit of the development project, and the fact that the Job Club has done so well in coping with them is an indication of its ongoing success. 

Next steps

Looking ahead, the project has been funded for a further period to the end of 2007 and this will allow it to continue to provide its established service to prisoners.  However, the service has been considerably enhanced through the ENGAGE funding that provides complementary services such as job preparation training housed in adjacent buildings, and the Exodus project has been fundamental in attracting this new funding stream. 

Case study F:  Portobello Business Centre:  An enterprise centre in 
      London working with offenders and ex-offenders
Introduction

Portobello Business Centre (PBC) is a specialist business enterprise agency in central and west London supporting business start-up and expansion, with a small core staff and a team of Business Advisers.  They have a range of funded services from the London Council, London Development Agency, LSC, and grant-giving trusts.  
PBC has a range of outreach services, and this was a particular focus for joining Exodus. This is a small-scale project run largely through PBC itself and with bi-lateral links with London prisons and some of the other Exodus Delivery Partnerships (DPs) with a more established presence in these prisons.  PBC had some experience of working with offenders and the prison service, and aimed to expand this to extend its outreach services.  

The delivery collaboration

The original tender had planned for a small local collaboration between PBC, Job Centre Plus and two London prisons, with referrals coming direct from HMP to support recruitment and delivery.  Early on, these arrangements were extended to cover all five in-scope London prisons, with more emphasis being placed also on the other five Exodus London-based DPs to provide referrals.  
The project has been run by a project manager, who took on the role shortly after the tendering process.  There was also a full-time project co-ordinator, working as the outreach development manager, and small team of four self-employed project mentors, although the team reduced in size mid-way through the project, with the co-ordinator also taking on a mentoring role. 

Through the delivery collaboration, PBC has worked mainly with HMP Wormwood Scrubs, Pentonville, Holloway, Wandsworth and Brixton.  Referrals have come mostly from partner VCS organisations also working in Exodus, and specifically from two of the five London DPs - St Giles Trust and St Mungo’s, with a few from Action Acton.  St Giles Trust and St Mungo’s were embedded voluntary services in these prisons, and had a day-by-day presence in these prisons as well as approved access to HMP databases which has helped greatly with referrals.  Very few direct referrals came from HMP personnel in the four partner prisons, although this was a commitment in the compacts signed with each prison. 

Aims and scope

The aim was for PBC to build its own capabilities with offenders and ex-offenders and in particular through expanding their outreach offer in the communities they serve.  This centred on providing recruitment, early training and initial support to beneficiaries while in custody.  Much of this effort was expected to centre on information services for offenders considering business start-up on release, and early advice and guidance to support those prepared to develop business plans. 

In-custody help was to be supported with post-gate services after release.  This was to maintain contact with the beneficiaries and to help them realise their entrepreneurial goals.  A key feature of PBC support was to provide mentoring and related support for these same beneficiaries in the community.

Implementation

Some 79 beneficiaries were directly recruited by PBC out of nearly 140 who had shown some interest in business start-up.  Most beneficiaries had multiple disadvantages: 18 per cent were homeless, 23 per cent had been long-term unemployed, 14 per cent were recorded as having substance abuse problems, and 14 per cent also had literacy or numeracy needs.  There was some pre-selection of beneficiaries before recruitment to assess genuine interest in business start-up, and they were classified as recruited only when they attended an initial workshop.  Referrals who did not attend any event were not counted as enrolled.  Beneficiaries support has been diverse to reflect client needs but has included a mixture of:

· Beneficiaries attending in-custody workshops to provide for continuing development and better understanding of start-up contexts.  
· In-custody advice and guidance to beneficiaries to follow up on specific needs while still in custody.

· Continuing support and mentoring to post-custody beneficiaries through mainstream PBC expertise, and continuing with the mentoring arrangements.

Mentoring has been an important feature of the project - and not a mainstream service for PBC.  For Exodus beneficiaries, this has varied from follow-up discussions to help build confidence or resolve problems, to specific start-up support such as co-visiting premises.  It has also included ad hoc support advising on beneficiaries’ refined business plans, and brokering with possible funding agencies.

PBC has links with various other DPs, mainly St Mungo’s in Pentonville, and St Giles in Holloway.  These have been seen as critical to early success, and PBC feels that their lack of early knowledge of the custodial systems, and some inertia among prisons, meant that it took some time to get the recruitment process going.  
They also feel that the project has shown the long lead times involved in converting in-custody awareness (and even some preparation such as business plans) into achievements.  This means there is usually a period of some inertia after offenders enter the community.  People need to settle first and may then pick up their ideas for start-up.  However, for most there are a lot of other priorities:  sorting out substance abuse, getting a roof over their heads, getting a job or some paid work, starting to build up some capital.  Many do get far enough to sorting out the chaos in their lives, and some are more motivated by the idea of a start-up to do so than others.

There have been some success stories among beneficiaries starting up their own micro-business.

Overall, the project has secured three current and two probable start-ups in two years.  This is a conversion into start-ups of around six per cent, which contrasts with about ten per cent for PBC in wider community-based support.  The offender support worked better for women.  Of the total number of beneficiaries, 25 were women.  These were seen as often more engaged, staying with the project longer, and with three successful outcomes (12%) including a florist and caterer.  PBC felt that:  
‘Women are more driven - they want to move on, get a home, get some security – and they see this as the way out’.  
Some lessons learned

PBC had some experience of working with offenders and the prison service, but working intensely across the five London prisons has been a steep learning curve for the organisation and project.  All beneficiaries have come to PBC by referral, and almost wholly from other DPs, with the project now seen to have placed too much reliance on direct referrals from Prison Officers, who have usually proven very reluctant (or slow) to be drawn into the project.  As a result, PBC feels an established presence in some of the prisons is critical, and that they are only just starting to get self-generating or cascading demand.  
Exodus has shown that for a few offenders, start-up, when energetically pursued, can be achieved, but is a difficult, and often inappropriate, target for most offenders.  In this, the project has demonstrated a series of constraints to start-up for ex-offenders - not getting capital, no easy routes to success, often no obvious role models, and lacking the skills or motivation to tighten business plans.  However, the main constraint is a lack of individual energy and commitment to pursue the goal.  This lack of motivation seems most characteristic among male offenders and ex-offenders.  
PBC’s successes, and the emerging constraints, have also shown great contrasts between prisons, reflecting differently instituted or implemented regulations but also staff willingness.  They now see a need for business support specialists to have: ‘…someone on the inside - someone with access and knowing their away around people’.  

Exodus has provided PBC with a much clearer view of what is more likely to work well, and this includes:

· Building delivery foundations in prisons, with resources focused on those establishments - not all - which are willing to ‘walk the talk’ of collaboration.

· Working one-to-one with beneficiaries to use early assessment and review to building a realistic impression of what could be achieved as well as to better understand needs and aspirations.

· Delivering support not services, with much of this needing to be on-demand, customised and responsive.
· Looking at the scope for better targeting the support resource to engage with those beneficiaries most likely to be able to take advantage of it.
· Continuity of support - before and after ‘the gate’ - making sure that those being released were well briefed on where they could come for help, and knowing that it would ‘always be there for them’.

· Building collaborations within the prison staff (and prison-based VCS), so that your face is known and ‘… you become a feature’.

· Building trusted relationships with beneficiaries - essential to the crucial focus on confidence building, reassurance and the ‘drip feed’ of encouragement and support that can eventually get results.

The key success factor was motivation and energy from beneficiaries, and this was often more apparent where individuals have family support and no likely housing constraints. 
However, successes may take a long time to become established.  Even when functioning as start-ups, some of the entrepreneurs are still working with issues (eg substance misuse).  Others may be combining paid work with start-up - a toe in the water while they build capital.  
Next steps

PBC have seen some early success in mainstreaming their activities in London prisons. They have imported much of this experience into their positive futures contract which support some ex-offenders and is funded by the London Council.  Ex-offenders also now feature in their outreach activity.  PBC have found it more difficult to mainstream their support with offenders while in custody, and also to fund the more resource-extensive mentoring aspects of community provision to ex-offenders.  They are in the process of bidding for LSC funds for continuing some of the community services provided under Exodus. 

Case study F:  St Giles Trust:  A VCS-led partnership working 
       across London and the South East
Introduction

Founded in 1962, St Giles Trust enables disadvantaged people to maximise their potential, and the Trust currently works with some 15,000 people a year across London, the South East, East Anglia, the Midlands and the South West, including through 20 projects in prisons focusing on homelessness, resettlement, education, employment and training.
St Giles Trust led five Development Partnerships (DPs) in Action 2 of Exodus. These were: 

· Fulham and Hammersmith PPOs. 

· Holloway (HMP Holloway).
· Lambeth and Southwark Returns (HMP Brixton). 

· Croydon Returns (HMP High Down).
· Southwark Returns (HMP Ford).

The partnership focused on Fulham and Hammersmith PPOs and was undertaken in connection with another Exodus collaboration (Action Acton, separately reported (in above).

The delivery collaboration

The delivery collaborations varied across the DPs, the largest of which were the Holloway, and the Lambeth and Southwark, DPs.   In the former, the main partner agencies involved were HMP Prison Service, the Prison Advice and Care Trust (PACT) and Shelter. 

In the latter, the project involved two other main delivery partners: Tomorrow’s People and Shelter.  In turn, these partners brought their own resources and support mechanisms.  For example, Tomorrow’s People have a community base (GAINS) off Brixton High Street, largely funded by Lambeth Council. This facility is for the use of all Lambeth residents, but has a particular brief to support those who have been unemployed for more than six months, lone parents, and residents of designated priority wards.  Although ex-offenders are not a specified target group, the GAINS project proved useful in providing a base for follow-up community-based activity in the area, and was complemented by St Giles’ facilities.

In all the other projects, there was close co-operation with other delivery partners (notably in the case of Croydon and Southwark Returns, the two prisons concerned) and the overall St Giles Exodus project manager worked actively to share learning both across the St Giles projects and with other DPs through taking a leading part in both the London and South East Consortia, and related practitioner forums.  

In the case of Holloway, the project’s staffing consisted initially of a:  project manager and housing case worker (full-time secondee from Shelter); Community Integration Officer/case worker (full-time secondee from Prison Service); Employment Liaison Officer/case worker (full-time secondee from St Giles Trust); ETE specialist/case worker (full-time secondee from St Giles Trust); volunteer mentor co-ordinator (part-time secondee from PACT).  In addition, a team of volunteer mentors was recruited. 

In the case of other projects, with the exception of the Lambeth and Southwark Returns team at HMP Brixton, the teams were smaller, and in the case of HMP High Down, consisted of a lone worker.  

Aims and scope

The aims of all five of the St Giles projects were similar in that they sought, in different contexts, to test out models of providing ‘holistic’ and ‘through-the-gate’ support to short-term prisoners and, where relevant, PPOs. 

For example, in the case of  the project at HMP Brixton, the aim was to support  ‘ex-short-term prisoners and PPOs returning to Lambeth and Southwark’ and ‘to provide accommodation support, employment links, support into employment with ongoing support and the use of an innovative Prisoner Peer Adviser scheme, with serving inmates trained to NVQ Level 3 in IAG’. 

Similarly, the aim of the Holloway DP was to, ‘support short-term and remand prisoners released across the whole of London by increasing their employability and helping a number directly into work through sustained and intensive casework and support from the start of a custodial sentence through to successful resettlement into the community’. 

Implementation 

The work undertaken across the four partner HMPS establishments was as follows:

HMP Brixton: In total, the project recruited 86 beneficiaries (just under two thirds of the total assessed). Of them, approximately 60 per cent were sentenced and 40 per cent were on remand.  Both groups presented difficulties in terms of engagement. In respect to the former, some were transferred to other prisons (eg most frequently HMP Edmonds or Stamford Hill, or HMP Canterbury) where continued contact was problematic, and for the latter, those released from court were difficult to engage subsequently.

Of the 86 clients engaged, 61 beneficiaries (71%) were categorised as ‘early leavers’.  Data kept by the project showed that the largest number stopped engaging after two months and the second largest group after four months.  Other reasons for becoming early leavers included that they ‘became ineligible’ (eg where given longer-term sentences).  It was said that:  ‘…only about ten of the beneficiaries did not have drug or alcohol issues’.

Of the clients with whom ‘intensive work’ was undertaken said to be at least 21 clients (just over a third of beneficiaries) the majority of those sentenced were in their 20s and 30s, with the smaller group of remand prisoners being in their 20s and 40s.  All of these clients are said to have continued working with the project ‘through the gate’.

HMP Ford:  The project was run by a lone senior caseworker (specialising in ETE work) who had responsibility for a part-funded housing worker (who in turn was supported by two St Giles trained Peer Advisers).  He estimated that about a half of those identified/assessed as being suitable for the project were interested, with the balance not being so:  ‘…mainly because they had a job or something else to go back to’. 
Because of a lack of eligible beneficiaries, the project extended from focusing on Southwark to all SE London postcode areas as well as to Portsmouth and Southampton.  The latter could be easily serviced by the worker as he lived in the area.  In terms of the resulting profile of the beneficiaries it was reported that there had been a ‘fair mix’ (eg in terms of age) with:  ‘…about half being from Southwark and the other half are from Portsmouth - with more coming from there in the second half of the project’. 

HMP High Down: It was indicated that planning for the project had been based on the fact that:  ‘…there were 133 releases to Croydon per year’.  However, in practice, it was found that:  ‘…most of these aren't of prisoners serving under 12 months’ and were therefore ineligible for the programme.

The project, which was undertaken by a lone St Giles worker, enrolled some 36 beneficiaries from around 56 who were assessed following identification that they met Exodus criteria.  These included those living in the Croydon area (with some flexibility having been exercised in terms of those from Sutton and Bromley). 

About 70 per cent of those with whom the project was discussed were said to have been interested (those not were thought on the whole to have the possibility of ‘something to return to’). 

Information about offenders was gained through the HMPS’ LIDS system (which provides key information on current offence and details of release date, etc).  An action plan was drawn up for each beneficiary.  This could include liaising with NESCOT (the OLASS provider) regarding provision and seeing where it might be possible to fastrack beneficiaries to particular provision (eg Preparation for Work courses).

It was said that the majority of those interviewed had no recent employment history, no qualifications, and frequently have issues concerning alcohol, drug/substance abuse.  By the end of the project, four Exodus beneficiaries are known to have found work.

HMP Holloway:  The DP Project Manager indicated that about 120 individuals were assessed during the project’s life, of whom some 78 became beneficiaries (ie active clients).  The Project Manager indicated that they wanted to recruit:  ‘…a true reflection of the ethnic mix of prison population’.  However, in the event, there was a high level of engagement from ‘white British prisoners’.  When this was discussed with HMP staff, they indicated that the greater proportion of ethnic minority offenders at the prison were out of the scope of the project.

It was indicated that some 60 per cent of these beneficiaries had some initial contact with the team on discharge, and for some this could just have been one contact by telephone. 

It was said that, overall, some 30 per cent of beneficiaries maintained ongoing contact ‘through the gate’.  Overall, some 20 beneficiaries had ETE outcomes.  The importance was noted of providing help (eg through a volunteer link worker) in respect of helping ex-offenders with education/training, particularly if they are: ‘…trying to run before they can walk and opt for a course which is too high a level’. 

It was indicated that the profile of those who had ETE outcomes was biased towards: ‘…those who had some form of work history and were over 25’. 

Some lessons learned 

A wide range of lessons were learned through the St Giles projects.  These included:

· The scale of difficulties experienced by offenders:  This was seen to most particularly affect those in the female estate.  For example, at HMP Holloway, it was reported that many prisoners face substantive barriers to effective re-settlement.  For example, just under half (some 46%) on entry were said typically to be homeless, just over half (55%) have children in care and the majority (over 90%) have drug/alcohol and frequently related mental health issues. 
· Peer Advisers:  The project enabled further experience to be gained in the use of Peer Advisers who were reported by projects to have been particularly effective.  For example, the Peer Adviser at HMP Ford spoken to indicated that the housing department worked on ‘providing real-time help’ for 60-70 active cases at any one time, and indicated that through the work of the department some 90 per cent of those leaving Ford had accommodation to go to on discharge.

· Challenge of working with prison churn: It was indicated in working with short-term prisoners that there is a constant challenge in regard to prisoner ‘churn’. It was reported that prisoners may only be in some local establishments for six to eight weeks, which makes it difficult in regard to structuring interventions within agreed sentence plans. 

· Identifying intermediary or soft outcomes:  The importance of identifying intermediary or soft outcomes was recognised early in the St Giles projects. Innovative work included the development of a beneficiary workbook at HMP Brixton, with tools such as ‘readiness ruler’ in respect to re-settlement, elements of which were developed latterly into a tool to measure ‘soft outcomes’. 

· Importance of linking with local authority services:  For example, the project based at HMP High Down had no formal links with the Local Authority in Croydon, although it did work closely with Housing Advice section, the Drugs Action Team (DAT) and VCS organisations, including Ecoactive and Mainliners. The project worker had no base in Croydon and tended to use the café facilities at the Croydon Library.  Efforts were made to link with the ‘Safer Croydon’ Partnership.  The Partnership has nine sub-groups, of which work with PPOs was the most relevant.  However, the project only worked with a limited number of PPOs and - despite some initial interest - contacts made were not sustained. Links with local agencies, where developed, were:  ‘…in regard to particular clients’, and it was indicated that: ‘…there has been a lack of encouragement and incentive to promote the programme more widely’.   
The partnerships have also shown the importance in complex and multi-agency delivery collaborations of clearly defined, distinctive and recognised roles.  At one of the DPs, partners reported that there had been some operational tensions as a result of some lack of clarity on inter relationships.  Issues raised included a lack of clarity about boundaries and reporting lines, and difficulties in terms of ‘dual management’ when partner staff appeared to have been attached to the project, rather than fully seconded.  St Giles has felt that future collaborations might be most effectively supported by service-level agreements between partners.

Next steps

At the end of the project, St Giles Trust was exploring a variety of ways of mainstreaming the work they had undertaken through Exodus.  Some work was extended beyond Action 2 and, for example, at HMP Ford, funding for the Peer Adviser work continues until March 2008 and further work is to be undertaken (with LSC funding support) in regard to training Peer Advisers at HMP Ford and Camp Hill. 

To date, the chances of mainstreaming much of the work undertaken are thought to be slim, although it is hoped that some might be continued through the use of ESF and other funds.

Case study G:  St Mungo’s Trust:  A VCS-led partnership working 
      with HMPS in London
     Introduction

St Mungo’s is the leading charity for homeless people in London assisting more than 5,000 each year.  They run emergency services including street outreach teams, emergency shelters for rough sleepers, hostels, and support homeless people to reintegrate themselves into mainstream communities assisting with safe housing, drug and alcohol support, and physical and mental health care. Work with prison services accounts for about three per cent of their expenditure currently, but a number of other operational areas overlap with prison service work, most notably work and learning, housing and community services.
St Mungo’s became involved with Exodus through a bid that was produced on their behalf by the Director of their Work and Services group.  The contract was part of the London Consortium bid which itself was designed to enhance collaboration between the voluntary sector and the public sector agencies such as the Police and Probation Services.

When the contract was awarded in September 2005, its delivery fell within the remit of the ex-offenders team who were responsible for all the post-prison release projects.  They are a team of 35 who work within four London jails and offer support to ex-offenders in four London boroughs.  Three members of the ex-offenders team are involved in Exodus full time, and each had to undergo an extensive recruitment and induction process lasting about three months.  Consequently, recruitment of beneficiaries did not begin until late in 2005.

The delivery collaboration

Initially the contract for Short Term Custody Prisoners released into the Borough of Ealing was a full collaboration between St Mungo’s and Action Acton, with St Mungo’s staff organising the initial engagement with a prisoner and then referring to AcA.  Early in 2007 this system was changed and AcA began recruiting prisoners themselves which allowed St Mungo’s to concentrate on those released into other boroughs.  Collaboration remained to the extent that each organisation shared information, met regularly and signposted ex-offenders to the other organisation as appropriate. 

St Mungo’s works with a diverse group of clients on most projects in terms of age, sex and ethnicity.  On Exodus they have worked only with males, and many of these have been under 30 years old.  Their greatest successes have been with Afro-Caribbeans and they believe they have addressed learning disabilities well, because they can draw on the support of their own Literacy Team who have wide experience, and use various techniques to help clients gain confidence in what is seen as a critical area to assist employability.

The London Consortium has been a productive enterprise in many ways, and has promoted better communications and strengthened the knowledge and capabilities of individuals involved with ex-offenders.  It has also, St Mungo’s believes, allowed the public sector to understand and recognise the contribution made by the voluntary sector in this line of work.  St Mungo’s, with its experience of what is happening in other parts of the city, tries to keep all the other agencies in the London Consortium up to date with new initiatives and funding opportunities wherever possible.

St Mungo’s regrets that there was little or no information about the trans-national element of Exodus disseminated to those within the project.  It feels this was unfortunate and a lost opportunity, because there must be:  ‘…much to learn in this area from other countries with different systems’.
It is unlikely that the activities conducted under Exodus would have taken place without the ESF funding, but if they had they would have been on a much smaller scale and largely, and because of resource costs, could not have involved such concentrated support of ex-offenders on release. 

Aims and scope

The Consortium bid and St Mungo’s part within it has had a number of specific objectives.  These were: 

· Offering intense support for male ex-offenders immediately before and after release, taking an holistic view of their needs.
· Offering literacy and numeracy coaching and training as a client-centred approach with emphasis on individual style.
· Offering a job brokerage to ex-offenders which involved work placements and work tasters, and building on relationships with known local employers.

· Coaching support for all aspects of job search:  CVs, assessment, life skills training and individual mentoring.

· Developing systems and processes with other voluntary sector agencies and public sector organisations to offer an inclusive service to clients in the most efficient way and as a foundation for future collaborative working.

· Contribute to the overall aims and objectives of Exodus.
The only significant change to the original plans for the project involved Action Acton undertaking their own referrals in the final 12 months.  The reorganisation of Exodus 2006 brought no operational changes.

Implementation

St Mungo’s offenders team has a major presence in both Wormwood Scrubs and Pentonville prisons, identifying and working with prisoners prior to release, contracted to deliver a number of assessment, community-based and accommodation advice services, and as such have been very well placed to recruit beneficiaries.  Prisoners could be referred or could self-refer to the Exodus project.  
Project workers engage prisoners in a number of ways beginning with a series of individual interviews to discuss needs and possible options, and how St Mungo’s can offer a support after release.  This is followed by assessments both for their needs when reintegrated into the community, and possible employment and training options, which begins with literacy, language and numeracy skills assessment.  Before prisoners are released, St Mungo’s organises community agencies to visit each individual where possible.  This is seen as particularly valuable because some prisoners can be very committed to resettlement suggestions before release, but on exit motivation can evaporate. 

Prisoners have through the gate support.  Each is met on release and is taken to a hostel or other accommodation, and each support worker spends several days with each offender organising more permanent accommodation, taking them to assessment units or drug service organisations, providing a ‘cushion’ of intensive support and help in the early days after release.  One of the things they believe that Exodus has allowed them is the luxury of more time to give to prisoners before release, and time to properly assess their needs pre- and post-release.

The assessment tool that is used before and after release is linked to the ‘seven pathways’ framework which is used by Prison and Probation Service to identify and examine areas where individuals may need most support.  Subsequently, St Mungo’s also uses a unique ‘Outcomes Star’ system, which is a self-assessment framework that enables an individual to address areas of their life with their key worker and plot their progress in nine separate but integrated areas.  The development and use of this tool has been one of St Mungo’s most important developments in 2007. 

St Mungo’s stopped recruiting beneficiaries in September 2007 at the request of SEEDA, although they continued to support post-custody beneficiaries.  In total, they recruited 220 beneficiaries, and of these their own records suggest that around 25 per cent obtained jobs and 65 per cent undertook some sort of formal training.  They recognise they could have achieved more had they focused more systematically on involving employers, especially smaller employers.

Hard outcomes were about what they expected given the chaotic nature of the lives led by many of their clients which often results in missed employment and training opportunities.  Soft outcomes are recognised by St Mungo’s as those work skills and attitudinal skills that increase confidence and improve chances of employment for clients. The organisation has developed a number of tools and frameworks to help their staff identify, assess, measure and record soft outcomes, but believe they are still a long way from a model which works for everyone.

Some lessons learned

St Mungo’s feel that they have given very sound support to beneficiaries and are proud of many of the outputs from the project, in particular:
· The partnerships with the Police and Probation Service and other voluntary sector participants which have been strengthened by Exodus and have signalled a more collaborative approach to work with offenders in Greater London.
· Achievements of those beneficiaries that have had especially hard problems to overcome in terms of learning disabilities, personal family problems, physical health issues or drug misuse.

The project has underlined the importance that, alongside help in finding work, accommodation is vitally important.  Without housing support, people find it impossible to get work and are likely to re-offend.  There is recognition from within the Prison Service that St Mungo’s relationship building with prisoners can be productive when conducted inside prison because it focuses efforts and ultimately helps prevent re-offending.  The key success factors which have determined successful outcomes in Exodus are: 

· Developing and sustaining working relationships with other agencies so that clients can be given appropriate support and advice at short notice.

· Developing client-centred support systems which are responsive to beneficiary needs, and provide information at key stages.

· Assessment systems that are appropriate for the client, non-intrusive and geared to client circumstances.
· Understanding of the local labour market and the recruitment policies of local employers regarding ex-offenders.

· Developing a partnership strategy for acquiring future finance and the criteria for allocation of funds.  
St Mungo’s experience also shows the importance of sustaining what they refer to as ‘a business-like approach’ to accessing future funding, and to implement this in a way which maps and avoids inappropriate expectations for early ‘hard’ outcomes. 
Next steps

In the short term, St Mungo’s intends to continue to support the work post-project with the Prison Services manager until March 2008 but with slimmed down capacity.  At that time, it should be possible to tell if external finances/funds/grants that have been applied for by St Mungo’s and their partners will be forthcoming.  If they are, then two of the existing team will be switched back to working on this full-time again.

It is only latterly that real consideration has been given to being more pro-active and organised in order to present a commercial style bid for more money to continue what for most, the partners believe, has been a highly successful project filling a clearly identified need.  St Mungo’s remain optimistic that they can build on existing arrangements and harness both opportunity and goodwill.

Case study H:  Southampton - City Limits:  A local government led 
       VCS-statutory agencies consortium based in the 
       South East 
Introduction

The Southampton Development Partnership (DP) Exodus project started in July 2005.  It is one of the largest of the delivery collaborations in Exodus Action, and an early starter.  The first consortium meeting was held in September and the first five ex-offenders joined the project in October.  The Partnership is led by Southampton City Council, and its early formation and ongoing direction was through the City Council’s Training and Employment Initiatives Project Manager. 

The DP’s core delivery team comprises four staff - one Senior Employment Officer, two Employment officers and a part-time administrator - and has retained considerable continuity of resourcing throughout the life of the DP.  The team has past experience of managing ESF projects with an ex-offender focus, and is organised under the operational management of the Manager of City Limits.  The Training and Employment Initiatives Project Manager has provided strategic leadership throughout the project. 

The delivery collaboration

Southampton holds several of the region’s 119 most deprived wards.  The Project Manager was keen to be involved in Exodus to extend the Council’s interest and activities aimed at reducing re-offending and increasing social inclusion.  A particular feature of the sub-region is that Winchester Prison releases more prisoners to Southampton than anywhere else.  

By October 2007, the Council’s Training and Employment Initiatives team managed seven externally funded contracts concerned with boosting employment and skills among ex-offenders, with a total team of 16 staff.  Exodus was seen by the City Council’s Training and Employment Initiatives Project Manager to have offered the opportunity to address the concerns and key priorities of every City Council directorate, as well as providing for an additional source of funding to address the needs of ex-offenders.  In particular, it was seen as providing a focus on building employability and enabling innovative approaches and to help the Council pull together its various activities helping ex-offenders.  It was described as: 

 ‘…a fantastic opportunity to research and test out innovative processes, avoid duplication and pull things together’. 

City Limits was also keen to be involved as it provided the opportunity to develop its supported employment model.  This had already been applied over 16 years to a range of groups such as those with severe learning difficulties and people with mental health needs or physical disabilities with the model built on the belief: ‘ … that anyone can work if supported’.  In particular, it aimed to provide, pre- and post-release, education, training and employment, accommodation and other support for ex-offenders, as a foundation for reducing re-offending. 
The project has had a very wide range of mainly local partners, including:  HMP Winchester; In Biz; Probation; the Society of St James; Bargate; Salvation Army Homeless Day Centre; Sanctuary and Two Saints.  The Regional Resettlement Adviser has also been very supportive of the DP’s delivery, as have a range of Southampton City Council teams, and in particular the Drugs Action Team, Supporting People and Community Safety.  A key feature of the partnerships development was that all recognised the goals of Exodus were robustly aligned with their own organisational aims and priorities.  Although two partners have ceased to be fully engaged (or to exist) during the lifetime of the project, all other partners have remained engaged throughout both in strategic management and often in implementation. 

Throughout the lifetime of the project, these partners have been increasingly convinced of the value of the project.  This has been particularly notable for engaged prison staff.  This has had an impact on the potential and achievement of mainstreaming of the project outside ESF funding within Action 2.  

Aims and scope

The original aims of the project were to:

· Support offenders on short-term sentences and remand from custody to sustainable employment, thus reducing their likelihood of re-offending.

· Pilot and evaluate the transferability of the Supported Employment model for offenders.

· Develop systems and procedures to address offenders’ personal, social, housing, health, welfare and essential skills needs.

· Develop partnerships and referral systems between the core delivery partners and with other private, public and voluntary sector organisations, employers and offenders.

· Link with, and complement, local and national strategies and initiatives.

· Contribute to the overall aims and objectives of the Exodus project, including regional, national and transnational mainstreaming activities. 

These have remained unchanged through the life of the project, and all partners remained committed to achieving these.  The summer 2006 reorganisation of Exodus had no impact on goals or focus, and made little operational difference to the Southampton DP as the core team felt that there had been, and they needed, little central support from SEEDA from the beginning.  There was some reprofiling and a concentration on match funding but no downscaling of delivery.

Implementation

Although focused on delivery to rising numbers of recruited beneficiaries, the DP has also been outward looking. The City Council’s Chief Executive has been regularly briefed on its work and is now an active member of the SE Reducing Re-Offending Board.  The Project Manager is a member of the Strategy Group of Exodus, and has also hosted and chaired the more recently established SE Practitioners’ Group.  Presentations on the activity - and early achievements - of the project have also been made regularly to local organisations, agencies and individuals and also, unusually for Exodus DPs, to national agencies, including:  the Local Government Association; Home Office; the National Policy Reference Group; the NOMS; DIUS; and Southampton’s MP.

Originally, the City Council proposed a target of 100 beneficiaries and the project has been very successful in tapping rising demand among offenders.  With the help of further funding from Exodus, re-allocated from slower starting projects in London and the South East, the project has gone on to recruit and support 207 beneficiaries - nearly a quarter of those supported through the whole of Action 2 - through its collaboration with the prison staff and other voluntary agencies.

The project has been one of the most successful in Exodus in achieving employment and education outcomes for many of these recruits.  Its own data shows that for education and training, the project has identified 67 beneficiaries who are in, or have completed, training.  Beneficiaries had gained qualifications in food hygiene, carpentry, computing and counselling and one had gained a gym instructor qualification.  Several had acquired their CSCS (Construction Skills Certificate Scheme) certification.  The data are not consistent with ESF monitoring requirements, but indicate a substantial engagement.  

For work-related achievement, Southampton DP has also identified 57 who have entered into work-related outcomes.  Of these, about ten are involved in voluntary work or work experience.  These data are again not consistent with ESF monitoring requirements, but do indicate some post-support outcomes from the DP having followed up both employers and beneficiaries to try to gain this evidence. 

In addition, for beneficiaries not going into employment or education, the SP has a range of collated evidence which indicates that participants have achieved a wide range of soft outcomes which many may be able to build on later in securing work.  In this, the project has taken an early and sustained interest in monitoring its achievements, and looking at the effects on re-offending.  This is driven by a recognised need at project level to provide evidence which can demonstrate the real added value of its support activities to policy-makers and commissioning bodies.   

A reflection of this commitment to internal review is that when it became clear that Exodus centrally would be unable to provide for re-offending evidence, the DP established its own initiative with the Hampshire Police Authority - already an active collaborator in the partnership.  As a result, aggregated data recently accessed from police computer records indicates that the Exodus and OLASS projects in Southampton have reduced re-offending in the area.
 The early evidence suggests a reduction of around two thirds in re-offending among supported beneficiaries.  The Project Manager has also produced detailed estimates of just how much public expenditure has significantly reduced the monies which would otherwise have been spent on these individuals if they had re-offended. 

Some lessons learned

Partners continually emphasised that supporting this client group took time and that there were no quick fixes.  In addition, the offender management context presented a range of challenges which had also to be overcome.  For example, clients are often transferred to other prisons at very short notice (this had particularly been the case as Winchester was undergoing refurbishment).  In such instances, offenders occasionally seemed to have been ‘lost’ to the project.  The Head of Offender Management at Winchester felt that the project had:  ‘ … done a miracle with what they had’. 

The adapted supported employment model was seen overall as being successful.  This was mainly because it developed and incorporated the following key success factors:

· A holistic approach, which is not just about employment.

· A trusted, positive, pro-active, committed support worker providing individual help on an ongoing basis.

· Meeting with an individual worker prior to release (if a first meeting is arranged post-release, ex-offenders will often not arrive).
· Getting the Supported Employment link adviser on the offender’s list of five approved telephone numbers.

· Making sure that the ex-offender has accommodation - this is key to their finding a job and staying out of prison.

· Meeting the released offender at the prison gate and taking them to their accommodation.

· Being prepared to follow the person wherever they go - for example, one person was transferred to Camp Hill and the EO went to see him there (to his amazement) and ‘… this made all the difference’.

· Treating the individual with respect as one of City Limits customers/clients, not as an ex-offender.

· Appraising systematically the employment aspirations of the beneficiary, and their goals for sustainable employment.

· Accompanying individuals in their search for a work trial; this may mean being available for speculative visit to say ten garages to find a placement for someone who is interested in being a mechanic. 
· Taking them to a job or work placement.

· Providing ongoing face-to-face and telephone contact; if the key support worker is not available another member of the team will help.

· Providing one (first) point of contact for a range of work-related help, eg college training, etc.

· Ensuring that staff are ‘…there for them - not making the ex-offender feel that they have failed, or that the adviser has been let down by or given up on them’.

· Developing and maintaining excellent relationships with partner organisations and individual staff. 

The DP has also found the importance of leadership in overcoming problems of inter-agency collaboration.  For this DP, they have greatly valued having a key activist working at a senior level in the City Council, who is committed to this work, has good working relationships within and outside the City Council and can see, make and extend the linkages with other projects, and recognise and apply for relevant ‘mainstreaming’ funding.

These are important as a holistic approach to ‘seamless’ delivery.  However, of all these, the core team sensed that making contact with the offenders pre-release, or soon after, ensuring that they had accommodation, providing continuity and consistency of non- judgmental support from a key worker and ‘empowering’ the beneficiaries to do things for themselves, were the core ingredients of the project’s success. 

Next steps

The project has accessed additional funding to continue this work from the Community Safety Partnership of the Local Area Agreement.  It has also successfully bid for ESF engage funding as well as from the LSC Skills for Jobs programme.  This will ensure many of the support activities to these and other beneficiaries will continue into 2008 and beyond.

Case study I:  The CLIC Project:  A Winchester and Test Valley 
      Health and HMPS Partnership  
Introduction

The CLIC project originated in November 2003 because of a need, identified by Winchester Health for All in collaboration with the Mid-Hants PCT and HMP Winchester, for provision for ex-offenders in Winchester and the surrounding rural area.  The CLIC project was therefore already in existence when Exodus funding became available in July 2005.  At this point, the project co-ordinator/fund raiser was appointed to a part-time post.  The Project Support worker took up his role in October 2005 and the first ex-offenders joined the project in the same month. 

The CLIC team comprises the Co-ordinator/Fundraiser, the Project Support worker, the Supported Housing Manager and the CLIC Chair who is also the project evaluator.  Additional support for the project including administration, financial services, office space and support from senior staff, including the Supported Housing Manager, is provided by Westgate Support and Care, the care arm of A2 Winchester, part of the A2 Housing Group.  Westgate Support and Care works in Hampshire, Wiltshire and surrounding areas, and its aim is to provide housing-related support services to enable people to live independent lives.
The delivery collaboration

The project has worked very closely with HMP Prison Winchester, where the Head of Offender Management and the prison’s education, training and employment (BETA) resettlement department have been very supportive.  It also has a wide range of other partners, including Housing Associations, Hampshire Probation Service, Hampshire Police, Job Centre Plus, Winchester City Council Health Improvement Partnership, Mid-Hants Primary Care Trust, Winchester City Council and Test Valley Borough Council Community Safety Partnerships, Social Services, and the Community Mental Health Team.  
The project worked particularly closely with A2 Housing, other housing agencies, probation, the police, prison and drug and alcohol agencies.  In addition, the CLIC project has worked with Southampton Development Partnership to provide mutual support and maximise learning from their projects. 

Winchester DP has employed a process mapping approach throughout the project.  Through this, partners mapped an offender’s journey from pre-release to re-settlement and were able to recognise and map the challenges and milestones an ex-offender faced, and to outline what this journey might look like if support were in place. 

Aims and scope
The process mapping identified the need for a proactive, inclusive, holistic public health model to resettlement and re-integration, which addressed health and accommodation as well as education, training and employment. 

The project aims were to use this model to:
‘… improve the health and well being of ex-offenders and their families and to reduce re-offending rates …It assists prisoners from Winchester Prison returning to the Winchester and Test Valley areas to achieve a safe and sustainable lifestyle’.

To this end, Winchester DP has developed an Individual’s Needs Assessment which offers a distance travelled approach to evaluating the success of work with offenders.

Implementation 

Although focused on delivery, the project has been outward looking.  The project has worked with Southampton DP, which was also liaising with Winchester Prison. Winchester CLIC has attended cross-SE meetings which occurred every two months over the last year of the project, and other Exodus meetings, including the launch.  In addition, beneficiaries attended some Exodus meetings, and team members attended three trans-national events - two in England and one in Portugal.  The CLIC Chair was also on the evaluation group for Exodus.

The Lord Lieutenant of Hampshire is the project’s patron, and the project has successfully accessed funding from Winchester City Council and Test Valley Borough Council, The Mercer’s Company, The Woodward Trust, the Tudor Trust, Hampshire Police Authority, private donations, local businesses, and from the Community Safety element of the Local Area Agreement. 

The project has worked with 27 ex-offenders, of whom 13 were persistent and priority offenders.  At any one time, the project has been intensively supporting about seven beneficiaries and has worked with about ten beneficiaries a year, which was the target number.  The February 2007 progress report noted that:  
‘All of our beneficiaries would like to engage in some form of ETE activity but there are many barriers to this, including mental health, stability of accommodation and generally chaotic lifestyles .. This is in addition to the difficulty of obtaining work when ex-offenders disclose previous convictions’. 
By March 2007, three beneficiaries had undertaken skills development and four had obtained work. Courses attended included a New Deal course, an OLASS forklift and crane course, literacy and numeracy provision, and a European Computer Driving Licence (ECDL) course.  One person had gained a Construction Skills Certification Scheme card (CSCS).
In addition, the partnership has some recent evidence indicating that most participants have achieved a significant level of tested soft outcomes which some may be able to build on later in securing work.  For example, clients had been supported to find initial accommodation and to access provision, including medical support, a gym and drug and alcohol services.  In addition, data from police national computer records indicates that the project has helped reduce the re-offending behaviour of beneficiaries of the project, including the PPOs, thus contributing to crime reduction in the  area and aiding Hampshire LAA Community Safety Partnership aims.
  The project has also made detailed calculations to assess the public expenditure saved in relation to ex-offenders as a result of its work.  The project has conducted its own formative evaluation throughout the life of the project and is producing a report on this.
Some lessons learned 

Partners emphasised that supporting this client group took time and that there were no quick fixes.  Support for clients has continued as long as it was needed, as the resettlement and rehabilitation process sometimes takes longer than a year to eighteen months.  In addition, there were challenges in relation to, for example, mental health support, which had to be overcome.  Project staff noted that has been difficult to get the full support of mental health partnerships as the Hampshire PCT has not got sufficient capacity to meet the needs it faces.  Westgate Support and Care have therefore tried to address the training needs of their own staff on this issue through, for example, in-house mental health training. 

The project team built good relationships with Winchester Prison staff which were vital to the success of the project.  The project co-ordinator is part of the prison PCT Health Group, and the HMP Winchester Head of Offender Management was very supportive and instrumental in the setting up of the project, as was a key member of the prison’s BETA project. 

Project staff felt that there would have been value on the different Exodus partnerships in the South East being brought together earlier in the project.  This happened in the second half of the project, but there was a feeling that it had occurred ‘too late’ and that more could have been learnt from cross-project working and exchange of good practice early on in the project.  The partnership had, however, liaised closely with Southampton- City Limits, its closest DP, which was also working with Winchester Prison to provide mutual support and to maximise engagement in, and learning from, the project.  This informal cross-partnership working was very effective, with clients sometimes being transferred across projects. 
In addition, the partnership had seen the importance of initiating and taking part in activities to raise the profile and effectiveness of this work.  CLIC and Southampton therefore organised an event at HMP Winchester attended by 40 key staff from identified and targeted agencies, including Prison Service and Police personnel, NOMS, EISS and the Lord Lieutenant who is the patron for CLIC.

Over the last two years, the project felt the hard and soft outcomes it had achieved resulted from its development and use of:

· Process mapping to engage a range of partners in an innovative way and offer a client-centred public health model for resettlement and reintegration.

· An Individual’s Needs Assessment - an extended and re-worked version of the prisons’ OASYS system - which offers a distance travelled approach to evaluating the success of work with offenders and is undertaken every three months so that it is possible to track ex-offenders’ progress over time.
· The skills of an experienced support worker, who has credibility with clients and is well regarded by all the agencies with which CLIC works.

· The expertise of a range of partners and the A2/Westgate Support and Care team.
The importance of the project’s work has been recognised by the PPO joint area action group, which includes organisations and agencies dealing with persistent and priority offenders.  This is run by the police and community safety, and the project has received funding from the Winchester Community Safety Partnership as it supports the Partnership’s work by reducing the proportion of prolific and priority offenders who re-offend.  The project has also accessed funding from Winchester City Council, Test Valley Borough Council, The Mercer’s Company, The Woodward Trust, the Tudor Trust, Hampshire Police Authority, private donations and local businesses.
Next steps

Westgate Support and Care has supported the project throughout including assistance from the Supported Housing Manager with, for example, dissemination of the project and bids for funding.  They are committed to continuing this work and the project has been actively fundraising to ensure that it continues beyond the Exodus funding period.  Further funding may be available through Supporting People to provide four staff for three years.  However, this will only provide short-term housing-related support, as opposed to the holistic service which CLIC has been able to provide under Exodus.

The Winchester Community Safety Partnership has recognised the added value the Project offers in reducing re-offending and is providing funding for the project until March 2008. Further funding is expected from the Partnership for the period from April 2008 - July 2008. It is also hoped that monies will then be available through the Winchester and Havant PPO joint area group.  In addition, further ESF funding is being sought, and the project is working with Southampton DP to ensure that county wide funding can be accessed where possible.
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� 	The external evaluation was asked to provide an independent and cross-cutting assessment of the extent to which Exodus meets the established goals for the programme.  More specific objectives are set out in the main report of the evaluation and are not repeated here.


� 	D J Parsons and S Bysshe, External Evaluation of Exodus (Action 2).  HOST Policy Research, February 2008.


� 	Two smaller-scale development projects were also added later but are not reviewed here.


� 	Action 3 funds additional activities from Action 2, designed to support thematic networking and to disseminate and mainstream good practice from Action 2.





� 	One DP (St Giles Trust) ran five of the funded projects, and these are considered together below.


� 	Accommodation, Education, Training and Employment, Mental and Physical Health, Drugs and Alcohol


  	Finance, Benefit and Debt, Children and Families of Offenders, Attitudes, Thinking and Behaviour





� 	Nationally, the re-offending rate is approximately 70 per cent . This data would seem to indicate that perhaps a 30 per cent reduction has occurred because of Exodus and OLASS activity.


�   	20 offenders joined the scheme in April 2007.  These PPOs had carried out 121 offences and had 66 convictions in the prior 12 months. However, in the six months from April to September 2007, only ten of these had committed 24 offences and had received 14 convictions. 
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