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ACTUALITY IN PRISON 

 

SHAW: The Government says too many prisoners commit crimes 

when they’re released. 

 

LEE:      I was a prolific house burglar. 

 

SHAW: How many houses have you broken into? 

 

LEE: Thousands. 

 

SHAW: Thousands of houses? 

 

LEE: Thousands of houses over 23 years.  

 

SHAW: To cut reoffending, ministers are taking radical steps - 

with supervision for all prisoners who are let out.  

 

GRAYLING:  If this works, we have a need for fewer prison places.  

That’s the way to bring down the cost of the criminal justice system.  And, of course, in 

achieving all of that it means fewer victims of crime too.  
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SHAW:  The plans involve overhauling the probation system and 

bringing in the private sector on payment-by-results contracts. But File on 4 has discovered that 

experienced staff are quitting, amid fears the new system will become too fragmented.  We also 

hear from the relative of a murder victim, who tells us of his concerns about the reforms. 

  

RAFIQ:  Is it a gamble worth taking, because if it’s wrong more 

victims and possibly more people like my uncle, lying six foot under, and more families 

grieving. I would ask the Government to slow down.  

 

SIGNATURE TUNE 

 

ACTUALITY IN FOYER 

 

PACE: All right then, well, just leaving.  We’re just going to go 

over to the café opposite to meet two offenders who have been on our caseload for a bit of time 

now. 

 

SHAW: Is this a regular meeting that you would have? 

 

PACE: Yes.  We meet most cases once a week at a minimum, 

however if their needs and supports are larger, we’ll meet them on a more regular basis. 

  

SHAW: Bristol probation officer, Alex Pace, is catching up on 

the progress of two men who’ve spent most of their lives on the wrong side of the law, but are 

now trying to go straight. 

 

ACTUALITY OF MEETING 

 

LEE: All right, Alex?  You all right, yeah? 

 

PACE: Yeah, are you? 

 

MAN: Yeah, good, thank you. 

 

PACE: How are you both getting on? 
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MAN: Yeah, really well actually, really well. 

 

SHAW: One of them is Lee.  For more than twenty years he’s 

been stuck in the revolving door of reoffending: crime, prison, crime, prison.  It’s the vicious 

cycle the Government is determined to tackle through its reforms. 

    

LEE:  I’m 39 years old.  I’ve had a heroin addiction for over 25 

years.  I started committing crime at the age of 16. 

 

SHAW: What sort of crimes? 

 

LEE: House burglary.  I was a prolific house burglar. 

 

SHAW: How many houses have you broken into? 

 

LEE: Thousands. 

 

SHAW: Thousands of houses? 

 

LEE: Thousands of houses over 23 years.  I’m not proud of it, 

quite ashamed of it.  Out of my whole adult life, I’ve had less than 2.5 years outside in society.  

It was a vicious cycle.  It was like, you know, I’d come out, I wouldn’t work with probation, 

and then for my drug use, it spirals very quickly and then I’m out committing crime, and then 

it’s a matter of time before I’m either recalled or arrested. 

 

SHAW: Over the past six months, though, Lee’s turned a corner.  

A face-to-face meeting with two of his burglary victims convinced him it was time to change. 

He’s getting help to come off drugs and is living in a supported house for addicts and 

alcoholics. 

  

LEE:   I was sick of creating victims. There was thousands of 

victims out there.  It has to start obviously with the person. If the person is not interested in 

addressing their alcohol problem, their drug problem or their crime problem then again it’s the 

revolving door.   
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SHAW: The motivation has to come from yourself? 

 

LEE: Yes. 

 

SHAW: But you needed strong back-up from other people? 

 

LEE: Yeah, without a doubt, without a doubt. I could have 

come out this time and had all the motivation in the world to change, but if the services weren’t 

there or the services weren’t either willing to engage, I’d be knackered.  

 

LEWIS:  Probably one of the most important things to assist in 

public protection and in reducing reoffending or the rehabilitation of an offender is a strong and 

constant relationship with a supervising probation worker.  

 

SHAW: Sally Lewis, head of Avon and Somerset Probation 

Trust, believes continuity is the key to tackling reoffending.   Her probation trust, along with 

the other 34 in England and Wales, is responsible for monitoring all 220,000 prisoners on 

licence and offenders serving community sentences.   

 

ACTUALITY IN UNIT 

 

LEWIS:  So this is our integrated offender management team 

working here.  What we have is police officers, probation officers and other staff.  They’re 

sitting together, talking, sharing information on an absolute real time basis, so if they come 

across anything that’s of concern, then something happens immediately in terms of trying to 

intercept that concern and do something with it.  At the top of the office …. 

 

SHAW: Sally Lewis is giving me a tour of the unit which deals 

with the area’s most prolific criminals, including offenders like Lee.  She’s proud of their 

results, as is her counterpart in Avon and Somerset Police, Deputy Chief Constable John Long. 

He’s the national policing lead on collaborative projects like this. 

   

LONG:  Historically, each agency would have dealt with 

offenders according to their own statutory responsibilities.  The police might arrest an offender, 

hand it to the court who deals with it, who hand it to prisons to deal with the offender, 
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LONG cont: probation become involved - a sort of passing of the 

baton on each occasion.  I think the better arrangement, and what has been achieved through 

integrated offender management, is that all the agencies now keep the offender in view at all 

times.  

 

SHAW: And how do you know if it’s working? 

 

LONG: As a police officer, I suppose I immediately look at the 

crime figures and the outcomes.  In the five or six years that IOM has been operating, we’ve 

seen 50% reduction in burglary, 65% reduction of theft of motor vehicle, 53% reduction in 

robbery and so on.  Now there has been reductions in crime around the country over that 

period, but we have seen steeper reductions here. 

 

SHAW: But in spite of the good work in Bristol and elsewhere, 

the Government is dismantling the system of offender supervision.  Probation trusts will be 

replaced by a series of new, larger organisations.  In each area, offenders will be divided 

between one of two groups, according to the risks they present to the public. Ministers say a 

new system is needed because the current structure costs too much and doesn’t do enough to 

address reoffending.  In the 12 months to April 2012, 160,000 people who’d been cautioned, 

convicted or released from prison in England and Wales committed a further crime within a 

year.   

 

GRAYLING:   There are fewer and fewer people committing first time 

offences, and increasingly the crime that is committed is being committed by those people who 

are going round and round and round the system. 

  

SHAW: Chris Grayling, the Justice Secretary – the architect of 

the probation reforms. At their heart is a plan to provide statutory supervision for the first time 

to all short-term adult prisoners when they’re let out.  This group has the highest recidivism 

rates: about six out of ten reoffend within a year of release. 

  

GRAYLING:  You’ve got this big block of people who get no support 

and supervision at all.  Surely that’s the time when you’ve got to do something about it. 

Therefore we’ve got to invest the tens of millions of pounds it will need in providing 

supervision to those who are getting none at the moment.  But of course, to do that we need a 
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GRAYLING cont: more streamlined, more efficient, less bureaucratic 

system, and one where there is greater freedom to innovate, to provide mentoring, not just 

supervision in perhaps the more formulaic way that sometimes happens. 

 

ACTUALITY WITH EX OFFENDERS 

 

LEADER: Right lads, the important thing about the ballast is that 

you spread it level with the top of this lever.  What’s the ballast actually do? 

 

MEN: Holds the track in place. 

 

LEADER: Holds the track in place. What else? 

   

SHAW: At a training centre at Stratford, in east London, a dozen 

former offenders, dressed in high-vis orange overalls, are working on a railway track. They’re 

in the final stages of a scheme run by the organisation, Working Links.  Abby Conway Todd is 

the operations manager. 

     

CONWAY TODD:  We’ve actually got a team of guys who are going 

through their week’s on track induction, which is actually typical of what you would do day to 

day actually in the maintenance of the rail tracks out in the real world, so they get real on the 

job training and actually are then able to go and operate in the railway industry straight away. 

 

SHAW: And after the course, what are the prospects of them 

getting work? 

 

CONWAY TODD: Very very high.  It’s a growth industry.  We’ve got about 

61% of this particular course into work, which is exceptionally high. 

  

MAN: Who’s got the next bolt? 

 

SHAW: When the probation system is overhauled, Working 

Links hope to be running more schemes like this.  Part=owned by the private sector, charities 

and Government, they’re among thirty groups bidding for contracts to take on responsibility for 

managing offenders.  The other bidders include companies such as A4e, Capita and Sodexho; 
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SHAW cont: voluntary bodies, including the Shaw Trust and Turning 

Point, and a number of staff mutuals, made up of probation officers. Twenty-one contracts are 

up for grabs.  The winners will be known as Community Rehabilitation Companies.  Working 

Links believe they’re well placed - they already run three regions under the Government’s 

controversial Welfare to Work Programme.  The Chief Executive is Phil Andrew. 

 

ANDREW: We’re specialists in helping those with complex needs, a 

large number of whom are ex-offenders, and we have to remember as well we are going to be 

taking on a whole organisation of probation officers, people who’ve been working in probation 

all of their working lives, so we’re very comfortable we can do it and do it well. 

   

SHAW: Will you keep the probation staff in place, the experience 

they bring?  

 

ANDREW: The aim that we have is to very much take the 

organisation on as it is and then look at it over a period of a year or so.  If we’re bringing in 

probation in a particular region into a national company, there are synergies to be had there, 

particularly from a back office perspective. 

   

SHAW: That means cutting staff, doesn’t it? 

  

ANDREW: That means cutting costs, doing things more effectively.  

 

SHAW: Which inevitably means fewer staff.  

 

ANDREW: It may mean fewer staff.  At the end of the day, our 

focus is to make a social difference by reducing reoffending.  We create savings for the 

taxpayer, and if we can make a very small return - and it will be a very small return - on top of 

that, then that’s entirely appropriate, but it’s not our primary objective. 

 

SHAW: The Government spends about £1 billion on probation 

every year.  One expert with experience of out-sourcing believes the objective of the reforms is 

to cut overall costs by several hundred million pounds.  He’s Richard Johnson, who used to run 

the Welfare to Work scheme for the private company, Serco, and is now an advisor to groups 

bidding for probation work. 
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JOHNSON:  There appears to be general consensus across probation 

services that there is some waste and inefficiency in what they currently deliver, but that waste 

and inefficiency will only go so far.  And in competing these as contracts, and awarding those 

contracts to a bidder who simply offers you the cheapest price, cannot avoid creating a winners 

curse.  The person who wins the contract will have done so because they offer to do it cheapest, 

and in order to achieve that they will be forced to cut corners.  In cutting corners with offenders 

and ex-offenders, that could significantly increase the risk to the public. 

 

GRAYLING: I’ve got a budget to spend on reducing reoffending.  I 

want to spend it all.  I don’t want to encourage people to come in and say, ‘We can do it at 80% 

of the price or 70% of the price.’  What matters to me and the key that we’re looking for in the 

bids is how successful will you be in bringing down reoffending? 

 

SHAW: Chris Grayling, the Justice Secretary.  

 

GRAYLING:  If this works, then what that means further down the 

track is we have the need for fewer prison places, we have a need for fewer court processes.  

That’s the way to bring down the cost of the criminal justice system. 

 

SHAW: But you’re not going to be spending more, and yet 

you’re going to be asking people to supervise more offenders, so you’re asking them to do 

more with the same or less money. 

 

GRAYLING: We need to be about delivering more for less.  In this 

particular case it’s about delivering more for the same budget that I’ve got available.   

 

SHAW: We’ve spoken to an expert in outsourcing, who gave 

evidence to the Justice Committee, who says that your department will be looking to shave 

several hundred million pounds off this £1 billion that’s being spent on probation roughly. 

 

GRAYLING: Well, I can categorically say that is not the case.  This is 

not about price.  What matters in this, is quality. 
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SHAW: Nevertheless there are real concerns that standards of 

supervision will be compromised under the new arrangements.  Offenders assessed as posing a 

high risk to the public, such as those convicted of serious violence and sexual attacks, will be 

dealt with by a new government body, the National Probation Service.  But the vast majority - 

some 160,000 low and medium risk offenders - will be monitored by the new outsourced 

companies. Medium risk offenders are regarded as the most unpredictable group of them all. 

 

ACTUALITY OUTSIDE FLAT 

 

RAFIQ: We’re just walking now to my uncle’s former flat and I 

try and never come here, I always avoid coming here, so it has been difficult coming here 

today. 

 

SHAW: This is the flat where your uncle was murdered? 

 

RAFIQ: This is the flat where he died, yeah, he was murdered, 

yeah.  All I remember about that day is our lives stopped really, and we’re still frozen at that.  

That moment is still as if it’s happening again now.  It’s quite hard, you know, to imagine the 

pain he went through. 

  

SHAW: Four years ago, Nesar Rafiq's uncle, Shabir Choudary, 

was stabbed to death at his flat at Wakefield in West Yorkshire. He was 52.  Nesar’s cousin, 

Zahir Aziz, who had a history of violence, was convicted of the murder. Aziz had only just 

been released from prison; he was under probation supervision, having been classed as a 

medium risk offender.  But a review of the case revealed that probation staff had decided not to 

send Aziz back to jail, even though he’d been drunk and abusive to staff at a probation hostel 

and had breached his curfew three times.  The report said an assessment of the risks Aziz posed 

hadn’t taken account of all the information it should have done. 

 

RAFIQ:  Probation had made a mistake with regards to the risk 

assessment, because the system was under pressure - staff off sick, too much workload meant 

things wasn’t done thorough enough.  But other information they did have didn’t get shared 

within the Probation Trust.  We know the information should have been shared with other 

agencies and it wasn’t, which could have got support for my cousin and maybe my uncle would 

still be alive today. 
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SHAW: In a statement, West Yorkshire Probation Trust said 

although the overall management of the case had been ‘good’, the initial risk assessment ‘fell 

short of the appropriate professional standard’. Under the new probation set-up, all risk 

assessments will be conducted by the National Probation Service.  But the supervision of 

medium-risk offenders such as Aziz will be the responsibility of community rehabilitation 

companies.  In a report into the reform programme, the House of Commons Justice Committee 

expressed its considerable concern that the companies, which will supervise offenders like 

Aziz, won’t be required to have professionally qualified staff.  The Committee is chaired by the 

Liberal Democrat MP, Sir Alan Beith. 

 

BEITH:  There’s nothing in the system which guarantees that 

qualified probation officers will be there in significant numbers in the private sector 

organisations.  What makes it very likely, of course, is these organisations won’t be able to do 

the job unless they recruit qualified and experienced probation officers. We want to ensure that 

over time a large commitment of qualified officers is maintained within the system.  

 

SHAW: But there’s no guarantee of that? 

  

BEITH: There is no guarantee in the system as proposed by the 

Government that the new providers will make extensive use of qualified and experienced 

probation officers.  But frankly they would be crazy and would be doing themselves a great 

disservice if they didn’t engage large numbers of people from the probation service who have 

the experience that they need.  

      

SHAW: The Chief Executive of the Probation Chiefs 

Association, Savas Hadjipavlou, says problems may also arise when offenders’ risk levels 

change – from medium to high or high to medium - and responsibility for monitoring them 

transfers from one provider to another. 

 

HADJIPAVLOU:  One of the main concerns that we have is that actually 

dividing the caseload on risk is the wrong thing to do.  In many many cases where you have 

more than one organisation responsible for an individual, all sorts of things could go wrong – 

and they do occasionally, unfortunately. 

 

SHAW: What sort of things? 
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HADJIPAVLOU: Well, failure to communicate, a higher proportion of 

serious further offences.  In almost all cases where you review when something has gone 

wrong, the problems tend to be around communication, and our concern is that without 

adequate testing and without solid preparation, as it were, that’s got to be a significant risk.   

 

SHAW: But that’s quite a serious charge - what you’re saying is 

that this scheme that is being devised runs the risk of there being more serious offences. 

 

HADJIPAVLOU: I think we’ve been very clear that’s been one of the 

major risks. 

  

SHAW: Nesar Rafiq echoes the concerns.  

 

RAFIQ:  Is it a gamble worth taking, because if it’s wrong there’ll 

be more victims and possibly more people like my uncle, lying 6 foot under, and more families 

grieving?  It’s better to have one organisation dealing with all aspects of low, medium, high 

risk because their overall aim is to try and rehabilitate that person, work with them to make 

them successful and keep them away from crime and to ensure they can participate in society 

and society is then safe.    

 

SHAW: But Chris Grayling doesn’t agree. He says community 

rehabilitation companies will have to employ people with the right skills to manage offenders.  

The companies will be based in the same building as the National Probation Service, he says, 

making it easy to share information.    

 

GRAYLING:  It’ll be a question of walking across the office and 

saying, ‘Offender A has just had a material change in circumstance – you need to take another 

look at this one.’ And in many respects that is what would happen within a Trust at the moment 

– somebody more junior going to somebody more senior saying, ‘Here is an issue.’  But it’s 

also worth saying that there is a lot of expertise in the voluntary sector particularly, in both 

watching over and supporting people who can be pretty dangerous.  We should not underplay 

that.  

 

SHAW: Are they going to have to employ a certain number of 

properly qualified probation staff?  
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GRAYLING: They will have to demonstrate they’re going to have the 

right skills in the organisation.  We’re not saying you must have x number of people.  And of 

course what we’re not doing is we’re not sacking everybody one day to replace them with 

another team of people the next, so it’s designed to be evolution rather than revolution, and the 

people who will be looking after offenders the day after the reforms come fully into effect and 

the day before will be the same.  This is not meant to be a big bang change.   

 

ACTUALITY ON TRAIN 

 

ANNOUNCEMENT: Ladies and gentlemen, the next and final station on this 

service shortly will be Cheltenham Spa.  Before leaving, please ensure you have all your 

personal belongings … 

 

SHAW: I’ve come to Cheltenham to meet Joanna Hughes.  She’s 

been a probation officer for 16 years.  

 

ACTUALITY, KNOCKING AT DOOR 

 

SHAW: Hi Joanna, it’s Danny Shaw from BBC.  Nice to meet 

you. 

 

HUGHES: Hi, nice to meet you, hi, come in. 

 

SHAW: Joanna is so opposed to the idea of outsourcing 

probation that she’s quitting her job and is preparing to stand as a parliamentary candidate at 

the next election to campaign against the reforms. 

   

HUGHES: I’m leaving probation because I can’t with any 

conscience carry on doing my job.  My feeling is that all the reasons that I became a probation 

officer are now being destroyed in this new organisation.  

 

SHAW: It’s a very big step you’re taking away, to sort of throw 

away your career, isn’t it? 
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HUGHES: It is a big step.  I cannot feel that an ideologically driven 

privatisation, with all the evidence pointing to the fact that it will increase the risk to the public, 

I can’t feel that I can with any conscience carry on.  This is the letter that I just received about 

the transfer of probation services from Probation Trust …. 

   

SHAW: Probation staff are currently being informed whether 

they’ll be staying in the public sector, working with high-risk offenders, or dealing with less 

serious cases in the new community rehabilitation companies.  Posts are being allocated on the 

basis of the number and complexity of cases each probation officer was handling on a given 

date.  They start their new roles in June.   

 

HUGHES: And I’ve been allocated into the National Probation 

Service.  I have no idea what this entails and I don’t know what …. 

 

SHAW: The probation union, NAPO, says the process has left its 

members confused and angry. Over five hundred officers have lodged formal appeals against 

the roles they’ve been assigned – that’s likely to rise significantly in the coming weeks as more 

staff learn where they’ll be working.   Ministers say the number of appeals is a tiny fraction of 

what they expected. But Joanna Hughes, who’s the vice- chair of NAPO’s Gloucestershire 

branch, says the mood among her colleagues has darkened. 

 

HUGHES: People are very, very demoralised, people feel that 

they’re de-professionalised and very unhappy.  I think demoralised staff do make mistakes.  

The thing about probation, and I’ve known this for 16 years, is that you, everyone gives their 

absolute all.  People will stay late every night to make sure reports are done.  People work way 

over their hours. There’s a lot of goodwill involved, and this is because they believe in trying to 

turn people’s lives around.  That is already eroding.  Already there’s a sense that, well, on June 

1
st
 I’m not going to write a report that’s not in my job description, you know.  People are 

already being … it’s very divisive.  People are looking for other jobs.  People can’t cope with 

the fact that what they wanted to do is being torn up in front of their eyes. 

 

SHAW: Joanna Hughes isn't the only one planning to leave.  

Sally Lewis, who heads Avon and Somerset Probation Trust, is resigning after a 30-year career.  

In fact, File on 4 has discovered that about a third of the 33 probation trust bosses are going.   
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SHAW cont: That represents hundreds of years of experience that 

won’t be put to use. Savas Hadjipavlou of the Probation Chiefs Association. 

  

HADJIPAVLOU:  Our estimate is that around ten chief executive roles will 

not continue.  Now it would be inappropriate to talk about individual cases, but maybe a useful 

comparison would be to say how many might you have expected to have retired in any one 

year.  And my personal experience is that this is perhaps one or two or three, so it is 

undoubtedly the case that the changes have caused a number of people to change their careers 

or retire and so forth. 

 

SHAW: The conclusion is that some of them are going because 

they don’t want to work with this new system? 

 

HADJIPAVLOU: Yes.  Or there’s no place for them in the new system. 

   

SHAW: Probation officers have been fighting the reforms for 

months. In November, there was a 24-hour strike.  Last week, unions reported the Government 

to the International Labour Organisation, claiming aspects of the outsourcing proposals 

breached employment laws. Now, we’ve learned, judicial review proceedings are being 

considered on the grounds that ministers acted unreasonably, knowing the reforms were fraught 

with difficulties.   

 

ACTUALITY WITH RISK REGISTER 

 

FLETCHER: This is the risk register that the Ministry of Justice 

compiled in the summer of last year, and as we can see here, in the summary of risks, three of 

them are very, very high ...  

 

SHAW: Harry Fletcher, a criminal justice consultant and former 

probation union official, came to the File on 4 office to show us a document that’s never been 

made public. Known as the risk register, it’s been used in Whitehall to gauge which parts of the 

Government’s probation reforms could be problematic.  The document sets out 17 risks 

associated with the project – ranging from a failure to deliver the reforms on time and to a 

sufficient standard - to reputational damage to the department.  A second, more recent risk 

register, written by probation managers three months ago, paints a similar picture.    
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FLETCHER:  What a risk register does is assess first of all what the 

likelihood is of something going wrong and then what the impact would be of that going 

wrong. And the maximum number of points you can have for likelihood and impact is five, so 

then officials multiply that together, so the maximum score you can get is 25. If you get a 25, it 

means you’re in deep, deep trouble - it's a car crash - and many of the risks identified both in 

June and November scored 20 points or more, which means that steps have to be taken almost 

immediately to try and mitigate the impact of those happening. 

 

SHAW: Isn’t this risk register really just presenting the worst 

case scenarios and the areas that have to be worked on before the programme is up and 

running, as it would with any major change? 

 

FLETCHER: It’s true risk registers have to be compiled by 

Government in respect of all projects, but it does seem to me that the risks are very, very high 

and what compounds it is the timetable.  In the words of the Ministry of Justice, it’s very, very 

aggressive.  That’s the problem.  They’re trying to rush through something that is very, very 

complex in a short period of time. 

 

SHAW: The documents will almost certainly have been seen by 

ministers and senior civil servants. But as far as the Justice Secretary, Chris Grayling, is 

concerned, they do not ring alarm bells or spell that disaster’s ahead. 

 

GRAYLING:  These are things that the management of a project will 

look at and say, ‘These are the things we have to work to make sure don’t happen.’  They’re 

not things that we’re forecasting are going to happen.  They’re actually about the things that we 

need to be wary about as we go through this project, as we manage the project and we work out 

the things we’re going to do to make sure it runs smoothly. 

 

SHAW: So it doesn’t alarm you at all? 

 

GRAYLING: It would alarm me if the team running the project, if my 

team here wasn’t thinking of the consequences of things that could go wrong and wasn’t taking 

steps to make sure they didn’t. 
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SHAW: You can’t be happy, though, when the risk levels are 20 

and 25? 

 

GRAYLING: But what they’re doing in a project is sitting down at the 

start and saying, ‘What are the things that could go wrong and how serious would they be?’ 

and that’s what the team are focused on, that’s the purpose of a risk register. 

 

SHAW: The closest there is to a model of the Government’s 

reforms can be found at Peterborough Prison in Cambridgeshire.  Released prisoners are 

supervised by voluntary groups.  Investors in the scheme receive dividends only if they meet 

targets on cutting reoffending.  It’s called Payment-by-Results and it’s similar to the system 

ministers intend to use when probation services are contracted out. 

 

ACTUALITY IN WORKSHOP 

 

SHAW: In a carpentry workshop at the privately-operated 

Peterborough Prison, a group of offenders are hammering, chiselling and sawing through 

blocks of wood.  I was at the prison when the project started in September 2010. 

 

ARCHIVE EXTRACT 

 

SHAW: At Peterborough there’s huge optimism about the 

programme. Each offender will have a mentor – an ex-prisoner who’ll meet them at the gates 

and support their rehabilitation.  Colin Lambert is from the St Giles Trust, a charity which is 

providing the service.  

 

LAMBERT: When they are talking to somebody who has been in 

their shoes, who has, you know, been through the prison system, that’s come out and has 

resettled and has changed their life, they’re talking to somebody who knows what they’re 

talking about. 

 

SHAW: And that can make a difference? 

 

LAMBERT: That can really make a difference. 
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SHAW: So, almost four years on, has Peterborough made a 

difference?  Last month, the Ministry of Justice issued interim results, showing the number of 

re-convictions among ex-Peterborough inmates had dropped by 9%, while there was a 10% rise 

in a national sample of offenders.  But Carol Hedderman, from Leicester University, is wary 

about jumping to conclusions. She’s part of a team of independent experts commissioned by 

the Ministry to analyse the data.  Professor Hedderman, a former Home Office researcher, says 

there are so many things wrong with the statistics, she wonders why they were produced. 

 

HEDDERMAN:  The bottom line is that these results don’t really tell you 

anything very much.  What the current analysis does is to take a group of people who look 

similar-ish to Peterborough and the Peterborough sample, and that isn’t good enough basically, 

because you don’t know whether what you’re seeing is a mismatch between the two groups or 

a genuine success at Peterborough.  And until we do our much more detailed and sophisticated 

analysis, you won’t know the answer to that question as to whether Peterborough has been a 

success or not. 

 

SHAW: Have you seen any examples of a Payment-by-Results 

scheme that delivers the desired effect? 

 

HEDDERMAN: No, and indeed I think it’s fair to say that if you look at 

research, as I’ve done, from education, employment and health, there is no good evidence that 

Payment-by-Results schemes work.  Indeed, the Audit Commission in 2012 said – and I quote 

– ‘Our review of UK and international research evidence found few rigorous evaluations of 

PBR and no complete systematic analysis of its effectiveness.’  So there isn’t actually any 

information out there that we can point to and say, ‘This is proof that Payment-by-Results 

works.’ 

 

SHAW: Chris Grayling, however, suggests Peterborough, with its 

Payment-by-Results set up, is a template for his wider reforms. 

 

GRAYLING:  When I went to Peterborough for the first time, I found 

there a snapshot of where I think that this world is heading.  So far it’s having a measurable 

impact on both the absolute likelihood to reoffend, but also the number of crimes committed by 

a group of people, and in Peterborough both those things are happening.   
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SHAW: But we’ve spoken to a criminologist who is on the 

independent panel that your Department has set up to evaluate the findings, and she says that 

the interim results that have been produced by the Ministry of Justice are virtually meaningless 

because the control group is drawn from different sorts of people and you can’t really compare 

the two. 

 

GRAYLING: Well, that’s a debate between statisticians.  What I know 

is the number of … 

 

SHAW: Well, it’s not just a debate between statisticians.  I mean, 

if you look, in fact, at the control group, you can see, for example, one is counting cautions and 

the other isn’t, just to give a simple example. 

 

GRAYLING: Well, the number of crimes committed by people coming 

out of Peterborough Prison, having been through this programme, is markedly less than their 

counterparts in other prisons around the country. 

 

SHAW: But they’re not counterparts though.  That’s the point 

that she’s making.  They’re not counterparts.  They’re just another group.  And she says until 

they get the right data to do the comparison, you can’t really say it either way, whether the 

scheme is working or not. 

 

GRAYLING: I don’t accept that.  You just have to sit in Peterborough 

Prison with the offenders who are going through this programme, that this is what needs to 

happen. 

 

SHAW: The Justice Committee said there were ‘serious question 

marks’ about the design of the Payment-by-Results model to be used in the new probation 

contracts.  Companies will receive a basic fee, to be topped up if they hit reoffending targets.  

The Committee said some providers could ‘game’ the system, focusing their efforts on 

offenders they know are motivated to reform, while ignoring others. MPs also questioned 

whether the Payment-by-Results element offered enough of an incentive for companies to 

provide the rehabilitation required to reduce reoffending. I asked Phil Andrew, from the 

organisation Working Links, which is bidding for the contracts, for his assessment. 
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ANDREW:  Our understanding is that in the first few years, the 

Payment-by-Results percentage will be lower.  That will give us an opportunity to take a gentle 

and considered look at the way in which probation is operated in the region.  As time goes 

along, that Payment-by-Results percentage will go up, quite rightly - as you get more used to 

the contract you become much more accountable. 

 

SHAW: Do you think that there will be sufficient incentive in 

that Payment-by-Results section there, because it’s been suggested that actually it may end up 

being very low? 

 

ANDREW: We believe there will be significant incentive there, and 

the reason that we believe that is that the MoJ have become absolute experts at procurement 

over the last ten years.  They will ensure that we are absolutely held accountable and therefore 

I have no doubt that Payment-by-Results will be a very large factor in the contracts when they 

get signed.   

 

SHAW: If Payment-by-Results is to work, then far more 

offenders like Lee, the hardened heroin addict and persistent burglar, will have to steer clear of 

crime.   

  

LEE:  You have people with stories - domestic violence, rape, 

you know, abuse, drug abuse, alcohol abuse. For companies to be earning money off that, I 

think that’s quite sick, to be honest with you. You know, these companies are earning money 

out of people’s misery. 

 

SHAW: So will they get payment for results, do you think? 

 

LEE: They won’t get paid very much, believe me. It’s going to 

be a challenge for the Government.  I think a lot of clients will stick their fingers up.  They’d 

rather go to jail and sit in jail with a telly, kind of three meals a day, than being out here, being 

on tag.  They won’t do it, you know, they won’t do it. 

 

SHAW: The Peterborough Payment-by-Results programme 

involves support to offenders who’ve served sentences of under twelve months. Normally, 

short-term adult prisoners are freed without supervision - there’s no legal requirement for it. 
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SHAW cont: The Government believes it’s a gap in the system that 

must be filled.  But that’ll mean monitoring almost fifty thousand extra offenders every year – 

be they fine defaulters, drunk drivers, vandals or shoplifters.  In 2009 and 2010, the idea was 

piloted among a group of offenders in London. The programme was called the Diamond 

Initiative, but the results were less than sparkling.  An independent evaluation concluded that it 

had no impact on offending.  Criminologist Carol Hedderman says the findings indicate that a 

targeted approach would have been better. 

 

HEDDERMAN:  When you’ve got a diverse community and you apply a 

blanket solution, you will not get high success rates.  What you need to do, as the Diamond 

report itself makes clear, is to think about focusing on particular individuals with particular 

packages of intervention.  Reoffending is extremely hard to tackle and if there was an easy 

solution out there I’m sure somebody would have employed it by now. When you deal with 

somebody who’s an adult offender, you’re dealing with probably somebody who was at least 

physically abused as a child, who dropped out of school early, who had delinquent peers, 

whose family were probably involved in offending, so what you’re asking interventions with 

adults to do is to turn that all round - and that’s a big ask.      

 

SHAW: Chris Grayling acknowledges that under his approach 

supervision will vary from offender to offender. But he’s determined that every short-term 

prisoner who’s let out will get more than what they receive at the moment - a prisoner 

discharge grant of £46.  

 

GRAYLING:  I actually happen to believe that if you have a system 

that’s flexible enough to realise that some people need more support than others, which is what 

we would do in a Payment-by-Results system, but we expect a minimum level of support and 

encouragement for everyone who goes to prison, then I don’t want to get into the business of 

trying to judge whether somebody needs to be supported or not.   

 

SHAW: The one project where all prisoners released from under 

twelve month sentences were given supervision and support was called the Diamond Initiative 

in London, 2009 and 2010, and the independent evaluation of that concluded that it had no 

impact on offending.  Shouldn’t that be sending a signal to you, that your approach isn’t right? 
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GRAYLING: I have not heard anybody say to me that it’s sensible to 

leave people walking the streets with £46 in their pocket and no support and no supervision … 

 

SHAW: It’s a good soundbite, it’s a good soundbite, but what the 

experts are saying is, target it on those people who really are going to reoffend, not just this 

blanket policy because it makes a good soundbite. 

 

GRAYLING: Well, I mean, nearly two-thirds of them are going to 

reoffend, so are we actually going to go through a screening process before people leave prison 

to try and, ‘Oh, I think that one might reoffend and that one might not.’?   

 

SHAW: That would be sensible, wouldn’t it? 

 

GRAYLING: This is our biggest crime challenge, in my view.  The 

reality is, I don’t think we should have a system that tries to second-guess before people leave 

prison whether they’re likely to reoffend or not, because if we get it wrong we just end up with 

victims of crime we don’t need to have. 

 

SHAW: Mr Grayling expects his reforms to be rolled out later 

this year and to be fully in place by next April – before the election.  If they bring about 

sustained reductions in reoffending rates, the Justice Secretary will have achieved something 

that has eluded policy-makers for the past thirty years.  However, there are significant hurdles 

in the way – and few seem to share his confidence that it can be done.   
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