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1. Summary 
• People in the criminal justice system face a range of complex issues that will not 

be addressed by linear, generic services. The new probation system needs to 
place the person at the centre, facilitating wrap-around, tailored support from a 
plurality of providers.  

• Scale can be achieved through working with a variety of providers. Small and 
local charities need to be part of an ecosystem or providers as they are able to 
provide specialist support to specific cohorts that reflect the relevant local 
context.  

• Small and local charities (97% of the charity sector) have a long track record of 
delivering quality services to people in the criminal justice system. The 
distinctive characteristics of these charities also enable them to deliver high 
levels of social value. Funding decisions need to place greater emphasis on both 
quality of service and the local social value delivered by providers.  

• Small and local charities should be engaged throughout every stage of the 
probation system, from system design to service delivery. Structures should be 
developed to facilitate ongoing engagement with small and local charities.  

• Learning from the challenges of Transforming Rehabilitation, the new probation 
system should be designed in a simple, integrated way to reduce complexity and 
fragmentation – coordinating with other agencies and learning from the new 
aligned system in Wales. 

• The new system should support effective collaboration and operate at a level 
that is most appropriate to meet local needs, with flexibility to reflect the 
specific contexts of local areas. Structures need to be put in place to ensure the 
ten new CRC regions do not lead to regional-level commissioning.  

• The model of funding adopted under the new probation system is crucial to 
enabling small and local charities to participate. Funding must support the 
sustainability of providers and take a proportionate approach, following the 
government’s lead on endorsing grants as an appropriate mechanism for enabling 
this.  

• A new approach to measurement needs to recognise the complexity of the work 
carried out by small and local specialist providers, with a focus on learning that 
feeds back into practice.  

• Government should work with independent funders so that trusts and 
foundations can share their knowledge of grant making and organisations 
working in the sector.   

 

2. Introduction  
Lloyds Bank Foundation for England and Wales partners with small and local charities 
to help people overcome complex social issues. Through long-term funding, 
development support and influencing policy and practice, the Foundation helps those 
charities make life-changing impact. The Foundation is an independent charitable trust 
funded by the profits of Lloyds Banking Group as part of their commitment to Helping 
Britain Prosper. 
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The Foundation is currently supporting some 700 small and local charities working 
across areas such as homelessness, domestic abuse and mental ill-health, including 59 
charities supporting people in the criminal justice system (see Annex) through a total 
investment of almost £3m (within an annual £20m of support). Our new strategy, 
Reaching Further, also includes the Foundation launching a new Criminal Justice 
National Programme which will see a further £2m invested in the sector over the next 
three years, in addition to our grants directly to small and local charities. 
 
This response is focused on why and how small and local charities in particular, as a 
subset of the voluntary sector, should be engaged in the future of probation. Our 
experience of funding these charities for more than thirty years, alongside recent 
academic research, highlights why this is critical and, importantly, how it can be done. 
It is imperative that the new system works for small and local charities so that they are 
enabled to deliver vital work in prisons and communities.  
 

3. Ensuring particular needs and vulnerabilities of different cohorts of 

offenders are better met by working with small and local charities  
The Ministry of Justice consultation document rightly recognises that the 
circumstances and needs of individual offenders differ, which means a tailored 
response is needed in probation and associated services. Working with a range of 
providers, including small and specialist charities, is central to meeting this objective. 
Small and local charities, like those funded by the Foundation, have a strong track 
record of helping people with a range of needs to reintegrate into communities and 
move away from a life of crime, through a variety of different interventions. Supporting 
different cohorts of offenders cannot be done through large scale, generic 
interventions; a plurality of providers is needed that can provide specialist support.  
 
Meeting a range of needs by working with a number of small and local charities aligns 
with government’s positive ambition to better engage with voluntary sector providers in 
the design and delivery of probation services. As noted in the HM Inspectorate of 
Probation for England and Wales Annual Report 2017, Transforming Rehabilitation had 
similar aims but failed to engage the sector on the anticipated scale1, despite evidence 
from the Justice Data Lab indicating that charity sector providers tend to outperform 
public and private sector providers. Overcoming the challenges of Transforming 
Rehabilitation and realising the ambition to improve engagement with the sector 
demands a wholescale new approach to probation; peripheral alterations will not bring 
the change that is needed.  
 
Meeting these ambitions to engage effectively with charities requires recognition that 
the voluntary sector is as diverse as it is large and how government engages with the 
sector needs to be shaped in respect of this diversity. It is particularly important to 
explore how government can work with the 97% of charities that are small (with an 
income under £1m), working in communities right across England and Wales2, as they 
are well placed to support people away from a life of crime. The lack of engagement of 
these small and local charities has been a key criticism of Transforming Rehabilitation 
that needs to be rectified in the new system:  

“The decreased involvement of the voluntary sector, especially that of smaller local 
organisations, is deeply regrettable and reduces the quality and array of services 
available to individuals on probation. This has resulted in fewer local and 
specialist services being offered.”3 

 

                                                      
1 HM Inspectorate of Probation for England and Wales Annual Report 2017 
2 Civil Society Almanac, 2018, NCVO) 
3 Transforming Rehabilitation Review, 2018, Justice Select Committee  
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While the effectiveness of small and local charities’ work with offenders can be 
demonstrated through their individual impact, research launched by the Foundation 
earlier this year, The Value of Small4, explores why small and local charities specifically 
matter, in terms of the distinctive qualities they possess. Led by the Centre for Regional 
Economic and Social Research at Sheffield Hallam alongside the Institute for Voluntary 
Action Research and the Centre for Voluntary Sector Leadership at the Open University, 
this research takes an in-depth look at charities in four geographical areas to draw out 
patterns and build the evidence base around the value of small and local charities. This 
research provides a helpful overview of why and how small and local charities have a 
critical role in the success of any new probation system.  
 
The research identifies three key ways that small and local charities are special:  

• they’re distinctive in what they do 
• they’re distinctive in how they do it  
• they occupy a distinctive position in communities.  

Each of these distinctions can have a significant impact on probation services.  
 
Distinctive in what they do 
As ‘first responders’ small and local charities often support people when they are in 
crisis. They create spaces where people feel safe and respected, without fear of being 
stigmatised, which is a critical factor in their engagement with a service. They can help 
offenders to raise their aspirations and engage in learning, laying the foundations for 
longer term progress into training or employment.   
 
Distinctive in how they do it  
Developed with, by and for communities, small and local charities are both embedded 
in and trusted by communities, with volunteers and staff that reflect their diversity. 
Their person-centred approach is built on long-lasting relationships of trust which are 
critical for long-term engagement with services. This is particularly valuable when 
working in probation, where being able to relate to individuals and build trusting 
relationships is crucial for longer term engagement. It is also dependent on their open-
door approach where people are not turned away but are listened to without fear of 
judgement. Their size enables them to make decisions quickly and respond to changing 
needs.   
 
Distinctive position in communities  
Small and local charities are often considered the glue that hold different services and 
communities together, using their well-established networks to ensure people get the 
support they need to address a range of complex issues. As such, they hold a 
distinctive position within an ecosystem of providers, where small and large charities 
and other providers can work side by side, recognising the distinctions between their 
offers. These networks and connections are particularly important for through the gate 
services, enabling individuals to access the support, services and opportunities they 
need for a smooth transition into the community.  
 
More than the sum of their parts  
While each of these distinctions are important in and of themselves, together they add 
up to more than the sum of their parts and impact on the wide-reaching long-term 
value generated by small and local charities. It will be critical for the new probation 
system to tap into this value if it is to achieve its objectives within tight budgets.  
 
Small charities generate individual, economic and social value  

                                                      
4 The Value of Small, 2018, Lloyds Bank Foundation for England & Wales 
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Transforming Rehabilitation largely failed to benefit from the additional value created 
by small and local charities working in the criminal justice system, with these 
organisations underrepresented in the £900m programme.5 This is problematic because 
the distinctive nature of small and local charities as set out above enables these 
charities to generate wide-reaching social value through:  

• individual value 
• economic value 
• added value.  

 
Value for individuals  
The distinctive nature of small and local charities enables them both to meet 
immediate needs but also to help people achieve the ‘small wins’, such as building 
confidence, which are the foundations for long term engagement and tangible hard 
outcomes, such as preparing for employment or reducing reoffending.  
 
Value for the local economy  
Helping people to achieve successful outcomes, having addressed the root cause of 
their problems, small and local charities help to reduce the pressure on other services, 
driving down the costs on the public purse. Furthermore, small and local charities 
typically reinvest their money locally. Analysis from The Value of Small shows that 84% 
of local government funding to charities goes to larger charities, with 76% of funding 
going to charities with an income of over £10m6 – in all likelihood, the highest paid 
wages and many of the supply chains will be benefiting those from out of area, unlike 
the spend of small and local charities which is reinvested locally.  
 
Small and local charities also bring more money into the local area, such as through 
grants from independent foundations and trading. This will be increasingly important as 
local areas become more responsible for generating their own income, with the phasing 
out of revenue support grants. People in the criminal justice system will feel the 
impacts of this through the availability (or lack thereof) of other services in the area. 
Recent analysis of local government spending on disadvantage by New Policy Institute 
for the Foundation draws attention to the growing problems in poorer areas which have 
less capacity to generate revenue alongside greater demands for services.7  
 
Within prisons, the additional support leveraged by small and local charities can 
resource additional provision to further develop activities supported through statutory 
funding. However, it is imperative that government does not view the additional funding 
brought by independent funders as an opportunity to step back from working with 
small and local charities. Non-statutory sources of funding can complement statutory 
funding but it cannot replace it and the value of small and local charities’ ‘top-up’ 
services will be undermined if the core statutory-funded service is not longer 
commissioned. Research by Clinks shows that under Transforming Rehabilitation, one 
third of charities surveyed were subsidising CRC-funded services through their reserves 
or other funding services8. This approach is unsustainable and must be rectified in the 
new system – it will not work effectively under the current financial constraints.  
 
Added value  
The work of dedicated staff in small and local charities is typically supported by a 
higher proportion of volunteers than in larger organisations, bringing additional skills, 
experience and hours. The networks and relationships built by these charities provide a 

                                                      
5 Track TR: Under Represented, Under Pressure, Under Resourced, 2018, Clinks  
6 The Value of Small, 2018, Lloyds Bank Foundation for England & Wales  
7 A Quiet Crisis: Local government spending on disadvantage, 2018, Lloyds Bank Foundation for England & Wales 
8 Track TR: Under Represented, Under Pressure, Under Resourced, 2018, Clinks 
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mechanism for bringing people together, across communities and with government – 
they are the key to connecting services and enabling different audiences to understand 
different experiences.  
 

4. How to better engage small and local charities in the design and 

delivery of rehabilitation and resettlement services for offenders in 

the community  
 
Small and local charities need to be at the heart of system design and lessons need to 
be learnt from Transforming Rehabilitation if the new probation system is to engage 
with charities in the way it is intended, particularly in terms of small and local 
providers. Commissioning over recent years has tended to favour scale, delivered by 
large providers, over all else. This fails to recognise that scale can be achieved through 
a multitude of providers. Working with a range of providers brings many benefits, not 
least:  

• organisations have specialist skills to work on particular issues, at different 
stages of the criminal justice system. This will help government to ensure the 
needs of different groups can be met effectively 

• there is reduced risk through working with a number of providers – as Carillion 
has clearly demonstrated, investing in a single provider brings significant risks if 
that single provider fails. Research indicates that large Transforming 
Rehabilitation providers have indeed failed. 

 
Lloyds Bank Foundation is happy to facilitate a workshop between criminal justice grant 
holders and Ministry of Justice to work through the principles of engagement and test 
approaches for working with small and local charities. The Foundation’s support of 
criminal justice charities for more than thirty years has highlighted a number of factors 
that need to be at the heart of system design, which could be the basis for this 
discussion as set out below. Much of this work draws on the Foundation’s campaign 
with Locality to Keep it Local, calling on commissioners to work with local organisations 
for the delivery of services.9  
 
A person-centred approach  
A multitude of evidence has pointed towards the need for person-centred services and 
away from the ‘one size fits no-one’ approaches of too many large scale contracts. The 
desire in Wales to pool budgets offers a number of opportunities to design services 
around a person because it more clearly recognises that people often need holistic 
support to address a range of needs. Where pooled budgets are used, it is imperative 
that this does not simply mean even bigger contracts to cover all services. As 
highlighted in the Home Office violence against women and girls commissioning toolkit 
(supported by the Foundation) which outlines some precautionary measures that can 
be adopted when pooling budgets so as not to inadvertently disadvantage smaller 
providers:  

“Consistency and value does not have to come at the price of accessibility,... Simple 
steps to prevent this from happening include:  
- Levelling the playing field by cutting down the lot sizes  
- Slowing the pace of the process  
- Weighting scoring to favour consortia and/or local experience and social value  
- Setting a suitable cost/quality ratio that prioritises excellence of practice.”10 

The experience in Wales of bringing budgets together should be used a test case where 
learning can be transferred to England as appropriate, not least in terms of joining up 

                                                      
9 Keep it Local: locality.org.uk/policy-campaigns/keep-it-local  
10 Violence Against Women and Girls: Supporting Local Commissioning, 2016, Home Office  
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probation and looking at how different budgets can be brought together to achieve long 
term and effective change through a person-centred approach – if, of course, this 
approach is successful in joining up budgets alongside working with small and local 
charities.  
 
Smaller organisations are expert at taking a person-centred approach, tailoring wrap-
around provision to meet the needs of the individual. While it is vital that the services 
individuals receive throughout the probation system are consistent in standards of 
quality and expected outcomes, the needs of offenders are varied and complex. As 
such, the system must allow providers to be able to tailor interventions to the needs of 
the individual, to help them work towards individual goals in the most effective, 
person-centred way.  
 
An approach built on experience  
Involving those with experience of both delivering and accessing services needs to be at 
the heart of the probation system. The small and specialist local charities supporting 
people in the criminal justice system have vast expertise and specialist knowledge that 
should be built into system design, not just service delivery. It is critical that small and 
local charities are free to share this experience to help shape better support, as 
described by a grant holder:  

“We seek to be advocates for our service users, which may mean challenging 
systems that perpetuate injustice. Importantly, we also act as a critical friend to 
public service agencies whose policies have an impact on those with whom we 
work.” 

 
Charities face numerous challenges carrying out this role when restrictive conditions 
are specified within funding agreements. The Ministry of Justice needs to ensure that 
those engaged in the new probation system are able to share their expertise without 
fear of reprisals such as funding withdrawal. Similarly, the engagement needs to be 
developed in terms that work for small and local charities with a focus on building 
relationships and conversations above formal and lengthy consultation documents. 
While the HMPSS senior leader in each region can help to facilitate this engagement, it 
has to also involve those people who will be responsible for designing services and 
leading the commissioning process, together with small and local providers.  
 

A local approach that recognises the different contexts of local areas  
A local approach enables areas to respond to local needs and work with established 
local services. While clear overarching objectives and a framework for probation 
services are needed, there needs to simultaneously be flexibility in the system to 
enable local areas to reflect the specific context of their environment. Learning can be 
taken here from the violence against women and girls sector. Home Office published 
the National Statement of Expectations (NSE) in late 2016 with the aim of setting out an 
approach that local areas should use which would support increased engagement of 
specialist services. However, the NSE has failed to have the intended impact: local 
areas need to be held accountable to standards set centrally.  
 
Setting a framework to which local areas are accountable (such as specifying and 
monitoring engagement with small and local charities) would still allow local context to 
be fed into decision making and design. This is important because, as research for 
Lloyds Bank Foundation by New Policy Institute recently highlighted, there are great 
differences in the funding for services for people facing disadvantage across the 
country. While this research focused on local authority spend specifically, it 
demonstrates the different environment that local areas are operating in, with 97% of 
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the cuts to spending on services for people facing disadvantage falling in the fifth most 
deprived local authorities.11  
 
Systems need to be adopted at a geographical level which relate to the objectives being 
sought, whether this is the catchment of a prison or PCC within the ten proposed 
probation regions. While the proposal for CRC areas to be reduced from 21 to 10 in 
England is understandable in terms of aligning boundaries, we are concerned about 
what this could mean for working with small and local charities. Consideration must be 
given to how local needs can be met within these wider geographical areas, including 
removing barriers for specialist and localised services, such as offering smaller contract 
lots. In Wales, it is important that the national approach does not prevent variation at a 
local level or preclude the involvement of small and specialist services. It is imperative 
that checks and balances are put in place to ensure that larger regions do not lead to 
larger contracts and less personalised / local services. See section 5 for further details 
on this.  
 
A collaborative approach  
No single agency can overcome the challenge of probation – as one grant holder 
describes it:  

“No one provider has all the answers, and in fact the strength of the sector is the 
presence of a broad range of specialist organisations.” 

It is essential that the new system is developed in collaboration with a range of 
stakeholders, not least small and local charities. This should not be limited to 
organisations that have already been contracted under Transforming Rehabilitation, but 
should involve reaching out more broadly to other organisations which are providing 
support in this area and have relevant expertise to contribute, perhaps through local 
forums or networks. The success of the new system will depend on this collaborative 
approach being an ongoing feature of the system, not a moment in time consultation 
event. Engagement with the sector must not end on 21st September.  
 
The collaborative approach is not simply about designing the system, but how it works. 
Multi-agency coordination is pivotal to this, recognising the range of agencies and 
support needs involved in the probation system. Looking at other service areas can 
provide some helpful learning here, such as Plymouth City Council’s approach to 
complex needs which has revolutionised support across the system, or the Drive 
perpetrator pilot which brings together a range of different agencies to change 
behaviour and better protect victims of abuse.12  
 
A simple, joined-up approach  
Reducing complexity in the system will help to overcome some of the challenges that 
have been apparent through Transforming Rehabilitation. This is particularly important 
in terms of developing simple referral processes to better facilitate coordination 
between agencies. The consultation document and establishment of the new cross-
Whitehall Reducing Reoffending Board recognises that it is not only probation 
rehabilitation and resettlement support that will impact upon reoffending. Accordingly, 
the success of the new probation system will not lie in the probation system alone but 
will be impacted by welfare support, employment, access to healthcare and 
accommodation, for example. Multi-agency forums and a more collaborative approach 
will help to facilitate more joined up working between agencies.  
 
The new system needs to ensure that offender managers are allocated with sufficient 
time for this coordination to be in place, so that people are not released without 
support – especially on a Friday. Effective through the gate support takes time and 
                                                      
11 A Quiet Crisis: Local government spending on disadvantage, 2018, Lloyds Bank Foundation for England & Wales 
12 Drive: driveproject.org.uk  
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sufficient funding, which needs to be built into the system – with through the gate 
support in place whichever prison people are released from (including ‘resettlement 
prisons’) and people able to be released at a time when they can access the support 
they need in the community. The additional funding for through the gate support is 
welcome, but the effectiveness of this funding will depend on whether the system used 
to distribute it enables small and local charities to be part of the solution.  
 
Charities supported by the Foundation are increasingly reporting challenges in accessing 
prisons to engage prisoners in their work and to prepare them for release effectively. It 
is critical that the new probation system ensures charities can maintain access to 
prisons. As highlighted by one of the Foundation’s grant holders in written evidence to 
the Justice Select Committee’s review of Transforming Rehabilitation:  

“The Ministry of Justice should also issue clearer guidance to ensure voluntary sector 
coordination is given higher strategic prominence in prisons. At present, there is 
a great variation in prisons’ openness to voluntary sector involvement, and a lack 
of the strategic coordination which is essential to avoid duplication, ensure high 
quality and fill in gaps in support. This can also mean that prison officers are not 
aware of the role or importance of allowing voluntary sector organisations to access 
prisoners on prison wings, which can make access to prisons challenging.”13 

The new HMPSS senior lead responsible for engagement with the sector should be 
responsible for acting on intelligence from charities where voluntary sector 
coordination is not happening effectively.  
 
Bringing together the CRC and NPS into a single, combined probation services in Wales 
presents opportunities to improve a joined-up approach across probation, reducing 
fragmentation and providing a more integrated and comprehensive service. Although in 
England the CRC and NPS areas have been aligned, reducing some complexity, the two 
separate systems still provide an added layer of complexity and fragmentation. We 
would recommend that the progress of the new aligned system in Wales should be 
monitored and, if it produces positive outcomes for offenders, a full roll out of this 
alignment should be considered for England too.  
 
Addressing problematic power imbalances through better market stewardship 
A key concern around commissioning has been the issue of ‘bid candy’, whereby small 
and local charities may be included in tenders but may not be aware of their apparent 
involvement or, even if they are, receive few referrals or are subject to excessive budget 
cuts. The prime provider model has facilitated this behaviour because the relationship 
with the commissioner does not extend throughout the supply chain. Similar challenges 
could occur in other commissioning models so it is important that the new system has 
checks in place to ensure this doesn’t happen, such as through:  

• checking that organisations named in bids are aware of this, through building 
relationships or holding partnership / supply chain forums  

• holding meetings between commissioners and all partners to better understand 
the dynamics between providers  

• including feedback from supply chain providers as part of the ongoing contract 
management to ensure the system is working as set out in the tender.  

 
Supporting collaboration over competition  
Competitive commissioning and the prime provider model have led to an environment 
that is not conducive to partnership working and collaboration: 

“If anything we are facing more challenges receiving referrals from the prisons as 
communication with third party organisations has been damaged by the 
Transforming Rehabilitation process. Similarly, we find it a lot more difficult to work 

                                                      
13 Written evidence to the Justice Select Committee’s review of Transforming Rehabilitation, 2017, Switchback  
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in partnership with other charities in the community who now appear to see us as 
competition rather than partner.” 

Recognising and developing a system which seeks to address this challenge needs to be 
a priority:  

“We hope that as consideration is given to what will succeed the current 
Transforming Rehabilitation programme, there will be a willingness to restructure in 
a way that promotes a joined-up approach in which small local charities are able to 
contribute.” 

Examples are already available of charities within the criminal justice sector developing 
a more collaborative approach, such as the South West Mentoring Alliance, but the 
resource needed for this work needs to be accounted for.  
 
In other sectors, this has been attempted through consortia that are convened through 
independent organisations. For example, Women’s Resource Centre coordinates the 
London Violence Against Women and Girls Partnership. As Women’s Resource Centre is 
not a direct provider of services, this helps members to feel like equal partners. A 
similar approach has been suggested by NAVCA through a Single Point of Contact 
model.14 It is worth investing the time and resource to establish such partnerships, 
which should be built into probation commissioning processes, as this can enable small 
and local specialist charities to engage successfully. Clinks’ Good Prison report 
examines the role of coordination between agencies within the criminal justice system, 
again calling for resource to be allocated to this role.15  
 
Commissioning for quality and long term and wider value 
Making the best use of limited resources demands greater consideration of the quality 
of services and the long term and wider value that services deliver. Small and local 
charities have a track record of delivering effective interventions that help people to 
turn their lives around, re-establish themselves in communities and find employment 
away from crime. The quality of intervention needs to hold greater weight in 
commissioning decisions. Price will always be important but it is false economy to go 
with the lowest unit cost if the quality of the work is not high enough as this will only 
lead to failure demand with greater costs for individuals and the public purse further 
down the line.  
 
Locality’s Saving Money by Doing the Right Thing report explored this concept of failure 
demand whereby long-term costs are driven by services not sufficiently meeting 
needs.16 A greater focus on quality over lowest unit cost helps to avoid the failure 
demand that has blighted too many government contracts. Commissioners also need to 
apply a greater weighting to local social value in commissioning decisions. It is 
imperative that commissioners recognise the types of additional value that small and 
local charities generate and do not seek to limit the measurements of social value.  
 
The Social Value Act provides a framework for considering the wider impacts of a 
providers’ work alongside the quality of its direct services. Accounting for local social 
value needs to be clear in the new commissioning model. The Value of Small research 
identification of individual, economic and added value generated by small and local 
charities provides a framework to help commissioners think about how this value is 
generated and thus how it can be calculated. Greater weighting needs to be given to 
social value within contract decisions, with providers required to describe how they 
have experience of generating social value locally. Guidance accompanying the new 
commissioning model also needs to be explicit in accounting for social value. While unit 

                                                      
14 Improving Commissioning Through a Single Point of Contact, 2017, NAVCA 
15 The Good Prison, 2018, Clinks 
16 Saving Money by Doing the Right Thing: Why local by default must replace diseconomies of scale, 2014, 
Locality  
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cost will always be a key factor, it should not be the only consideration driving decision 
making. 
 
Commissioning for quality and long term value will also be impacted by perceptions of 
risk. As highlighted by the National Audit Office report on Transforming Rehabilitation:  

“Although the Ministry put extensive effort into attracting voluntary sector bidders, 
these largely lost out to private sector contractors when bidding to lead CRCs, due 
to their more limited resources and appetite for risk.”17 

It is imperative that the new system sets out clear guidelines for commissioners which 
highlight the benefits of working with small and local charities and to help 
commissioners understand that working with small and local charities can be less risky 
than investing in a large provider – as clearly demonstrated by the collapse of Carillion 
in early 2018. Such guidance needs to sit alongside clear expectations to which local 
areas are held accountable.  
 
Balancing innovation and consistent services 
Small and local charities have a history of developing innovative solutions to 
entrenched problems. However, government needs to recognise that innovation comes 
from services having the stability, relationships, flexibility and core funding that enables 
them to test different approaches. Innovation can be funded, but it cannot be 
contracted for.  
 
Enabling innovation is particularly important for ensuring services are able to adapt to 
changing needs. For example, many charities funded by the Foundation are increasingly 
reporting a rise in service users with enduring mental health problems who are unable 
to access support elsewhere. For charities supporting people in the criminal justice 
system, this is often associated with substance misuse. As a result, charities are 
adapting their service models to better support these needs. However, funding 
innovation needs to be balanced with funding for proven interventions. Small and local 
charities have developed many successful approaches over many years and the value of 
these interventions must be recognised. Where interventions have been demonstrated 
to be successful, organisations should not be forced to reinvent the wheel to tick an 
‘innovation’ box.  
 

5. A funding approach for commissioning rehabilitation and 

resettlement services that enables better engagement with small 

and local charities  
However the new probation system is designed, the model of funding adopted will be a 
key determinant to whether small and local charities can participate. The following key 
considerations will help to enable their engagement.  
 
Secure funding to support the sustainability of providers  
One of the core aims of the new probation system is to  

“facilitate greater voluntary sector involvement in the delivery of probation services.” 
Doing so depends on the sustainability of these services. While organisations such as 
Lloyds Bank Foundation provide developmental support to help small and local 
charities grow their capabilities and strengthen their organisations, their survival will 
continue to be impacted by government approaches to commissioning. As one criminal 
justice grant holder describes: 

“Let us be frank, the sector we work in does not have wide appeal to the general 
public apart from a limited number of small private donations, is not an area we can 
secure money from.” 

                                                      
17 Transforming Rehabilitation Report, 2016, National Audit Office  
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In particular, charities need to be able to plan effectively. Key factors that need to be 
built into the new probation system to enable small and local charities to engage 
include:  

• long term funding agreements (minimum of three years, to provide some 
stability in terms of planning but also to offer some security for specialist staff) 

• clear indications of referral volumes. While there will always be some variation in 
referrals, it needs to be recognised that a degree of stability / lead-in time is 
needed for charities to be able to adapt to fluctuating demand.  

The impact of funding agreements on charities’ staff must not be overlooked. 
Knowledgeable staff with links into the community are the lynchpin of effective 
interventions. Charities need to be able to offer these staff some security and ensure 
good employment practice. This needs to be considered within any new commissioning 
model: charities should not be expected to operate with staff on zero hours contracts 
or similar as this fails to recognise the specialist skills needed for effective probation 
work. This issue is not restricted to small and local charities, but the consequences can 
be more profound in smaller organisations.  
 
Taking a proportionate approach to funding, with more use of grants  
The payment model for any commissioning approach can be decisive in establishing 
whether small and local charities can engage in the new probation system. Taking a 
proportionate approach to payment mechanisms is critical. The recently published Civil 
Society Strategy18 highlights that government should make more use of grants when 
funding services, calling for:  

“a revival of grant-making – ‘Grants 2.0’ – to reflect the fact that grants can combine 
flexibility with the accountability and performance rigour of a contract, and also 
bring ‘additionality’, such as philanthropic or in-kind investment.” 

 
Grants offer many more benefits too, being much simpler to administer for government 
and to manage for the provider. Done properly, grant making does not bring higher risks 
than contracting and mechanisms in EU procurement law already allow for the use of 
grants when commissioning public services.19 Important features of effective grant 
making including enabling the provider to design the service in the most effective way 
(rather than specifying services) alongside upfront payments. Upfront payments are a 
key enabler for small and local charities to engage in the new system.  
 
Significantly, grants are particularly useful in enabling providers to use funds to best 
meet changing needs rather than being tied to contract specifications that can be 
restrictive and prevent services from providing the most appropriate support. Providing 
upfront grant payments is an important aspect of grant making, with insurances put in 
place by splitting payments across the duration of the agreement.  
 
Grants for Good, a campaign calling for government to make more use of grant making, 
has produced The Principles of Good Grant Making20 to support government in its use of 
grants, built upon the many years of experience of grant making foundations. This 
consultation provides an opportunity for the Ministry of Justice to demonstrate its 
commitment to the cross-government Civil Society Strategy by putting grant making 
firmly at the heart of the new probation system.  
 
Social impact bonds and payment by results are not the answer 

                                                      
18 Civil Society Strategy: Building a future that works for everyone, 2018, Office for Civil Society 
19 The Art of the Possible in Public Procurement, 2016, Bates Wells & Brathwaite and Hackney Community 
Transport  
20 Principles of Good Grant Making, 2016, Grants for Good  
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There has been emphasis across government on the promise of social impact bonds as 
a new way to fund public services. We urge the Ministry of Justice not to adopt this 
approach to funding probation services. Social impact bonds are a highly complex 
funding system. Their complexity makes them unsuitable for many small and local 
charities. While a payment by results approach may be helpful for simple, standardised 
interventions, it is problematic when working with complex social issues – such as 
probation. Payment by results fails to recognise that addressing complex needs is not 
linear and that meaningful, important work which can support people back into the 
community may not achieve unified outcomes with all people. This is particularly the 
case where other services (or lack of) impact upon a client’s progress. For example, as 
one grant holder describes: 

“We have evidence that even within the first weeks of being released from prison, 
people take drastic action to be returned to prison where there is a stability and 
constancy in their basic needs being met.” 

 
The inappropriateness of payment by results has also been recognised in official 
reviews into Transforming Rehabilitation, such as that by the Justice Select Committee:  

“we are not convinced that CRCs should carry full responsibility for poor 
performance in reducing reoffending as many of the factors that impact on 
reoffending are outside the control of probation services.”21 

Small and local charities’ work does not happen in isolation and where people are 
released from prison without accommodation, medication or access to welfare benefits, 
any work to help people reintegrate into communities can be impeded. While designing 
a system with small and local charities at its heart is important to improve the 
probation system, it needs to happen within a context of addressing problems 
throughout the prison system, from recruiting and retaining good quality prison staff to 
improving safety and improving mental health support, for example. The impact of 
fixing one area through probation reform will be stymied if ongoing problems in other 
areas are not addressed in parallel.  
 
The criticism of a payment by results approach is widespread. This approach can 
incentivise working with the easiest cases, rather than those facing the most complex 
issues who, left unsupported, will result in the highest public cost. Investing in these 
people will save money in the long-term. Furthermore, a payment by results approach 
can in fact stifle innovation as providers are encouraged to continue with a standard 
approach rather than test and learn with new interventions.22  
 

6. Addressing the housing challenge 
 
The consultation rightly acknowledges the critical importance of offenders being able to 
access suitable accommodation on release, but also that this housing is in short supply. 
The lack of accommodation is a widespread problem reported by charities supported by 
the Foundation that work across difference areas. A number of the charities we fund 
are developing innovative approaches to tackle this problem, such as setting up service 
level agreements with local housing associations to get access to more social housing 
with the assurance that the individual is being supported by the charity and is therefore 
viewed as less risky. We are also seeing examples of small and local charities 
purchasing properties that that can be used to provide accommodation to people they 
are supporting. These are just a few examples of how small and local charities are 
continually adapting to addressing emerging needs, further illustrating the importance 
of involving these specialist organisations in the new probation system.  
 

                                                      
21 Review into Transforming Rehabilitation, 2018, Justice Select Committee  
22 Transforming Rehabilitation Report, 2016, National Audit Office  
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7. Measuring success of probation providers to encourage the right 

focus on outcomes and the quality of services  
 
Progression over outcomes  
Outcome-based commissioning has many merits over measuring outputs, but care 
needs to be taken to ensure that this does not skew incentives and instead facilitates 
meaningful engagement. The complexity of issues faced by many people in the criminal 
justice system can make quantifying linear outcomes problematic. Measuring progress 
towards these outcomes offers a more nuanced approach that recognises the different 
levels of support different people will need to move towards defined outcomes. Giving 
consideration to long term sustainable outcomes, rather than just short-term job or 
reoffending statistics, provides a more solid basis for lasting results which won’t drive 
up failure demand. This principle needs to be embedded within the new probation 
system. The Foundation would be happy to share its own monitoring approach when 
working with charities in the criminal justice system.  
 

Building learning into the system   
Measurement for measurement’s sake will always have limited value. Building learning 
into the system grounds measurement in practice and helps to continually improve 
approaches. Learning needs to be built in at two levels: facilitating a test and learn 
approach to the system as a whole, so that it can be honed as it is rolled out; and 
ensuring learning from interventions is continually fed back into the system.  
 
As a grant maker, the Foundation has a wealth of experiencing in monitoring charities’ 
performance against grant objectives and developing its approach to learning alongside 
this. Through funding a range of organisations and interventions, a wealth of learning 
becomes available. To date, this type of information has not been used by statutory 
commissioners. Instead the emphasis has been purely on contract management. 
Building learning into the new probation system would help government to ensure it is 
spending money in the most appropriate way and improving probation services. This 
requires an open channel for feedback, so that providers can report challenges, learning 
and solutions, which can then be fed into the design and delivery of the system and 
reported in a transparent way. 
 

8. Working with independent foundations  
 
While engagement with small and specialist local services will be key to the success of 
the new probation system, better relationships should also be developed with 
independent funders. Working with independent funders such as Lloyds Bank 
Foundation for England and Wales could work at a number of levels:  

a) understanding how to run effective grant processes. As grant making specialists, 
independent funders have a wealth of experience from initial grant programme 
design through to the most effective way to measure success. Whether through 
the Association of Charitable Foundations or directly with individual foundations, 
we would be happy to help design and advise on grant making processes. It is 
also helpful to draw on existing resources such as the Principles of Good Grant 
Making which provide a simple introduction to an effective process.23  

b) understanding what works and identifying emerging trends in the criminal justice 
sector. Independent funders engage with high numbers of charities involved in 
the criminal justice system and collect regular information from these charities 
about how interventions are working as well as emerging trends. There is value 

                                                      
23 Principles of Good Grant Making, Grants for Good: www.dsc.org.uk/grantsforgood/principles-good-grant-
making  

http://www.dsc.org.uk/grantsforgood/principles-good-grant-making
http://www.dsc.org.uk/grantsforgood/principles-good-grant-making


14 

in strengthening links between independent funders and government to ensure 
this learning is shared.  

c) understanding local issues and bridging the gap between services. At Lloyds 
Bank Foundation our Grant Managers live and work in the regions that we fund in 
(largely aligned with the ten new CRC regions). These Grant Managers have 
strong relationships with charities in their region, concentrated on those we fund 
across a range of issue areas but also including charities that we may not be 
currently funding. These Grant Managers should become a key contact for the 
HMPPS senior leaders who will be responsible for facilitating engagement at a 
regional level. Grant Managers and local infrastructure organisations may also 
have a role in increasing familiarity between HMPPS and small and local 
specialist providers so there is greater awareness of the work these charities do.  

 

9. Conclusion  
 
Small and local charities need to be at the heart of the new probation system. These 
organisations are distinct from larger providers in what they offer. Government will not 
achieve its ambitions for a better probation system if it does not engage this small and 
local specialist charities. Doing so requires designing a system with these organisations 
in mind, starting with a simple, proportionate approach. Lloyds Bank Foundation has a 
strong track record of funding and partnering with small and local charities in the 
criminal justice system and would be happy to share more detail of our own processes 
if helpful. We are also keen to facilitate a workshop with some of the charities we fund 
to help flesh out some of the key design principles. These principles apply no matter 
which commissioning model is implemented.  
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Annex: Small and local charities working with people in the criminal 

justice system which are supported by the Foundation  

 

Charity  
Total 

Grant 

Governme

nt Region 
Website 

Alpha House Calderdale 75,000 
YORKSHIR
E & THE 
HUMBER 

www.alphahousecalderdale.org.uk 

Alternatives to Violence 
Project - Britain 14,800 WALES www.avpwales.org.uk 

Apex Charitable Trust Ltd 73,079 
NORTH 
WEST www.apextrust.com 

Beating Time 15,000 LONDON www.choirsbeatingtime.org 

Birth Companions 15,000 LONDON www.birthcompanions.org.uk 

Bolton YMCA 73,956 NORTH 
WEST www.boltonymca.co.uk 

Bringing Hope 67,000 
WEST 
MIDLANDS www.bringinghope.co.uk 

Bury FC Community Trust 14,480 NORTH 
WEST 

www.buryfc-thetrust.co.uk 

CASSPLUS 14,982 SOUTH 
WEST www.cassplus.org 

Changing Tunes  14,939 SOUTH 
WEST www.changingtunes.org.uk 

Chaos Theory 13,893 LONDON WWW.CHAOSTHEORY.ORG.UK 

Circles South East 75,000 SOUTH 
EAST www.circlessoutheast.org.uk 

Circles South West 49,176 SOUTH 
WEST 

www.circles-uk.org.uk/local-
projects/south-west-england 

Community Care Association 73,340 
YORKSHIR
E & THE 
HUMBER 

www.tscca.org.uk 

Elizabeth Fry Charity 69,784 
SOUTH 
EAST www.elizabethfry.co.uk 
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Fine Cell Work 69,611 LONDON www.finecellwork.co.uk 

Greater Manchester 
Community Chaplaincy 

49,500 NORTH 
WEST 

www.gmcc.support 

Halow - Birmingham 15,000 WEST 
MIDLANDS www.halowbirmingham.org.uk 

Highgate Newtown 
Community Centre 

15,000 LONDON www.highgatenewtown.org.uk 

Homemakers Community 
Recycling 15,000 WALES www.hmcrecycling.co.uk 

Hope Housing Training and 
Support 

60,441 SOUTH 
WEST 

www.hopehts.com 

Ignite Trust 75,000 LONDON www.ignitetrust.org.uk 

Irish Community Care 
Merseyside 75,000 NORTH 

WEST www.iccm.org.uk 

Kairos Women Working 
Together 75,000 

WEST 
MIDLANDS www.kairoswwt.org.uk 

Key4life CIO 55,194 SOUTH 
WEST key4life.org.uk 

Khidmat Centres 14,639 
YORKSHIR
E & THE 
HUMBER 

 

Leicestershire Cares 47,005 EAST 
MIDLANDS www.leicestershirecares.co.uk 

M.A.L.S Merseyside 71,087 NORTH 
WEST www.malsmerseyside.co.uk 

Millwall Community Scheme 14,500 LONDON www.millwallcommunity.org.uk 

Mind in Haringey 74,982 LONDON www.mindinharingey.org.uk 

New Dawn New Day 72,986 EAST 
MIDLANDS 

www.ndnd.org.uk 

North Wales Women's 
Centre 75,000 WALES www.northwaleswomenscentre.co.uk 



17 

Northern Learning Trust 45,492 NORTH 
EAST www.northernlearningtrust.org.uk 

Nottingham Women's Centre 14,600 
EAST 
MIDLANDS www.nottinghamwomenscentre.com 

Open Gate A Network of 
Community Chaplaincy 15,000 NORTH 

EAST www.opengate-ne.org.uk 

Opening Doors 103,385 EAST OF 
ENGLAND www.openingdoors.org.uk 

Pecan 69,295 LONDON www.pecan.org.uk 

PLIAS Resettlement Ltd 75,000 LONDON www.pliasresettlement.co.uk 

R-evolution 15,000 
YORKSHIR
E & THE 
HUMBER 

www.r-evolution.org.uk 

Reading Repertory Theatre 14,800 
SOUTH 
EAST www.readingrep.com 

Relate Brighton, Hove, 
Eastbourne, Worthing and 
District 

15,000 SOUTH 
EAST 

www.relate.org.uk/sussex 

Safer Living Foundation 50,000 EAST 
MIDLANDS www.saferlivingfoundation.org 

South West Community 
Chaplaincy Limited 75,000 

SOUTH 
WEST www.swcc-pi.org 

Steps 2 Recovery 75,000 LONDON www.steps2recovery.org.uk 

Sussex Pathways 74,727 SOUTH 
EAST www.sussexpathways.org.uk 

Synergy Theatre Company 75,000 LONDON www.synergytheatreproject.co.uk 

Thames Valley Partnership 90,000 SOUTH 
EAST 

www.thamesvalleypartnership.org.uk 

The Koestler Trust 74,217 LONDON www.koestlertrust.org.uk 

The Nehemiah Project 75,000 LONDON www.tnp.org.uk 

The Pontardawe Arena 5,000 WALES www.arenapontardawe.com 
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The Switchback Initiative 75,000 LONDON www.switchback.org.uk 

Trailblazers Mentoring 74,421 
SOUTH 
EAST www.trailblazersmentoring.org.uk 

Treasures Foundation 14,999 LONDON www.treasuresfoundation.org 

Urban Outreach Bolton 75,000 NORTH 
WEST www.urbanoutreach.co.uk 

Voluntary Community 
Service 75,000 WALES www.vcscardiff.org.uk 

West Yorkshire Community 
Chaplaincy Project 23,942 

YORKSHIR
E & THE 
HUMBER 

www.wyccp.org.uk 

Women Acting in Today's 
Society 

34,000 WEST 
MIDLANDS 

www.waitsaction.org 

Working Chance 75,000 LONDON workingchance.org 

YMCA Exeter Community 
Projects 46,600 SOUTH 

WEST www.exeterymca.org.uk 

Total: £2,989,852   
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Caroline Howe, Policy & National Programmes Manager 
Lloyds Bank Foundation for England & Wales, Pentagon House, 52-54 Southwark Street, 
SE1 1UN 
chowe@lloydsbankfoundation.org.uk 
020 7378 4618 
Registered charity no: 327114 

mailto:chowe@lloydsbankfoundation.org.uk

