



COMMUNITY JUSTICE AUTHORITIES: AREA PLANS 2008-11
I am writing to commission work on the preparation of Community Justice Authority area plans for 2008-11.   This document sets out the general framework and guidelines for their production. 
Background  

The Management of Offenders etc (Scotland) Act 2005 (the 2005 Act) established Community Justice Authorities (CJAs) which bring agencies together to improve the system for managing offenders in Scotland.  The eight Community Justice Authorities came into existence on 3 April 2006 and take up their full powers from 2 April 2007.  This is also when the CJAs will start to implement the area plans for reducing reoffending for 2007-08.  

The first round of area planning was of necessity carried out against a very tight timescale and for this reason, it was agreed that the first set of plans should cover only one year.   The second round of area planning will cover the 3 year period from April 2008 to March 2011.  This will pose a different set of challenges for the CJAs in terms of planning for, and delivering, the scale of the changes required under the Management of Offender reforms.  By March 2011, it will be clear if the shared ambitions are being realised.    
Timing
The CJAs are in a stronger position than last year with operational arrangements already in place to support this year’s planning process.   The 2007 area planning process will however place new demands on the CJAs because of the longer planning timeframe involved until 2011.    In addition, there will be issues around the May 2007 elections to be managed.   So whilst the CJAs can build on the good foundations put in place in 2006, the timetable remains extremely tight to produce plans which will stand the test of a full 3 year period.  Annex A sets out the proposed timetable. 
Framework 

The overall context for the new arrangements which will begin in full on 2 April 2007, was set out in the 2004 Criminal Justice Plan (weblink ).  The Plan foreshadowed the setting up of a national advisory body, chaired by the Minister for Justice, to give direction to local services and to create a shared focus on reducing reoffending.  The National Advisory Body on Offender Management met for the first time in March 2006 and agreed the National Strategy for the Management of Offenders (weblink),  which was published in May 2006.  As well as setting the national direction, the national strategy also provides the framework for the preparation of the next set of area plans. 

Area planning 

The national strategy for the management of offenders should thus shape the format and content of the area plans for the period 2008-11.  In this way, the objectives in the national strategy will be given a local dimension and translated into local priorities.  Given the significance of the next 3 years to the success of the Community Justice Authorities, the plans for 2008-11 should demonstrate how the changes will be secured.     

The joint area plans give substance to the specific obligations contained in the 2005 Act on local authorities and the Scottish Prison Service to co-operate with the Community Justice Authorities in carrying out their respective functions in relation to managing offenders. In particular, the 3 year plans should look for further ways to promote a more integrated approach in working between local authorities and the Scottish Prison Service.  The Community Justice Authorities should also include the statutory partner bodies in this process.   Within each CJA area, these are the police, the Health Board(s), relevant voluntary sector organisations, the Scottish Court Service, Procurator Fiscal Service and the local Victim Support service.  

The area plans for reducing reoffending are therefore expected to go much wider than the local authority criminal justice social work services plans which preceded the 2006 planning round.  

Wider Partnerships  

The criminal justice system cannot deliver the range of services which many offenders require to help them reduce their reoffending on its own.   The Community Justice Authorities have therefore been given a key role in building local relationships and working with a wider range of partners to address the risks and needs presented by the local offender population.   These partners include the wider voluntary sector; the NHS; local authority departments; housing and employment agencies; addictions, child protection and financial advice services; as well as other forums, such as Community Planning, Safety and Health Partnerships.  These wider partnerships will open up access to the mainstream services which many offenders will need to help them move away from offending.  

The Minister for Justice will expect to see the partnerships which began to be formed during the planning process for the 2007 plans and at the national CJA conference, developed and strengthened further in this year’s planning round. 
Format 
The area plans submitted to the Minister for Justice should aim to be clear and succinct documents.  They should be structured around the national strategy’s five inter-linking themes, which are about:

· Setting priorities

· Working together in new ways

· Developing and supporting the workforce

· Communication

· Measuring, learning and acting.

For each of these key themes, the main tasks for the CJAs for the period from April 2008 to March 2011 have been updated and are attached at Annex C.    

The area plan is not of course an end in itself but should have a very clear focus on implementation issues and on targeting resources at improving service delivery. The plan should therefore include a SMART (specific/measurable/achievable/realistic/timed) one year action plan for 2008/09, setting out what the priorities are, who is responsible for delivering them and to what timescale, so that progress can be measured and monitored on annual basis. Further revised one year action plans would then be submitted annually, covering the periods 2009/10 and 20010/11.
Consultation
Within the 2005 Act, Community Justice Authorities are required to consult local authorities, the Scottish Prison Service and a wide range of partner bodies, including the voluntary sector, in preparing the joint area plan from the earliest stage.  It is clear that a good start was made on consultation during the 2006 planning round and the 2007 round should consolidate these arrangements.  Consultation should be viewed as a continuing process.   
The reforms to the system for managing offender services form part of the wider criminal justice reform agenda and as such, the CJAs will be expected to continue to seek to make links to the criminal justice boards which are working locally to improve the efficiency of the criminal justice system. 
In submitting the area plan to Scottish Ministers, the CJA should include a statement confirming that the local authorities, the Scottish Prison Service and the statutory partners are content with the level of consultation.  They should also have the opportunity to make brief comments on the plan, if they so wish.  

Performance measures
A performance management and measurement framework is being developed along with high-level performance measures linked to key outcomes in the national strategy.  The CJAs will be expected to report progress in relation to these indicators to the National Advisory Body.  The National Advisory Body will be invited to agree the list of performance measures at its March 2007 meeting.  The CJAs will also be expected to ensure that there are adequate quality assurance systems in place, within statutory partner bodies, to monitor performance against the implementation of the area plans.
Resource allocations
The plans should contain a high level summary outlining the estimated level of resources required to deliver the area priorities and describe how the CJA will support the changes envisaged in the 2005 Act.   Given that the area plan is a joint plan agreed with partner bodies, it should also show how the CJA will influence the way resources are allocated by its partner bodies to support its work. 
  ,.  
The focus of the plan should be on making better use of existing resources within the wide range of constituent bodies and not on making bids for additional funds.  A separate bidding process will be conducted by the Executive shortly after the submission of the area plans and once the outcome of the Spending Review 2007 is known. Further guidance will be issued in due course.
Documentation 

I enclose the following documents to assist you with this exercise:

· Annex A - Timetable  

· Annex B - Planning Framework Guidance and Template

· Annex C - List of CJA priorities for 2008-2011
If you have any queries about any aspect of this exercise please contact henry.snedden@scotland.gsi.gov.uk. or on 0131 244 3511.

 





                        Annex A

Planning timetable

The key milestones for this exercise are:
14 September: Deadline for submission of area plans for 2008-11
October: Review by National Advisory Body scrutiny sub-group of all plans

November: Sign-off by National Advisory Body of area plans

December: Ministerial approval

December: Notification of approval of area plans and budgets for 2008-11
ANNEX B
COMMUNITY JUSTICE AUTHORITIES AREA PLANS FOR 2008-2011
FRAMEWORK GUIDANCE AND TEMPLATE
Please refer to the National Strategy and the high level outcomes which it contains when completing the area plans.  You should follow this guidance and use this format.

Part 1 Introduction and Context

The area plan creates the framework for the changes envisaged in the Criminal Justice Plan and the Management of Offenders etc. (Scotland) Act 2005.  It should demonstrate a firm commitment to new ways of thinking and working which will encourage leaders and practitioners in the field of offender management (notably local authority criminal justice social work and the Scottish Prison Service) and supporting public services, such as housing, health, education and employment and training, to give their time and efforts to delivering a wide range of service improvements. The 3 year plan should include:  

· Opening statement of overall strategic vision, aims/objectives and purpose of plan;
· Its approach to reducing reoffending; 

· Statement on the operational arrangements for the CJA;
· Statement on arrangements to promote links to partner bodies;  

· Statement on consultation carried out with local authorities, the Scottish Prison Service and statutory partner bodies. 

In an annex: 
· Description of existing CJA staff and other resources managed, including future plans;  
· Context of CJA with regard to local economic circumstances, demographics, etc;

· Key local criminal justice facts and statistics;
· Analysis of trends (historical and future) and contributory factors within the CJA area;
· Broad resource needs analysis containing an overview of resources required to deliver plan.
Part 2 Offender Groups
The plan should seek to improve the lives of local communities, victims, offenders and their families.  It should focus on solving problems and reshaping services by adopting a more targeted approach to work with offenders, whether in custody or the community, which focuses on the principles of effective practice, risk assessment and management and the best deployment of resources in order to build confidence in communities.  It should promote greater integration and consistency in the delivery of interventions and design services around the outcomes for the following groups of offenders
 in order to reduce re-offending and increase public safety:
· Violent, serious and sex offenders

· Persistent offenders, including young offenders coming through from the youth system

· Women offenders

· Offenders with substance misuse problems

· Less serious/first time offenders

· Prisoners needing resettlement and rehabilitation services

· Offenders with mental health problems.
The area plan should identify local priorities, based on the analysis of local data about the level of risk and need across the area and show how it will help achieve the outcomes for communities.  
Part 3 Working in Partnership
The plan should demonstrate how the Community Justice Authority will continue to build the relationship with key agencies and introduce new, more effective ways of working with partners, both within the criminal justice system and beyond, across traditional boundaries.  It should move the agenda forward towards a more integrated and consistent way of managing offenders and promote more of a shared responsibility for providing better access to the services which offenders need to support their rehabilitation.  It should recognise the valuable contribution which the voluntary sector can make to delivering the change programme.  In doing so, the CJA should build on existing partnerships and forums.  The plan should include: 

· Statement of existing and future plans for local closer joint working arrangements, sharing resources and expertise and developing the contribution of other partners;
· Progressive plans for engaging a wide range of partners, including health and housing, and with the judiciary.  It should show how it will recognise the importance of engaging with families of offenders, victims and local communities.  In relation to local authorities, the plan should ensure engagement across the full range of local authority functions;   

· Planned developments in information sharing processes and systems between local agencies;
· Support for the development of integrated case management and consistency across agencies;
· Ways to ensure a strong partnership with the voluntary sector which builds on the opportunities for innovation, including examination of opportunities for reduction in the number of separate contracts voluntary organisations are required to enter within the CJA area. 
Whilst the new structural arrangements provide the framework for change, the area plan should seek out ways locally to share resources, expertise and information and to help support offenders through transitional processes. 
Part 4: Developing and Supporting the Workforce

The Community Justice Authority is not responsible for the delivery of services but it has an interest in how the resources - both financial and human – will be deployed in delivering the area plan.  As part of its planning function, it will, working with local partners, influence the pattern of use of these resources and have a responsibility for ensuring that they are used to best effect.  The area plan should therefore:   

· Include local opportunities to bring professionals and practitioners together to make the most of their respective skills;

· Seek assurances from local authorities, the SPS and the voluntary sector on staffing levels and recruitment plans, to support delivery of the area plan
· Evidence of training and development plan for the CJA area, in line with the National Training Strategy priorities, with local employers, which identifies opportunities to make arrangements for delivering joint training, work shadowing, secondment and mentoring where this will clearly add value

The engagement of the staff working in the various agencies and partner bodies hold the key to translating the proposals set out in the area plans into the successful new ways of working with offenders, foreshadowed in the Criminal Justice Plan and the Management of Offenders etc (Scotland) Act 2005.  The area plan will therefore focus on ways of working with employer organisations to develop the potential of staff to be the drivers of change.     
Part 5: Communications Strategies
The advent of the Community Justice Authority provides the opportunity to give a local voice to raising the profile of work with offenders.   The outcomes for communities focus largely on building safer communities and public understanding, confidence and protection.  The area plan will therefore include evidence of plans to promote an understanding of the work of the Community Justice Authority, how the CJA will work with statutory partners to deliver the strategy and how the CJA will help build relationships with the local media for: 
· Victims

· The wider community 
· Offenders and their families. 
Part 6: Performance Framework
One of the key functions of the Community Justice Authority will be to monitor performance of service delivery against the proposals set out in the area plan.  The starting point for this work is to ensure that the area plan is clear about its objectives and priorities, that it includes a detailed action plan and that the plan is shared and owned by partners. Whilst the impact on reducing reconviction rates will provide the headline measure for performance, it will be supported by a system of performance management and quality assurance.  A set of high level measures will be set against which the Community Justice Authority will report performance to the National Advisory Body.  The area plan should also build a profile of what is happening within the CJA area and have a strategy for sharing good practice. 
Measuring, learning and acting include:
· Monitoring key performance data of agencies working with offenders within the CJA area;

· Reviewing performance management and quality assurance arrangements within constituent local authorities;
· A strategy for taking forward the duty of sharing good practice;

· Ensuring Best Value.

Resources
The Community Justice Authority should state its arrangements for allocating the CJA resources to support the delivery of the area plan and how it will work with statutory partner to influence the way they use resources to further the objectives and priorities of the Community Justice Authority.   The approach should first be about making better use of existing resources through more effective partnership working rather than on making bids for new resources.   A separate bidding process will be conducted by the Executive shortly after the submission of the area plans and once the outcome of the Spending Review 2007 is known.  Further guidance will be issued in due course.    

Action plan
The area plan should include SMART (specific/measurable/achievable/realistic/timed) one year action plans submitted annually for the three years of the plan, showing who is responsible for delivery the elements of the area plan and when they will be delivered over the 3 year period. The annual action plans should provide the basis for measuring progress on an annual basis.   Progress against the plan should be reviewed in the Community Justice Authority’s annual report to the Justice Minister: the first of which is due in April 2008.
ANNEX C

LIST OF CJA PRIORITIES FOR THE PERIOD 2008-11

SECTION 1 – SETTING PRIORITIES

	
	Action

	Ensure arrangements are in place for the efficient operation of the CJA, meeting all statutory requirements  
	

	Analyse available data on offending patterns in their area, to identify local priorities in terms of reducing reoffending and increasing public safety, and use these to inform area plans
	

	Prepare area plans in consultation with local authorities, SPS and other partners which clearly match investment to national and local priorities
	

	Submit area plans for 2008-2011 to the Executive by 14 September 2007
	

	Submit yearly action plans for 2008-2011 in the area plans, identifying responsibility and timing for the delivering of each priority 
	


SECTION 2 – WORKING TOGETHER IN NEW WAYS

	
	Action 

	Prepare area plans in consultation with local authorities, the SPS and other partners which deliver closer joint working, adding value and  reducing duplication
	

	Promote a problem-solving approach between agencies, with an early focus on basic practical issues in the area plans 
	

	Support the development of an integrated approach to managing prisoners and their transition back to the community 
	

	Support the implementation of accredited programmes which promote better practice and consistency between agencies
	

	Promote information sharing processes and systems between agencies, supported by related IT developments
	

	Where appropriate, reduce the number of separate contracts voluntary organisations are required to enter into in their area
	

	Use existing partnership forums, such as Community Planning, Community Safety Partnerships, Community Health Partnerships and Youth Justice Partnerships to engage with community partners such as Employability, Learning and Housing
	

	Support the implementation of standard risk assessment and management tools in partner agencies
	

	Develop at least one area for improvement in services identified in the national strategy where the CJA will seek to become a market leader in partnership working e.g. women offenders, employability, health, housing, addictions, young male offenders, links to youth justice, mental health
	

	Subject to Parliamentary approval, support the implementation of the Custodial Sentences and Weapons Bill 
	

	Support the establishment and operation of the MAPPAs and submit an annual report to the National Advisory Body 
	

	Support their Chief Officers in sharing progress on integration and service delivery with each other through the Chief Officer network
	


SECTION 3 – DEVELOPING AND SUPPORTING THE WORKFORCE
	
	Action

	Identify local opportunities to bring professionals together in ways which require them to pool their skills in the area plans
	

	Seek satisfactory assurances from local authorities, the SPS and the voluntary sector on staffing levels and recruitment plans, to pass to the NAB
	

	Develop a CJA training and development plan in line with the National Training Strategy priorities with local employers, which identifies opportunities and makes arrangements for delivering joint training, work shadowing, secondment and mentoring where this will clearly add value
	


SECTION 4 – COMMUNICATIONS

	
	Action

	Have in place a local communications strategy.
	

	Work with partners to deliver the local communications strategy, providing leadership and identifying other messages
	

	Build links with the local media to promote understanding of the work of offender management services
	

	Identify how communications with offenders and their families can be used to engage them constructively in the development of services and include this in the area plans
	


SECTION 5 – MEASURING, LEARNING AND ACTING

	
	Action 

	Require local authorities, and through them their contractors, to have in place performance management and quality assurance arrangements which support continuous improvement and enhancement as a condition of receiving grant.  From 2007-08, where any authorities in an area are unable to demonstrate robust performance management and quality assurance systems, CJAs will require an action plan to be put in place to address this and monitor progress on that plan.
	

	Undertake detailed analysis of key performance data available for the area, provided to them by the various agencies.  They will examine their own area’s performance in comparison with that of other CJAs as information becomes available, and work with other CJAs to undertake this in an efficient way, avoiding duplication of tasks.  But they will not be expected to undertake detailed direct performance management of services in their areas, or to undertake service inspections.  This will remain the role of bodies such as SWIA
	

	Provide evidence in their area plans of a clear strategy for taking forward the statutory duty CJAs have to promote good practice, including encouraging more consistent service delivery 
	

	Monitor implementation of improvements recommended in inspection reports
	

	Submit information on performance measures in their annual reports on performance to the Executive and to the National Advisory Body 
	

	Show how it is intended that resource allocation will support the priorities identified in the area plan. 
	


� The area plan need not give the same level of priority to all of these groups but it should explain the rationale for the approach taken.    
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