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Cost of Crime £2,228,219 £2,089,929 -6.2%
No of Offences 528 499 -5.5%
Prior & Managed (per year) Following IOM (per year) % Change

Cost of Crime £2,159,074 £706,634 -67.3%
No of Offences 513 191 -62.8%
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	1. INTRODUCTION


1.1 IOM is an overarching framework for bringing together agencies in local areas to prioritise interventions with offenders who cause crime in their locality. Local IOM arrangements will work best if they are not restricted to statutory or local criminal justice agencies, but involve a wide range of social agencies, including the voluntary sector, who have a role to play in tackling risk factors associated with crime and offending. 
1.2 The central IOM policy statement sets out five key principles which should underpin local IOM arrangements. These are: 

• All partners tackling offenders together - local partners, both criminal justice and non- criminal justice agencies, encourage the development of a multi-agency problem-solving approach by focussing on service users, not their offences.

• Delivering a local response to local problems - all relevant local partners are involved in strategic planning, decision-making and funding choices.

• Offenders facing their responsibility or facing the consequences – Service users are provided with a clear understanding of what is expected of them.

• Making better use of existing programmes and governance - this involves gaining further benefits from programmes such as the PPO programme, DIP and Community Justice to increase the benefits for communities. This will also enable partners to provide greater clarity around roles and responsibilities. 

• All offenders at high risk of causing serious harm and/or re-offending are ‘in scope’ - intensity of management relates directly to severity of risk, irrespective of position within the criminal justice system or whether statutory or non-statutory.

	2. BACKGROUND 


2.1 The PPO (Prolific and Priority Offenders) Scheme started in 2004.  It was felt that there needed to be a more dynamic approach when identifying new service users for the scheme, less focussed on the Police matrix system
.  It was felt there needed to be a more integrated approach to selection and de-selection to ensure that the programme remains squarely focused on those offenders who commit most crime and cause most damage to their local communities.
2.2 The Integrated Offender Management (IOM) scheme brings a multiple-agency response to the crime and re-offending threats faced by residents in the borough.
Agencies work in partnership, to jointly identify and manage the most persistent and problematic offenders.

Waltham Forest IOM helps to improve the quality of life in the borough by:

· Reducing the negative impact of crime and re-offending

· Reducing the number of people who become victims of crime

· Helping to improve residents’ confidence in the criminal justice system

2.3  The IOM scheme is made up of a four colour cohort system (Red, Amber, Green and Blue).  This is known as the ‘BRAG system’ and is broken down as follows:

Red Cohort

Individuals who are deemed to be the most prolific, including burglars, robbers, and motor vehicle offenders. The IOM team co-ordinates daily activities, highlights compliance issues and sets tasking for Police units and partners regarding specific individuals.

Amber Cohort

Individuals who are engaging well with services on the IOM and are making a positive change to their offending lifestyle.  These service users are mainly still subject to statutory probation requirements.
Green Cohort

Individuals who are well known on the borough but no longer under statutory Probation requirements and not coming to Police notice. These persons are managed via activity tasking to the relevant Police team/partners to co-ordinate visits/intelligence/enforcement where necessary.  Service Users will remain on this cohort for up to 6 months before being closed at the Panel meeting and deemed as a potential ‘success case’
Blue Cohort
Individuals who are in custody either on remand or serving a sentence.  These service users will receive visits from Police and/or partnership agencies as they get close to their release date, this is so relevant interventions can be put in place prior to release.
1. BACKGROUN

	3. LOCAL CONTEXT/STATS AND PRIORITIES


3.1 The IOM scheme in Waltham Forest follows the National MOPAC
 framework detailed previously.  Since the scheme commenced, there has been a marked improvement in the reduction of the reoffending rate in this borough
3.2 The agencies who currently sit on the IOM panel in Waltham Forest include the following: Metropolitan Police, Probation Services (CRC and NPS), St Mungo’s – Housing, ETE (Education, Training and Employment), Drug & Alcohol Services, Waltham Forest Housing, Community Safety Unit (Council team), NELFT (Mental Health Service), Adult Safeguarding and EMS (Electronic Monitoring Service).  The panel meet together once a month to discuss cohort changes, new additions and removals to/from the scheme.  The focus is on the Red cohort around intervention needed to reduce risk and reoffending.  There are also weekly casework meetings at which a separate cohort is discussed each week. 
3.3 A local priority in Waltham Forest and one for which data is fed back to MOPAC is around our work with domestic abuse perpetrators.  In particular, Waltham Forest is aiming to work with subjects known to ‘Operation Dauntless’ which is a Police system focussing on repeat perpetrators of domestic abuse.  Waltham Forest IOM will work with people from this list providing there are other offence types on their history.  Our current cohort has 32 individuals who have a ‘DV’ marker against their name on the Police National Computer (PNC).
3.4 Some local stats taken from IDIOM
 are as follows:

Waltham Forest Reoffending Rate
(Reoffending rate for Cohort members, based on Charge data (Note; Jul-Sep18 was end of GTO scheme))
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Waltham Forest Cohort Offence Types
(Charges by Cohort members broken down by offence type, rolling twelve months)

[image: image2.png]Offence Description Oct 18 - Sep 19 Oct 17 - Sep 18 % Change

Burglary 11.2% 10.5% 6.7%
Criminal Damage 2.9% 5.7% -49.0%
Driving offences 4.8% 5.0% -4.0%
Fraud 0.7% 5.4% -87.0%
Non Compliance 10.5% 10.3% 1.9%
Other offences 11.0% 8.5% 29.4%
Possession Class A 4.3% 1.8% 138.9%
Possession Class B 4.8% 2.2% 118.2%
Public Order 3.8% 5.2% -26.9%
Robbery 1.2% 0.4% 200.0%
Sexual 0.5% 0.4% 25.0%
Shoplifting 12.9% 12.3% 4.9%
Theft other 9.1% 10.1% -9.9%
Vehicle theft/Interference 5.3% 7.5% -29.3%
Violence 13.6% 13.5% 0.7%

Weapons 3.3% 1.2% 175.0%




Current Waltham Forest Cohort Summary
(Performance summary of current Managed Offenders, based on Charge data of 70 offenders)

[image: image3.png]Prior to IOM (per year)  Managed on IOM (per year) % Change
Cost of Crime £1,601,318 £1,617,799  +1.03%

No of Offences 510 471 -7.65%




Deselected Waltham Forest Cohort Summary
(Performance Summary of those deselected post August 2017, based on Charge data of 87 offenders) – Average time on cohort was 3 years 7 months
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	4. TRANSITION FROM PPO TO IOM


4.1 When the PPO Scheme formed in 2004, it was running successfully and returned some positive results.  There was a 62% reduction in reoffending, and this was felt to be as a result of the PPO scheme.
4.2 It was felt that the Matrix and initial assessment of the PPO Service Users added to the scheme needed to be developed.  Thus the IOM scheme was launched in 2012 and service users were added to the various cohorts using a different and more direct method incorporating a more multi-agency democratic approach.
4.3 Cohort selection is a crucial factor within IOM. The London IOM Strategic Framework proposes specific selection criteria for the London IOM cohort. All partners will be able to make referrals to their local IOM team who will assess service users using available information and intelligence systems.

4.4 The IOM team will use the Probation ‘Offender Group Reconviction Scale’ (OGRS) to provide a risk percentage of reoffending. The scale has been subject to national evaluation and found to be 96% accurate. The Strategic Framework proposes a consistent and objective approach to selection of potential IOM service users based on the following:

- Individuals with a 2 year OGRS score of 75% or more

- Individuals with an 2 year OGRS score of 50%-74% including an offence of robbery or

burglary committed in the last 12 months whilst in the community.
4.5 Individuals who fall within scope of IOM will be discussed at the monthly panel meeting once referred and if accepted, will go onto the Red cohort (see section 2).   If they are in custody and nearing release, they will also be considered.
	5. AREAS FOR DEVELOPMENT FOLLOWING 2019 INSPECTION


HMIPPS
 and HMICFRS
 conducted a second thematic inspection of Waltham Forest IOM in September 2019.  This was a follow-up inspection from the one conducted in 2014.  Along with some huge positives regarding Waltham Forest IOM and the work done, there were some areas for development which were as follows:
5.1 In terms of leadership, the absence of a reducing reoffending board has deprioritised IOM within the area and there is currently insufficient alignment between local priorities and the IOM cohort selection criteria.
5.2 There is a need for a clear IOM strategy and vision although we acknowledge the work underway to address this with the intended reintroduction of the reducing reoffending board and the work of MOPAC.
5.3 In the meantime, we urge the NPS, CRC and Police to agree their priorities for IOM.
5.4 Although the diversification of the cohort and domestic abuse perpetrator inclusion is positive, there is a lack of clarity on what the delivery model is for that sub cohort.
5.5 The absence of a clear IOM operating manual lessens the impact of IOM across the area.

5.6 We met with some staff holding IOM cases who did not understand why the individual they were supervising was included on the cohort or what IOM could bring to the management of the case. These staff were not attending the relevant review meetings which might explain, in part, their lack of knowledge. An operating manual would also assist with this.

5.7 Although we commend the IOM meetings and panels that are taking place we observed that they lack a clear agenda, do not focus sufficiently on the management of the risk of harm and are not sufficiently action orientated.
5.8 We saw examples of caseloads that are too high and this impeded the quality of IOM delivery.
5.9 The police working in IOM are experienced and skilled but have received limited training relevant to their role. In particular, they would benefit from specific training to support their work with the domestic abuse cohort.
5.10 Although we recognise the potential of the IOM coordinator role and can see the additionality brought to the scheme as a result of their work, we observed blurred lines of accountability. There appears to be a lack of clarity from staff about when to consult with their direct line manager or when to involve the IOM coordinator. This needs some attention to ensure that risk of harm is managed appropriately. 
5.11 Information sharing is at times insufficient. Information is held on separate systems and responsible officers are not always reassured that risk related actions, such as safeguarding checks and referrals, have been undertaken by others working on the scheme.  Similarly, information sharing between police departments (for example, PVP and IOM) needs to be improved
5.12 There is an absence of needs analysis of the IOM cohort and there is no coherent performance management framework. There is also an absence of evaluation.

5.13 Although we like the co-located model there appears to be insufficient space to provide a personalised service for service users and not all key agencies are co-located.

5.14 There needs to be clearer understanding about the relationship between IOM and the other multi-agency processes such as MARAC and MAPPA.
5.15 Although we welcome the emphasis on supporting desistance from reoffending there is at times a lack of focus on protecting the public from harm.
	6. GOVERNANCE STRUCTURE


6.1 Strong governance is key to a successful IOM approach. The Community Safety Partnership and Business Management Group will be responsible for local IOM governance and also the Reducing Reoffending Board.  This is overarched centrally by MOPAC. Governance arrangements should ensure:
- An effective overview at a strategic and operational level

- Regular performance reports
- Clear lines of accountability for delivery.
6.2 The following will be developed to support the governance model
:
MOPAC: They provide a London-wide steer on IOM.  They also oversee and allocate the London Crime Prevention Fund
 (LCPF)
Strategic Governance: This level should be able to commit resources from their respective agencies and have oversight of all offender focused schemes – such as IOM, Anti-Social Behaviour and Youth Offending Services (offence based services) – to identify common themes, eradicate duplication and commission services to meet needs.
IOM Panel: The IOM panel meets monthly and will be responsible for deciding which referred individuals are to be subject to IOM interventions and to what level. This will include reviewing and adjusting the RAG status of current service users, assigning lead agencies and ensuring sentence or rehabilitation plans are created and progressed effectively.
Case Management Group: This group is formed of members of the core team who also sit on the IOM Panel.  This group meets weekly and a separate cohort of clients on the RAG system is covered each week.  If there are any requests/issues surrounding the clients on that particular cohort, these are addressed and appropriate actions implemented or planned.
	7. POTENTIAL FORTHCOMING CHANGES


7.1 MOPAC are currently in the very early stages of suggested changes to the IOM pan London.  Certain potential developments are as follows:

7.2 Discussions are underway about future arrangements for IOM Coordinators to provide more consistent provision across London and whether this would be more sustainable on a borough or BCU basis (see BCU map below).
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7.3 New referral criteria for new service users.  Service users with a 2 year OGRS score of 75% and an OVP
 of 30% or more or 50% or more with burglary or robbery offences and an OVP of 30% or more

7.4 The use of a central info sharing system with 2 systems being discussed with a couple of systems being explored as potentials.
7.5 The new cohort will focus on a smaller group of eligible service users, who are not only persistent, but who also pose at least a medium risk of violent reoffending. How this selection criteria will affect the overall cohort size, given that this will also be affected by planned improvements in data sharing and cohort identification, will be carefully tested and monitored during the proposed implementation.

N.B These are in the pre-planning stages at the moment

	8. Appendices


Appendix 1.
The learning from local areas suggests that, in order to ensure that the IOM approach meets local needs effectively and efficiently, whilst achieving maximum impact, there needs to be active engagement by all key partners (including voluntary sector, community and social enterprise sectors) working across the following three areas: 
i. Strategic decision making; 

ii. Design of the local IOM approach; and 

iii. Delivery at the operational level. 
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Appendix 2.

The local Governance structure is formed as per the diagram below.  The arrows represent the direction of decisions made and work flow.  
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� A Risk Matrix is a matrix that is used during Risk Assessment to define the various levels of risk as the product of the harm probability categories and harm severity categories.


� Mayor’s Office for Policing and Crime


� IDIOM is a web-based offender tracking tool, provided by the Home Office to police forces, to support Integrated Offender Management (IOM)


� Her Majesty’s Inspector of Prison and Probation Services


� Her Majesty’s Inspector of Constabulary, Fire and Rescue Services


� SEE APPENDIX 2


� A new approach to the LCPF has been introduced that safeguards and protects local community safety and preventative services while also enabling us to collectively achieve more through co-commissioning than would otherwise have been possible under the previous model.


� Probation Violence Predictor Score


� Community Safety Partnership and Business Management Group


� Senior Probation Officer
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