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‘Firstly, congratulations on choosing one of the most rewarding jobs, not just within the justice system but the wider public sector. Working as part of Community Payback allows you to not only effect positive change but see the tangible outcome with those we supervise. Community Payback is the most visual element of Probation, it offers both a punitive requirement that helps people on probation to make reparation to the community but this element is also inseparable from its rehabilitative potential, providing basic employment skills and instilling the importance of teamwork. 
 
The impact that Community Payback is having not just on people on probation but society and the environment truly highlights the power of Probation. This means that through supporting environmental initiatives you will also be supporting people on probation to make a lasting difference to their local area and enhancing their connection to the community, decreasing the chances of them reoffending. The general public, public bodies and officials show a real gratitude for the work we do within their community, whether that be reviving green spaces or bringing a sense of safety to a rundown space, know that you are making a real difference on a daily basis.  
 
I’m excited that you are joining us as a Community Payback Operations Manager at a really exciting time for the Probation Service and the Community Payback team. I wish you the best of luck in your role and warmly welcome you to the Probation Service.’ 

Amy Rees,
Director General of Probation, Wales and Youth







Introduction 
Many Congratulations on your appointment as a Community Payback (CP) Operations Manager. You are undertaking a really interesting, important, varied and sometimes challenging role that if carried out well makes an enormous positive impact on individuals as well as local communities.
Claire Farquhar Head of Interventions for Community Payback in London comments: ‘Operations Managers have a really unique challenge in that they are required to motivate, lead and oversee the work of a dispersed staff group. They are the custodians of quality and safety of the most publicly visible aspect of Probation work. CP Supervisors spend up to seven hours a day with a Person on Probation and like any other intervention in Probation, Unpaid Work has the capacity to help people make lasting changes, learn new skills and give back to their local community. I believe teams are often a reflection of their leader and therefore Operations Managers are critical for empowering and engaging teams to ensure effective delivery of Community Payback.’ 
This Manual is designed to supplement the two corporate inductions you will have received on joining both the Probation and wider Civil Service.  It is designed to provide you with a more specific overview of your role as a Community Payback Operations Manager. 
· The manual will provide you with an Introduction to Community Payback and how your role fits with the wider aims of the scheme. 
· Then with the contributions of some Supervisor and Placement Coordinator colleagues the manual will cover the key aspects of the effective delivery of a Community Payback work project.
· It will cover some of the key responsibilities of the Supervisor and Placement Coordinator roles whose work you will be responsible for overseeing in your role.
· Finally, the manual with outline some of the key elements of the Operations Managers role once again with contributions from colleagues currently carrying out the role. 
The Induction will provide you with a brief overview of the requirements and expectations of the key aspects of your role, where you can access more detailed information and reading, the training you will provided with to support you and tips and advice from experienced, competent colleagues who are passionate about the role.






Introducing Community Payback Supervisors 
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To help guide you through the first part of this manual are two colleagues currently working as Community Payback Supervisors Phil Crocker from the London Region and Colette Chambers from the East of England. A key element of your new role will be working with Supervisors to ensure they are delivering the projects as agreed and maintaining relationships with beneficiaries. You will also be helping to ensure agreed Health and Safety (H&S) practices are followed and that the necessary tools and equipment’s are in place.
We started by asking them about some of their experiences in the role:
Q1: How long have you worked in Probation and as a Supervisor?
Collette: ‘I have worked in Probation for nearly 30 years and done lots of different roles from being a Court Officer, a Probation Service Officer (PSO) managing cases, worked in Approved Premises (AP) before working in my current role as a Supervisor’.
Phil: ‘I used to work as a Prison Officer I started working as Community Payback Supervisor on a sessional basis before becoming permanent member of staff in May 2020’
Q2: What is the best and most rewarding aspect of the job?
Collette: ‘You get to meet and work with a huge range of people, it is a complete cross section of society from prolific offenders to professional people finding themselves on a Community Order for the first time.  One of the most rewarding aspects is seeing people change from often being resistant to carrying out the work, to actively engaging and learning new skills. When People on Probation receive praise from beneficiaries or members of the public it can help them to feel more part of society again.’
Phil: ‘I consider myself to be a people person. While attending it is important that people complete and are seen to complete their punishment. The role also provides me with the opportunity to get to know individuals and challenge some of their perspectives and attitudes that might have contributed to their offending’
Q3: What is the most challenging aspect of the role?
Collette: ‘Many of the people who are required to carry out Community Payback have often not had the most positive experience of authority. Therefore, sometimes it can be challenging to break down barriers to engage effectively and ensure the required standard of work is carried out. But this is something you get better at overcoming over time and with experience and developing your engagement skills.  It can also be the most rewarding aspect having a young person who was initially resistant getting up on time to get to the project, learning new skills and seeing the rewards of their efforts’
Phil: ‘Because people are completing their hours, or some being returned to court for non-compliance, the dynamics of the group often change with new people coming in. It is important to be conscious of this in order to manage if effectively.’
Q4:  What advice would you give to someone just starting the role?
Collette: ‘I feel it is important to be non-judgmental. You cannot take a one size fits all approach as every individual who attends Community Payback is different. You need to develop a style where you are able to maintain authority by building effective working relationships and being able to roll with pockets of resistance’
Phil: ‘Make the most of the shadowing sessions you are offered at the start to learn from experienced colleagues. While you are often working alone it is important to remember that colleagues are always on the end of the phone if you are coming across new or challenging situations.’










Section 1: An Introduction to Community Payback
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A History of Community Payback
Unpaid Work (UPW) as a sentence of the Courts started in 1973 as ‘The Community Service Order’. The Criminal Justice and Court Services Act 2000 renamed the Community Service Order as a Community Punishment Order.  The Criminal Justice Act 2003 created the Community Order, a sentence that can be made up of one or more requirements; Unpaid Work is one of these requirements. The same requirements apply to the Suspended Sentence Order. Courts can impose sentences of between 40-300 hours, reflecting the seriousness of the offending.

Community Payback is the term used to refer to any work done as part of an Unpaid Work Requirement within a Community Order (CO) or Suspended Sentence Order (SSO). It also refers to the organisational structures required to deliver Unpaid Work in the community. The sentence of the court remains an Unpaid Work Requirement (imposed as part of a court order) which is set by legislation. Community Payback was launched in 2005 to promote public awareness and understanding of the Unpaid Work Requirement. This was done by focusing on greater visibility, raising public understanding of the sentence and giving the public a chance to nominate work projects.

During the national lockdowns that occurred as a result of the Covid-19 pandemic Community Payback was unable to be delivered nationally. Since returning up until recently projects had been only able to run at limited capacity with often less than half the number of Persons on Probation that would have previously been attending. This has meant that a significant backlog of cases has built up. In order to clear this backlog by 2025 nationally the Probation Service will need to significantly increase our delivery. In order to achieve this, we need to recruit and train a number of new colleagues, so you are joining us at the perfect time.
Key Principles of delivering an Unpaid Work Requirement:
All Unpaid Work Requirements must be completed within 12 months of sentence, irrespective of the length of the Community Order or Suspended Sentence Order.  All cases that have an Unpaid Work Requirement are required to be reviewed at the 6-month point and 9-month point, and action taken if progress is not sufficient so if it looks like the PoP is unlikely to complete their hours within 12 months. If there are outstanding hours on the UPW Requirement after the 12 months, the obligation to complete the requirement continues, so if the PoP we are managing fails to complete their hours within this timeframe the backlog will continue to grow. The Unpaid Work Requirement must be returned to Court for an application to vary (either extension or revocation). In Suspended Sentence Cases, Probation Practitioners can apply for the Unpaid Work Requirement to be extended but only to the end of the Operational Period.

Person on Probation journey through an Unpaid Work Requirement
The graphic below outlines a Person on Probation’s journey through an UPW Requirement from induction following sentencing at court through to completion of their hours or being returned to court as a result of enforcement action.
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Induction:  Following sentence a PoP should receive their first appointment within 5 working days. This is where the rules of both the Community Order and the Community Payback projects are explained to the person. A number of personal details will be checked and also information will be gathered around the person’s offending history to ensure the person’s risk of harm is assessed and that they are appropriately and safely placed on a project.
Assessment/ Placement:  The Probation Practitioner (PP) is required to complete the Unpaid Work digital assessment tool with in fifteen working days to ensure a person on probation is placed on an appropriate project. The Probation Practitioner is also required to complete an E-Oasys assessment that includes a risk management plan as to how the PoP’s risk of harm to the public is going to be managed within 15 working days of sentence.  This assessment will also include a sentence plan which is a plan that is signed by the PoP identifying how and in what order interventions on the sentence are going to be delivered.
Project Delivery:   There are a number of ways in which a Person on Probation can complete the hours of their Unpaid Work Requirement:
Group projects: Offering the most effective way to deliver the Requirement at high volume, working as a group encourages a broad mix of individuals to work together towards a common goal; promoting teamwork and effective communication in a work environment. These are projects that you will be delivering in your role as a Community Payback Supervisor.
Individual placements (IP): An effective way to enable an individual who is unable or unsuitable for group work to complete their hours in a more flexible manner. Placements typically include working in a charity shop with supervision being provided by the beneficiary
PoP Identified Placements (PIP): Providing a wider range of opportunities, beyond current Individual Placements, that a PoP may have a personal link to or that has been identified as a placement that they have interest and access to. This many also allow Community Payback hours to be undertaken when a group placement is too restrictive, for example where a PoP has caring responsibilities.

Education, Training and Employment (ETE): People on Probation can have a percentage of their Unpaid Work hours credited for undertaking interventions around education and employment. These interventions need to be agreed with the Probation Practitioner supervising their case and should aim to move them closer to employment, increase their employability if their employment is at risk or help them to progress in their current career.

Enforcement: If a Person on Probation fails to attend or comply with a Community Payback session or any other appointment they are required to attend as part of their Community or Suspended Sentence order; an enforcement letter will be sent by their Probation Practitioner advising them to provide evidence as to why the absence is acceptable with in five working days of the letter being issued. If the PoP fails to do so the absence is deemed unacceptable. If a Person on Probation has two unacceptable absences this will result in them being in breach of their Order. If they are found guilty this will result in a further criminal conviction and the court has a range of sanctions available including revoking their current order and resentencing the PoP. For this reason, it is very important that we clearly record when a Person on Probation has failed to attend, been late for a project or failed to comply with a reasonable instruction.
Key Roles in Delivering Unpaid Work
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Community Payback Supervisors:
Supervisors primarily ensure People on Probation complete their Unpaid Work hours on group projects in the community. Core responsibilities include:
· Providing instruction and guidance to groups of People on Probation; ensuring their behaviour is managed appropriately and they are working safely. 
· Driving Probation Service minibuses/vehicles to transport People on Probation and/or tools and equipment to projects. 
· Ensuring the work on projects offers a credible punishment providing reparation      to the community. 
· Supporting People on Probation to gain employment skills through a positive work experience.
· Contributing towards a culture of continuous improvement within the Community Payback team.
· Demonstrating a commitment towards equality and inclusion, challenging discrimination, appropriately and professionally.




Community Payback Placement Coordinators:

Placement Coordinators are primarily responsible for establishing and maintaining relationships with a range of current and future partner organisations and stakeholders. Core responsibilities include:

· Ensuring sufficient availability of work placements which meet recognised quality standards, including contingencies for wet weather or unforeseen problems.
· Promoting Community Payback in their community, engaging with stakeholders to source and establishing new and innovative projects which offer learning opportunities for People on Probation.
· Conducting health and safety assessments of work projects/placements, ensuring compliance with organisational policy and health and safety legislation.
· Identifying opportunities for promoting environmental sustainability, reducing travel and reducing carbon emissions on projects minimising or offsetting the use of power tools.

Community Payback Operations Managers:
The Operations Manager provides leadership and management to the Community Payback Team. Their key responsibilities include:

· Ensuring projects/placements are well planned, sufficiently resourced and effectively managed to ensure they deliver high quality outcomes.
· Providing line management to a dispersed staff group and an on-call duty rota to ensure staff have access to management support.
· Using management information to monitor and drive improvements in team performance.
· Engaging with stakeholders, including: sentencers, the office of the PCC, local authority forums, community groups etc, to promote Community Payback, negotiate partnership agreements and support ongoing relationships.
· Overseeing health and safety practice, quality assurance and ensuring learning from accidents, incidents and near misses is shared.
· Promoting and demonstrating a commitment towards equality and inclusion.

Probation Practitioners (Probation Officer/ Probation Service Officers/ Senior Probation Officers):
Probation Practitioners, also known as Probation Officers (staff who hold a Probation qualification and manage high risk cases) and Probation Service Officers (who may have a different qualification and generally manage medium and low risk cases) are responsible for the assessment and management of the PoP cases.
· They will complete an initial risk assessment of the PoP to assess the risk of serious harm they pose, their risk of reoffending and complete a risk management and sentence plan. They will review this plan if there is any significant change in circumstance.
· They will also complete a digital Unpaid Work assessment tool that helps inform the safe placement of a PoP on to a project.
· They are responsible for liaising with other agencies to ensure that the PoP risk in the community is safely managed.
· They will ensure enforcement action is taken when the PoP fails to comply.
· Senior Probation Officers are responsible for line managing Probation
Practitioners and overseeing the quality of their work.

Further Reading / Training 
For more detailed outlining of the structures that underpin Community Payback you can read the Community Payback Operating Manual and the Target Operating Model both documents can be found on EQUIP. 
You can access all key policies and procedures for Unpaid Work by following the current link and entering your equip username and password:
Unpaid Work (UPW) (rocstac.com)
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Section 2.  Engaging effectively with People on Probation, 
beneficiaries and colleagues
Diversity:
In delivering Community Payback it is important that we are conscious of diversity and adapt our practice to meet the needs of the diverse communities we serve. Attendance on Community Payback must not be prevented or restricted because of a protected characteristic that could lead to discrimination or behaviour that creates exclusion. The Community Payback Operations Manager has a specific remit to work with the regional equalities lead to champion diversity in the delivery of Community Payback. They will work with partner agencies to identify placements within specialist agencies or organisations that support the integration and inclusion of specific cohorts of people with protected characteristics. Some examples are provided below of common adjustments and considerations that Community Payback staff need to make, these examples are not a complete or exhaustive list of diversity considerations.

Neurodiversity:

Neurodivergent conditions include: Dyspraxia, Dyslexia, Attention Deficit Hyperactivity Disorder, Dyscalculia, Autistic Spectrum, Tourette Syndrome, and others. Key factors to consider include:

· Written information must be clear and concise, avoiding jargon.
· Supervisors need to be aware of an individual’s neurological condition in order to prepare an appropriate strategy for managing them on a placement.
· Supervisors need to have a good level of awareness of the issues associated with neurodiversity, provided through training and learning resources.
· Additional support available should be tailored to meet the individual needs e.g. giving clear instructions, explaining what the task is and why it’s important, explaining the structure of the day.

Religion:

Community Payback teams will recognise the need of all People on Probation to practice their faith. It is also reasonable for staff to expect some flexibility and for some prayers to take place outside of project/placement working hours. Religious belief, and any adjustments required, will be discussed with the individual prior to them commencing Community Payback, to allow for this to be communicated to the Supervisor.
The Islamic faith: It is obligatory for a practising Muslim to pray 5 times a day at specific times. During a full working day there could be the need for two prayer times. An extended break at lunch time and during the afternoon break may satisfactorily accommodate prayer time. When away from home practicing Muslims will complete the obligatory part of the reading, which will take about 10 minutes. It is important to accommodate these needs where possible. If in the judgement of the Person on Probation there are no suitable places to pray at the work placement, the missed prayers can be made up at the next prayer time. Prayer is not a legitimate reason to miss Community Payback or to leave the placement site, unsupervised.

Language:
There might well be occasions when Community Payback Supervisors are supervising a Person on Probation where English is not their first language.  It is important that the Person on Probation’s needs (where possible) are accommodated whilst they attend for Community Payback.  Ensuring that instructions on site are fully understood is also an important factor to running a safe working site.
All Supervisors will be issued with guidance detailing how to access interpreting services via phone which will help remove the barrier to effective communication in these situations.  However due to the cost of this service it should only be used to communicate essential information, such as tool- box talk demonstrations, clarification of rules and regulations, safe-guarding concerns, defusing difficult situations whilst on site etc.  If you have any difficulties in accessing this support, please speak to your Community Payback Operations Manager.
Women:
Research shows that women often offend for very different reasons than men, there is currently a growing recognition that a large percentage of women that have been convicted of criminal offences are suffering the effects of trauma as result of having experienced sexual or domestic abuse. Despite this recognition they are still often sentenced much more punitively and have experienced far poorer treatment and outcomes in the criminal justice system over the past decades.
Agencies working with women who have been the victims of such trauma are encouraged to take what is known as a trauma informed approach.
· Realises the widespread impact of trauma.
· Recognises the signs and symptoms of trauma with those involved in the criminal justice system.
· Responds by fully integrating knowledge about trauma into policies, procedures and practice.
· Seeks to actively resist re-traumatisation.
In delivering Community Payback regions are required to do the following in order to try and adopt such an approach:
· As part of the Unpaid Work Assessment women will be asked if they would prefer to complete their hours in a mixed gender group, women only group or an individual placement (where possible).
· Women will not be allocated to work in an all-male work group and, wherever possible groups comprising women will be managed by a female Supervisor.
· Women should be allocated to work placements which take account of their individual needs, notwithstanding the need to manage any risk factors.

Age and Maturation:
There is significant research to show that maturation of people in the criminal justice system particularly those between 18-25 is often slower than that of the general population. It is important that adjustments are made for this in the delivery of Community Payback to take account of potential additional learning needs a Person on Probation may have.
It is also important that we make adjustments for older Persons on Probation who are sentenced to an Unpaid Work requirement who’s allocated activities may need to some adjustments or additional consideration to ensure that unreasonable physical demands are not placed on individuals.
Site Induction and Toolbox talk:
At the start of each day Community Payback Supervisors are required to deliver an induction briefing to all Persons on Probation attending the group project they are running. At this briefing the Supervisor should formally introduce themselves to a Person on Probation who had not attended the project before, explain clearly the rules around the project including acceptable standards of behaviour, mobile phone usage, that they are not allowed to leave the project and clearly outline the tasks and objectives for the day. Supervisors should also make clear all relevant health and safety information and conduct a toolbox talk ensuring that all Persons on Probation understand how to use tools safely and good manual handling practice when undertaking physical work.  Supervisors need to ensure that all relevant information is covered and clearly explained, but also make it engaging for those attending the group.
Colette comments: ‘The induction is a really crucial part of the day where I set out my stall in terms of my expectations and remind Persons on Probation attending how to work safely regardless of how many times they have attended the project before. It is also a really important part of treating people fairly in setting out the rules and expectations before you start. Therefore, if you need to address behaviour later in the day you can refer back to it. I also try and use a bit of humour and engage those who have attended before, by getting them to demonstrate things like safe manual handling or provide some of the answers to the health and safety questions.
Pro-Social Modelling and promoting desistance:
[bookmark: _Hlk105589921]Pro-Social Modelling (PSM) is a widely used term in probation and core component of Skills for Effective Engagement Development (SEED) training, which covers a set of attitudes and behaviours that should underpin all work with People on Probation undertaking Community Payback. People are more likely to learn from the example of others in a relationship of mutual respect. Relationships need to be characterised by a firm but fair approach that demonstrates honesty, warmth, empathy and appropriate humour.

Desistance is the process of abstaining from crime by those with pattern of offending. It is not often a quick or straight forward process and can involve a number of setbacks along the way. In adopting desistance theory in our work, it is important to put the Person on Probation at the centre and not adopt a one size fits all approach.  Community Payback Supervisors can have an impact on a Person on Probations likelihood to cease offending by little interventions that help with ‘identity shift’. For instance, identifying tasks and skills that they do well, challenging certain elements of a person’s thinking, understanding what things are important to the individual.

‘Desistance research takes success stories seriously. The research does not start with programmes and aggregated outcomes, but individual lives and personal trajectories. Recognising the individual as the agent of change, desistance research explores individuals’ social context, embedded social networks and subjective interpretations as keys to understanding long-term life change’ (Maruna and Mann,2019).

Factors supportive of desistance:
Desistance research has developed over recent decades, and the collated evidence suggests that people are more likely to desist when they have:
· strong ties to family and community
· employment that fulfils them
· recognition of their worth from others
· feelings of hope and self-efficacy
· a sense of meaning and purpose in their lives.
General principles for supporting desistance:
Increasing attention has been given within desistance studies to the implications for operational delivery. The term ‘assisted desistance’ has been used to describe the role that probation (and other agencies) can play, recognising that individuals can be supported to desist from crime but there are too many factors at play for an agency to cause’ desistance.
The following principles have been identified:
· Respect individuality: since the process of giving up crime is different for each person; delivery needs to be properly individualised.
· Build positive relationships: People on Probation are most influenced to change by those whose advice they respect and whose support they value. Personal and professional relationships are key to change.
· Recognise the significance of social context: desistance is related to the external/social aspects of a person’s life as well as to internal/psychological factors. Giving up crime requires new networks of support and opportunities in local communities.
· Recognise and develop people’s strengths: promoting a range of protective factors and taking a strengths-based approach should be part of the supervision process. For example, strong and supportive family and intimate relationships can support individuals in their desistance journey. (Taken from  Desistance – general practice principles (justiceinspectorates.gov.uk)
Collette and Phil both provide examples of how they embed pro-social modelling and theories around desistance in their work as Supervisors:

Phil comments: ‘One of the best developments in recent years in my opinion is that in the area I worked in if the PoP was late even by a few minutes, we had to send them away and they would likely be enforced for not attending. In last couple of years if they are late, they do not get awarded time for travel but we have more discretion as Supervisors as to whether they can stay and do work. I always ensure I hold people accountable and challenge them as to why they are late and if it happens consistently will send them home. However, I also ensure if someone has been late a couple of weeks then attends on time that I offer praise. As I see part of Community Payback is providing them with essential skills and attitudes for other parts of their life. At the start of the day while I will have the final say I will lay out the tasks and involve group members in how we are going to achieve them, in order to promote team working. I make sure where really good work has been done, that I offer plenty of praise. I also always make sure I tell the group when we are taking breaks, as not only does it prevent clockwatching but reflects how other workplaces might operate. When I am working alongside people or during breaks sometimes provide an opportunity to challenge certain perspectives a Person on Probation might have on aspects of life or society. In doing this I do not get in to arguing with people but sometimes offer an alternative viewpoint or opinion that challenges fixed perceptions the individual may have. This sometimes can be more impactful or effective than a challenge someone might receive at an appointment in a more formal setting.’

Collette comments: ‘One of the most rewarding aspects of the role for me, is when People on Probation receive praise or feedback directly from a beneficiary around the quality of the work and the impact on the community. It really makes a difference to how they feel about themselves and their standing in society.  I also have had beneficiaries and members of the public tell me that seeing the quality of work carried out had made them think differently about people who had been convicted of criminal offences.’

Motivating Individuals and developing new skills:
One of the main aims of Community Payback is to give Person on Probation a positive experience of working for the community in which they have offended.  The approach of the Supervisors to the individuals and the group will obviously have a direct effect on the attitude of the Person on Probation.  It is important that Supervisors are able to approach the supervision of work parties with enthusiasm and flexibility as well as maintain their authority.
Motivation of the workers is all important in this task and Supervisors should be prepared to try to use all their knowledge and experience of supervising people to bring out the best in their team.
Before starting the job for the day, it is useful and rewarding for group members if the Community Payback Supervisor fully explains the task, who it is for, why the job is being done and what the aim is for the day.  Where possible without impacting the supervision of the group many Supervisors work alongside group members in order to provide an example for them, unless this adversely impacts on your ability to effectively supervise the whole group. Supervisors should endeavour at all times to show individuals and the group the correct way to do a job and given them help and training in new skills for that job.
Praise and encouragement are important elements of supervision.  Individuals have different levels of ability and it is as important to give praise to the worker who has completed a simple task that he or she has never done before as it is to give praise to a skilled worker who has just done a difficult, complicated job.  Both will work better if they know they are appreciated. At the end of the day make sure that the group is told how they have performed during the day and if the job has been done satisfactorily and how many hours you are crediting to each individual person.
Collette outlines how she approaches this: ‘I always try and get a sense of the skills people attending the group have so I don’t set people up to fail and do a task badly and I equally keep engaged and challenge and make use of those who might have more skills. As weeks go on, I try to support and develop those who might have fewer practical skills. There is also a safety element so I would not give a strimmer or lawn mower to somebody in their first few weeks, until I was confident, they were competent and safe to use it.’
Phil says: ‘I always like to try and work alongside the group if I can. It gives you to opportunity to model and teach people new skills, and I think it supports in building a rapport with the group. Sometimes depending on the dynamic of the group and the nature of the project it is not possible to do this and supervise safely. I always feedback to the group and thank them when I feel there has been a really good days work done’.
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Dealing with poor performance, unacceptable and challenging behaviour
Poor Performance:
A reasonable standard of work performance is expected from all Persons on Probation attending Community Payback.  If the effort is very poor, you should advise the PoP to improve their effort.  If this poor effort continues and is therefore having a detrimental effect on the rest of the work party, the individual should be told to stop work, asked to leave site and their hours will only be credited up to that time.  The matter should be reported to the PoP’s Probation Practitioner and your CP Operations Manager. In most circumstances this will likely result in the Probation Practitioner taking enforcement action.  Supervisors should not and do not have to put up with disruptive behaviour throughout the day. In the instance of relatively minor disruption, a conversation should be had with the person or people involved and if their conduct does not improve, they should be asked to leave the project.
Aggressive behaviour:
Unfortunately, the behaviour of the People on Probation we supervise can sometimes be unpredictable and as such it’s possible that on occasions probation staff can experience threatening or verbally abusive behaviour.  It must be said that this is not commonly experienced, but all staff have the right to work without fear of abuse or intimidation. Threatening or abusive words or behaviour should not be tolerated under any circumstances and all People on Probation are made aware of this at the start of their order. If Community Payback Supervisors experience threatening and or abusive behaviour it is essential that they take appropriate action. All Supervisors are issued with lone working equipment that can be triggered to monitor your situation so that help can be raised, and the police called if necessary. It is important following the incident for the Supervisor to speak with your CP Operations Manager and make an accurate record of the incident so next steps can be identified. You will be provided with training around how to manage this behaviour and de-escalate potentially difficult situations. Such behaviour by a Person on Probation will nearly always result in enforcement action being taken, and in some circumstances a report may be made to the police.
Drugs and Alcohol:
It is not acceptable for anyone to consume or arrive under the influence of alcohol or non-prescribed drugs whilst on Community Payback.  Any Person on Probation reporting for work in an unfit condition should not be picked up or allocated to a work party and should be sent away.  Anyone appearing to be under the influence of substances during the course of the day should be stopped from working and removed from the work site.
Phil advises: ‘If someone on the group is not behaving or working to an acceptable standard I always try and pull them to one side and have a conversation separate from the main group. I think it is important not to humiliate people and doing it in front of the group can often escalate the situation.’
Collette adds: ‘I try to avoid getting into a direct argument but just remind them of what the agreed rules that were outlined at the day were. I think it is important to remind people that they have an active choice to comply with them but need to if they want to remain on the project and get their hours completed.’

Phil reflects: ‘It is important to challenge unacceptable behaviour as if other members of the group perceive someone is getting away with behaviour that is not in line with the rules this can have a real impact on the dynamic of the group. There have been occasions when I have had a Person on Probation that has been a bit challenging in the beginning but from appropriate challenge and using some of my skills I learned as a prison officer they have gone on to complete their hours which is one of the most rewarding aspects of the role for me.’
Identifying and Reporting Risk issues:
Community Payback Supervisors spend more time with People on Probation than just about any other staff in Probation. As outlined above change is a process that People on Probation will be at different stages of this process. One of our key responsibilities as a Probation Service is to assess and take actions to manage the risk of causing serious harm the people we are supervising might pose to others.
Therefore, an important role of Community Payback Supervisors is identifying and reporting potential risk concerns to Probation Practitioners. Training will be provided to all project delivery staff to support with this area of work.
Examples might include:
Alcohol Drug’s/ Emotional Wellbeing: Watching out for significant changes in persons emotional or physical presentation on groups. Sudden poor compliance after previously being very motivated.
Domestic Abuse: Someone you know is a perpetrator of domestic abuse is disclosing to another group member they are trying to re-establish a relationship when the Supervisor is aware a restraining order is in place. The Supervisor sends a Person on Probation home as despite warnings he is repeatedly on his phone checking the whereabouts of a partner. A victim of domestic abuse attending the project late and having to check phone or attending with an unexplained injury.
Serious Group Offending/ County Lines/Modern Slavery:  The Supervisor notices the Person on Probation always appears to be picked up and dropped off by a group of people. A Person on Probation disclosing that they have been to various locations around the country with no clear explanation as to why they are doing this. If a Person on Probation is particularly anxious about traveling to certain areas or encountering certain people. The Person on Probation might appear have expensive clothes or goods that are not consistent with the limited income they are disclosing to be in receipt of.
Forming and maintaining relationships with beneficiaries:  
An important part of the Community Payback Supervisor role is maintaining good relationships with beneficiaries.
Colette outlines some key principles about how she approaches this: ‘The important thing is to make sure crucially that we complete all tasks to a good standard and get people on the group to take pride in doing a good job. It is really crucial to follow the agreed workplan and task list on the project file and only complete the agree tasks in the order they were agreed’.
Phil adds: ‘Beneficiaries differ greatly some are often present when working is going on and some you rarely see. However, when they are present, I always make the effort to engage and ensure they are happy with the working that is taking place’.

	Further Reading:
SEEDS2 or SLMMF (rocstac.com)- This will provide you information on how SEEDs is used in sentence management and how to reflect effectively on practice when working with Persons’ on Probation. 
Desistance – general practice principles (justiceinspectorates.gov.uk) – An outlining from Her Majesty’s Inspectorate of Probation on how desistance research can be applied to probation practice. 




















Section 3: Ensuring the safe delivery of Community Payback
Health and Safety and Training Package:
A comprehensive Health & Safety and training package will be provided to all Community Payback staff involved in project delivery in the first six months. A set of Health and Safety information and materials will also be provided alongside this training and every staff member should read and ensure they understand with in the first eight weeks of taking up their role. This section will provide you with some overarching principles and give an insight in to some of the key tasks that need to be carried out by Community Payback Supervisors when supervising projects.
Project Files/ Dynamic Risk Assessments:
It is important that Supervisors, Placement Co-ordinators and Community Payback Operations Managers read and understand both the work schedule and all relevant risk assessments contained on the project file. It is important that these risk assessments and work schedule are closely followed. However, risks on projects are not static and on occasions additional tasks that were not contained within the initial risk assessment might need to be undertaken. Therefore prior to undertaking work each day the Supervisor should complete a ‘dynamic risk assessment’ taking account of any new potential hazards or assessing if it is safe to carry out all work tasks or identify any adjustments that might need to be made or additional explanations provided to persons’ on probation attending the group.
Colette advises: ‘If I am covering a project for the first time or one I would not ordinarily do I take additional time to re-read the project file before attending. Making risk assessments on the day are important as there can sometimes be unexpected but having a good knowledge of the project file will help you to make better assessments on the day.’
Tools and Equipment:
Tools and equipment must always be used and stored with in line with H&S guidelines and safe working practices. Before starting work the Supervisor should ensure that all equipment is safe to use. Faulty or damaged equipment should never be used and must be reported to the Operations Manager and Placement Co-ordinator.
All tools and equipment taken out to site should be counted out and the same number of items returned at the end of the day. It is the Supervisor’s responsibility to ensure there is no unnecessary damage to tools and equipment. Any Person on Probation deliberately damaging equipment should be stood down immediately and an Incident Report completed. Under no circumstances should Supervisors “borrow” tools or equipment from a beneficiary unless it has been specifically agreed, in advance and recorded in the project risk assessment, with the full knowledge of the Operations Manager.
Colette comments: ‘It is really important as a Supervisor that you are a good team player, if you don’t ensure that there is a full set of working equipment available at the end of each day, you can put a colleague who might be running a group the next day or the next week in a really difficult position where they are unable to complete tasks on the work schedule as they do not have the correct tools available.’
Protective Clothing/ Safety boots:
All People on Probation must wear suitable protective clothing including safety gloves, where the nature of the task to be performed demands this as a H&S requirement. The majority of groups require a Person on Probation to wear safety boots which are issued to them sometimes in advance of the project. If a Person on Probation refuses to wear the necessary protective clothing and cannot be persuaded to do otherwise, the individual should be sent home for failing to follow an instruction and the incident reported to Community Payback Operations Manager and the relevant Probation Practitioner.  The Supervisor should report this incident.
A Person on Probation will be advised at their induction of the need to wear appropriate clothing. Appropriate clothing should be long trousers and a top that covers the shoulders.  Inappropriate clothing includes shorts, short skirts, vests or any item of clothing that has an obscene, inflammatory or potentially offensive image or writing on it. Tattoos deemed potentially offensive must also be covered. Any body piercings where possible should be covered up or taken out to eliminate any health and safety concern.
Colette advises: ‘When I am collecting people in a minibus where the project is a significant distance from the pick-up point, I will check with the person they are willing to wear all safety equipment particularly boots and the high visibility jacket before I let them on the minibus. If there indicate they are not willing to do this I will not let them board the minibus, as it can create significant difficulties if the person is stood down on the project and then have limited means in which to travel home.’
First Aid Incident/ Accident Reports:
Any incident/ accident that occurs whilst a Supervisor is supervising a work party which requires some action should be immediately referred to the Community Payback Operations Manager.
If the incident/accident involves serious injury or a criminal act (criminal damage, theft, threatening behaviour, assault etc.), the emergency services should be contacted first.
In addition, the incident must be written up and paperwork given to the Community Payback Operations Manager within 24 hours. For example, an accident that leads to an injury, a fight between two People on Probation, an alleged theft on site, disruptive behaviour on site, threats to staff or beneficiaries. All relevant details should be included such as names, times of incident, witnesses, location, sustained injuries, amount of damage etc.
The relevant H&S form that needs to be completed on the available link below and the policy is outlined on the Equip database. 
Lone Working/ People Safe Device:
Every Community Payback Supervisor working alone on a work site will be issued with a People Safe lone working device.  The device which can be easily triggered when required, is linked to a central control centre who will monitor your situation and assess risk in times of difficulty.  The control centre will raise the alarm with the emergency services if they assess for any reason that you or anyone else attending the group is at risk. Incidents like this are fortunately quite rare.
Identification Cards:
All probation staff will be issued with an identity card.  This must be carried when on duty and produced when evidence of identity is required.  It is important that the card is safe and guarded properly and any loss must be reported to your Manager without delay.
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Section 4: Other aspects that contribute to effective project delivery and your new role.
High Visibility Vests/ Visible Justice:
While Community Payback can potentially offer rehabilitative benefits as outlined above its primary focus is to provide a visible and credible form of justice, where the public can see that people who have offended in their community are being required to pay a form of reparation to that community. As part of this all Person’s on Probation are required to wear an orange high visibility vest with Community Payback written on it, when carrying out Community Payback. Project Supervisors are issued with yellow vests with Supervisor written on, that they are also required to wear at all times. Projects are also required where possible to display Community Payback banners advising the public that they are delivering projects in the area.
VEHICLES
Driving Community Payback Vehicles
All staff who are required to drive Community Payback vehicles will be required to produce a full driving licence, which will need to be verified before they are authorised to use a Community Payback vehicle. You will be expected to drive CP vehicles safely in accordance with Driver Authorisation standards of driving. It is important to remind People on Probation of the required conduct when traveling to a project in a vehicle.  vehicles should not be left unlocked at any point during the day and Persons on Probation should not be left unsupervised in the vehicle.
Driving your own Vehicle & Expenses
If you use your own vehicle for work purposes you must ensure that it is roadworthy, legal and insured for business use.
You will be required to submit proof of insurance, MOT and tax on an annual basis, or when you change vehicle.  This information will be held by Payroll and will be used to verify expense claims.  Failure to provide up to date, valid information may result in expenses being delayed or withheld.
Once a month you should submit an expenses form to your designated Manager in each unit, who will check and countersign your request.  Mileage is paid in arrears.
Vehicle Log
Before driving any of the Community Payback vehicles all users must carry out checks as specified on the log sheet that will be provided by the staff members region. Whilst using one of the CP vehicles the person should complete a log sheet, filling in columns for mileage, speedometer readings, usage etc. It is important that any accident, damage or defect of the vehicle is reported to Community Payback Operations Manager and transport co-ordinator for your region.  You may need to complete an insurance claim form if necessary. CP vehicles should be used for business use only and under no circumstances should be used personal journeys.

Confidentiality
It is important that staff treat all information received about a Person on Probation during the course of their duties as strictly confidential, not to be discussed with anyone outside the Probation Service.
Similarly, the confidentiality of any information discovered about beneficiaries of the scheme should be respected. As should information about staff.
It should be remembered that there is no such thing as “privileged information” on a one to one basis. Any information felt to be important, particularly in relation to risk, safeguarding, criminality or work performance, must be reported to a CP Operations Manager and relevant Probation Practitioner.
Good communication is important. You should pass on information which might have a bearing on a Person on Probations absence as it might impact the decision a Probation Practitioner makes in terms of enforcement action.
Information Security
In order to meet GDPR and Government requirements, all staff are subject to the terms of the Civil Service policies and will also undergo annual training in Information Security. Information Security is everyone’s responsibility.


	Further Reading for Sections 3 and 4:

· Link to National and Regional Health and Safety Policies:
Health & Safety Policy (rocstac.com)
        
· Link to Policy relating to the Investigation of Accidents and Near misses including relevant forms:
Accident Reporting (rocstac.com)
Accident, Incident and Near Miss reporting (Health and Safety) (rocstac.com)

· Link to Policy on Unpaid Work Transport
UPW Transport (rocstac.com)





Section 5:  Placement Coordinator Role:
Introducing Placement Coordinators: 
To help guide you through some of your key responsibilities outlined in this manual are two colleagues currently working as Community Payback Placement Coordinators from the East of England Alan Moore and Lissa Green 
We started by asking them about some of their experiences in the role:  
Q1: How long have you worked in Probation and as a Placement Coordinator?
Alan: ‘I started working in 2000 as a sessional Community Payback Supervisor, since then I have done a range of roles including holding a caseload, and a similar role to my current one which was known as Placement Manager. I have been working as Placement Coordinator since the reunification of the Probation Service in June 2021.  
Lissa: ‘I have worked for the Ministry of Justice for 19 years. I became a Prison Officer in 2003, working in the Offender Management Unit before the prison closed. I then started work in the community, joining Community Payback in 2013. Initially my job role was a Placement Officer working for Northampton Probation Trust, but have since changed to a Placement Coordinator role since unification.’
Q2: What is the best and most rewarding aspect of the job?
Alan: ‘When you go and visit a potential project site and the area can sometimes be really run down. Then seeing the difference when the job has been finished and the impact has on the area and community makes me feel really proud. It is also really good to see the pride that the Persons on Probation take in the contribution they have made.’
Lissa: The job gives you a lot of highs, when you are able to source a really good project and seeing the value to the local community. I have seen groups receive praise from members of the public. People on Probation get a buzz out of a ‘thank you’ and feel far more positively about themselves and their standing in the community. You can always tell if you have identified and sourced a good project as attendance on the group is high’ 
Q3: What is the most challenging aspect of the role?
Alan: ‘Sometimes after you have arranged a project a Supervisor might not see the same potential or be as enthusiastic for a project as you are. It is really important to ensure we are on the same page, as after it is set-up they are going to be the one to ensure the work is carried out and the relationship with the beneficiary is maintained.’
Lissa: ‘Community Payback is a fast paced environment to work in, no two days are the same. There has been a lot of changes in structure with parts of Probation being privatised and renationalised again. It is therefore important to be adaptable’


Q4:  What advice would you give to someone just starting the role? 
Alan: ‘You work with a wide range of people in this role, my main bit of advice is around the importance of being flexible and adaptable in your approach to things.’
Lissa ‘Stay positive and ‘be real’ when working with people. You have a duty of care when making complex assessments on whether to commence a project or not. So, it is important to trust your gut feeling when making these decisions and not be afraid to say no if you don’t feel a project is suitable.’

[image: ]

Identifying and Arranging Projects:
In identifying and setting up projects it is important that the following factors are considered:
The Primary task of the Placement Coordinator role is assessing the suitably of potential projects/placements as part of this they will:
· Identify relevant risk and health and safety information and ensure quality standards are met. The key things to consider are whether the activities are suitable for Community Payback and whether these can be delivered safely.  
· Consideration needs to be given to how long the project should run for and how many people can be placed on it and also consider the nature of the People on Probation who can be placed on the project.  
· Consideration needs to be given to whether the project has adequate welfare facilities, and it is important that the beneficiary has a clear understanding of what is required of them and the work that will be undertaken. 
· A copy of the Project Assessment Template (Annex A) is available in the Community Payback Operating Manual along with the memorandum of understanding the beneficiary signs (Annex B). 
Each region needs to provide a broad and varied range of projects which adhere to the principles of Community Payback and ensure that service delivery can take place throughout the year. Placement Coordinators need to consider whether work on projects can be completed in all weather conditions and adequate welfare facilities are available. They also need to source projects that reflect the different types of delivery of Community Payback that was outlined earlier in the manual. So, for instance there is a need to source agency placements such as charity shops as well as group placements. Projects need to be accessible to Persons on Probation so the locations of projects where possible should reflect the demographics of the caseload to ensure the most effective and efficient delivery.
Placement Coordinators should focus on developing projects that have an environmental or sustainability focus, in line with the Governments 25-year environment plan. They also should link with Local Authority areas; enabling engagement with local partnerships and attending local crime reduction forums to promote the availability of Community Payback assisting with local projects. 
Community Payback is most appropriately delivered with ‘not for profit’ or charitable organisations. It is particularly important that where a commercial organisation is delivering services on behalf of a public organisation or charity, the project demonstrably provides an additional service not covered by the contract, e.g. litter picking with a ground maintenance contractor. Community Payback staff must ensure that beneficiaries are not exploiting competitive advantage by using Community Payback as an enhancement to their contract.  Community Payback must not replace paid employment but can add value to the work undertaken by public bodies and voluntary organisations This is not always a straightforward judgement but Placement Coordinators when assessing placements must satisfy themselves that the project does not contribute to profit or substitute for paid employment. Community Payback work must not involve any activity which could be regarded as direct personal care or supervision of a child or vulnerable adult.

Project nominations can be received from the public or groups through the government website and all nomination should be acknowledged promptly within five working days and Placement Coordinators must maintain a record of all project nominations; indicating the means of referral, whether it was accepted or rejected and the reasons for the decision.
Alan comments: ‘When I visit a Potential project for the first time, I look at the site and consider the health and safety carefully, I look to see if any obvious potential dangers for instance whether it involved working close to a main road, or potential hazards. I ensure I get a really clear understanding from the beneficiary of the tasks they are hoping for us to undertake and look at the tools they have available to check they are fit for purpose.’ 
Lissa adds: ‘It is really important in your recommendations that in completing your assessment the risks and benefits are clearly laid out to both the beneficiary and also to the Operations Managers and Heads of Unpaid Work about whether to proceed with the project. It is important not to overpromise and set clear realistic expectations from the start. It is important to ensure that the activities are appropriate, during my time working in Community Payback we have received requests to do all kinds of weird and wonderful things.’ 
Building effective relationships with staff and partners and promoting Community Payback
A key element of the role is ensuring that effective relationships with beneficiaries are built up and that these are maintained throughout the project. This sometimes involves ensuring that once the project has been established the Community Payback Supervisor has a really clear understanding of the work tasks and expectations and that these tasks are being followed and that this communication is being maintained. It also important to obtain regular feedback from the beneficiary. A form is available to receive this feedback which can be found in the Community Payback Operating Manual (Annex K). 
Lissa comments: ‘Building a really good relationship with beneficiaries is so important a lot of projects have been sourced through a beneficiary being happy with the work that has been undertaken on a previous project. For instance, I recently sourced a project at a church which has been really successful and as result of this the vicar has arranged projects at two further churches in his ward’. 
It is crucial that Placement Coordinators gain a good knowledge of their local area and form effective relationships with their local authorities. This can include attending local crime reduction boards. 
Alan comments: ‘One of the most rewarding aspects of job is the range of people you get to work with. One day you can be talking to a Person on Probation on site or on other occasions I have met with local councillors and sentencers. A lot of people don’t always know a lot about or understand Probation let alone Community Payback but our always really positive when they learn more about it.’  
Health and Safety Visits: 
Placement Coordinators do not have any direct supervisory responsibility over Supervisors and Community Payback Operations Managers retain the ultimate responsibility for H&S. They do have a role in supporting Supervisors by conducting arranged site visits to projects to ensure the safe systems of work that were agreed at the setup of the project are being followed and implemented and that the correct tools have been provided for the work that needs to be carried out. This should be done by providing peer feedback in a sensitive and constructive manner to help develop the practice of Supervisors. 
In carrying out this task Alan advises: ‘Sometimes issues and risks on projects only become apparent after a project has started. While on occasions this means we have to pause work and go back and have further discussion with the beneficiary, much more commonly this can be addressed through supporting the Supervisors to make effective dynamic risk assessment to overcome certain issues.’ 
Lissa comments: ‘I often try and time visits if the Supervisor is due to move on to the next stage of a project. So, for instance they might have been rubbish clearance and gardening for first few weeks but the fourth week they are due to do painting. So will visit on this occasion to ensure the correct systems of work are being followed around the use of emulsions. I try and ensure the site visits are not seen as catching people out and there to provide support. I give feedback sensitively but ensure that any suggested changes are being followed.’ 

Alan adds: ‘The relationship with Supervisors should not just include site visits, far more importantly I always ensure I try and build up regular contact by phone so Supervisors feel they can contact me if they are experiencing issues on projects or want to seek advice.’
Logistics/ Project Support
[bookmark: _Hlk105663588]The final key aspect of the Placement Coordinator role is to ensure that all projects have a supply of tools and other equipment that they need. In order to reduce the cost of delivery where possible when setting up projects’ beneficiaries should be encouraged to provide tools and other raw materials such as paints. Placement Coordinators are responsible for arranging the regular stocking up and delivery of tools and other supplies. To reduce People on Probation being stood down from projects there will be occasions when a Placement Coordinator is required to deliver a group project.
Lissa advises: ‘On set up I try to look ahead to what jobs need completing on projects and what tools are required and what could be provided by the beneficiary. In supplying projects again, I plan delivery schedules based on the work schedules for project. This is also a good opportunity to check in with Supervisors on how the project is progressing’.









Section 6: Community Payback Operations Managers
As with the other roles to help guide you through some of your key responsibilities outlined in this manual are two colleagues currently working as Community Payback Operations Managers in the London Region Steven Odeyemi and Flavia Cibotariu.
We started by asking them about some of their experiences in the role:  
Q1: How long have you worked in Probation and as a CP Operations Manager?
Steven: ‘I joined Probation in 2008, having previously been a Police Officer. I have worked in a number of different managerial roles in Community Payback having been a Quality Assurance Manager, Health and Safety Manager and previously managed sentence management colleagues holding cases. I have been in my current role for just under 2 years. 
Flavia: ‘I start in Probation at 2017 as a Probation Service Officer (PSO) managing standalone Unpaid work requirements before being promoted to an Operations Manager in 2020.’ 
Q2: What is the best and most rewarding aspect of the job? 
Steven: ‘I feel the work we do as well as punish People on Probation can improve their self-esteem and sense of worth that I truly believe makes people less likely to re-offend. 
Flavia: ‘Supporting supervisors and enabling them to do their job really well, as I know this in turn has a real impact on the Person on Probation attending their projects.’ 
Q3: What is the most challenging aspect of the role?
Steven: ‘Community Payback is very fast paced and large volume of work. There is a variety of tasks that need to be completed. So, needs to have good organisational skills and be able to prioritise.’
Flavia: ‘There are occasions when we have been short staffed and as a result morale can sometimes drop a bit in the team. I feel have a real responsibility during these times to support team members and ensure a quality service continues to be delivered.’
Q4:  What advice would you give to someone just starting the role? 
Steven: ‘Get to know your team well and ensure they feel valued. Knowing their strengths and weaknesses will help you make effective decision around operations.’
Flavia: ‘Always try and keep your passion and motivation for the role. Even on bad weeks when feel that nothing is going right. You can see a small change in a Person on Probation in a group and you realise the impact your job has.’


Leadership, Management and Quality Assurance:
Operations Managers are required to manage, lead and assure the quality of work of a staff group that is often dispersed over a wide area. 
In order to assure themselves of the quality of work being undertaken Operations Managers are required to undertake the following assurance activities:
· Projects/placements – regular, unannounced spot checks should take place assessing all aspects of the work being undertaken and the conduct of both staff and supervised individuals. A sample form is included in Appendix H of the CP Operations Manual. 
· Health and Safety Risk Assessments – a random sample of assessments should be audited (by appropriately qualified staff) each year, and following any accident, near miss or change of circumstances, in line with Health and Safety legislation. The audit should be recorded and be accessible as required.
· Placement agreements – a random sample of agreements will be audited annually to ensure that quality standards continue to be met. 
· [bookmark: _Hlk106212517]Beneficiary feedback – beneficiaries should be surveyed, either annually or at the end of the project to seek their views. A sample questionnaire is provided at Appendix D of the CP Operations Manual.
· Supervisor observation – Operational Managers will observe Supervisors at work at least twice each year, providing developmental feedback in addition to routine line management meetings. The Pro-Social Modelling Action Checklist found at Appendix C of the CP Operations Manual may be used for this purpose. Adequate time should be taken to provide feedback to staff and identify potential areas in which practice may be improved.

This can obviously at times be challenging Steven and Flavia have provided some insights in to how they achieve this:

Flavia advises: ‘An important key to me like any good leader you need to make yourself available and approachable. I plan my diary to ensure that I am able to visit staff on a project as regularly as possible and complete formal observations. However, I also ensure that I have regular conversation by telephone with project supervisors. This is particularly important as a lot of their role involves lone working, so it is easier for them to feel isolated than other roles in Probation.’

Steven advises: ‘I always ensure that I complete my formal 1:1 supervision sessions every six weeks as it is important to give staff the space to discuss their professional development. Observation both formal and informal is a really important part of assurance and I like to think the Supervisors I manage have become comfortable with being observed.  It allows me to provide feedback and advice for instance if someone is perhaps being a bit strict with a group to the point it is having a negative impact on engagement and compliance. Small bits of feedback that allow Supervisors to improve their practice can have a really positive impact on the quality of service we deliver.’ 

Flavia adds: ‘Being organised and having good structures in place to support staff is really important. We have a daily call with Supervisors at the end of the working day. This provides staff with a forum in which to share any issues that have come up during the day and gain support not only for me but from their peers as well. It also provides a forum for learning so that we can assure our practice is consistent. It also means that I can communicate important organisational messages that sometimes are missed by supervisor’s due to the nature of their working day.’

Investigating Accidents and Incidents:

One key role of Operations Mangers is to ensure that Supervisors and other staff involved in project delivery are working in line with H&S legislation. This includes undertaking investigations when accident and incidents occur on projects. This will often involve interviewing those involved, documenting their accounts clearly and reaching conclusions and potentially identifying areas of learning. There will often be some next steps to ensure that the learning is implemented by your region. 
Flavia advises: ‘Quite often I will do investigations on projects in my area on other occasions I might ask a colleague from another area of London as an independent set of eyes do the investigation if I have significant concerns. In doing investigations it is really important to establish as wide a range of facts as possible this mean interviewing the Supervisor and the People on Probation who might have witnessed the accident or incident. These can sometimes cause staff significant anxiety, so I always try and keep this in mind and remind them it is about identifying learning’.
Steven adds: ‘It is important to take a positive approach to H&S. Where we have incidents, we will often ensure the learning of the review is shared in team meetings so we can try and prevent it from occurring in the future’. 

Building Good Relationships with Beneficiaries, Stakeholders and Partners:
Operations Managers as part of their role are expected to engage with stakeholders, including: Sentencers, the office of the Police and Crime Commissioners, Local Authority forums and community groups to promote Community Payback, negotiate partnership agreements and support ongoing relationships. This often involves outlining the projects that having been taking place in your region and highlighting the added value to community. It will also involve on occasions explaining barriers and challenges to delivery. Good relationships with stakeholders are important to maintaining confidence in the delivery of Community Payback and can also provide opportunities for the procurement of future projects. It is also important to maintain good relationships with existing beneficiaries. 

Flavia outlines how she does this: ‘I try to call and visit our agency and charity shop placements as often as possible to check that things are going well and there are not any emerging issues. When I visit projects, I try and make contact with the beneficiary if they are available. Some are more involved and visible than others. Supervisors are really key to maintaining this relationship as an Operations Manager you cannot be present all the time.’
	Further Reading for Sections 6:

· Link to National and Regional Health and Safety Policies:
Health & Safety Policy (rocstac.com)
· https://www.gov.uk/government/publications/25-year-environment-plan/25-year-environment-plan-our-targets-at-a-glance.
· Unpaid Work (UPW) (rocstac.com)

Conclusion:
We hope this induction pack has been useful in giving a brief overview of your role in Community Payback and how it fits with the wider intervention.  As will have been outlined in your corporate induction all HMPPS employees are subject to a six-month Probationary period. 

It is recommended in order to support new staff during this period CP Operations Managers should offer both Placement Co-ordinators and CP Supervisors a formal reflective supervision appointment every six weeks to reflect on their performance in the role and identify areas for learning and development. Also, provide at least one if not two formal observations of projects, providing written feedback. Heads of Unpaid Work should similarly provide formal supervision sessions to CP Operations Managers and if possible, support in undertaking a formal project observation to ensure consistency in the feedback being provided to CP Supervisors and Placement Coordinators. 

Acronyms: 
AA 	– Acceptable Absence
CP 	– Community Payback
CO 	– Community Order
ETE 	– Education, Training & Employment
FTA	 – Fail to Attend
H&S 	– Health & Safety
IP 	– Individual Placement
LWD 	– Lone Working Device
PoP	 – People on Probation
PP 	– Probation Practitioner
PSM 	– Pro-Social Modelling
PIP 	– PoP Identified Placement
RPD 	– Regional Probation Director
SSO 	– Suspended Sentence Order
SEED - Skills for Effective Engagement Development
UPW 	– Unpaid Work
UA 	– Unacceptable Absence
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