
To:  OPCC          28.04.20 

From: T/ACC Cutler 

Re: Joint Thematic Inspection of Integrated Offender Management (IOM) 

 

 

The above Inspection examined how IOM has been operating since the implementation of 
Transforming Rehabilitation and in a climate of reduced police numbers.  This was the first thematic 
Inspection of IOM since 2014. 

 
IOM was originally established in 2009 and aimed to bring a cross-agency response to the threat of 
crime and reoffending faced by local communities. The most persistent and problematic offenders 
were to be identified and managed jointly by partner agencies working together. IOM aims to help 
improve the quality of life in communities by:  
 
• reducing the negative impact of crime and reoffending  

• reducing the number of people who become victims of crime  

• helping to improve the public’s confidence in the criminal justice system.  
 
The MoJ and Home Office relaunched their approach to IOM in 2015 and refreshed the key principles. 
Broadly, these led to the diversification of IOM and enabled individual areas to bring in a wider range 
of offender cohorts and offence types. All offenders are now potentially within the scope of IOM. 
Where previously the approach was used to support and manage those with the most complex needs 
who posed a high likelihood of reoffending, IOM now focuses more on serious harm. Of the cases 
reviewed in this inspection, just under half involved violence and almost 40 per cent were assessed as 
posing a high risk. 
 

The following recommendations were made for consideration by forces.  

 
 

 

 

 



7 IOM Operating Model and Practice Guidance: 

The Norfolk and Suffolk IOM scheme is a partnership approach to the management of offenders, with 

key partners being the Police, National Probation Service (NPS) and the Community Rehabilitation 

Company (CRC.) The current operating model for the Norfolk and Suffolk IOM was launched in 2017 

and saw a move from managing solely acquisitive crime offenders to assessing offenders on the basis 

of threat, risk and harm. The use of crime harm measuring, operationalising criminogenic pathways 

and reoffending risks allow all offenders to be considered for adoption based on the priorities in 

Norfolk and Suffolk. The current model ensures that there is a focus on positive outcomes for service 

users and communities.   

A key principle of the scheme is that all partners manage offenders together to deliver a local response 

to local problems, with all offenders potentially in scope. The IOM scheme provides a ‘strategic 

umbrella’ that ensures coherence in the response to local crime and reoffending threats, providing a 

clear framework to make best use of local resources in tackling the most persistent of problematic 

offenders, identified by local agencies working collaboratively together to achieve long term 

desistance from crime.  

The Operating Model clearly sets out procedures for adopting new offenders onto the scheme (scoring 

system and 4 weekly decision-making panel meetings), the design of offender management plans to 

focus on improving pathways, regular Multi-Agency Case Conferences and the processes for 

deregistration.  The recruitment matrix has recently been adapted to enable increased number of 

adoptions transitioning from the Youth Justice Service and to better identify those offenders that are 

also Domestic Abuse Perpetrators. 

Other Force areas across the country have been in touch to understand how our operating model 

works and many have used the Norfolk and Suffolk model as a basis for their own schemes.  The Bridge 

Model, based on academic research recognising that there are 8 Pathways out of reoffending and that 

different agencies have a different role to play in achieving desistance from crime, was nominated for 

a ‘World Class’ Policing Award in 2019. Due to forthcoming reunification of the Probation Services, it 

is recognised that some changes may need to be made to the operating model in the future and this 

will be done in partnership with colleagues in the National Probation Service. 

 

8 Recording of IOM Cases: 

The Operating Model sets out that ‘All cohort members will be managed through the IOM Partnership 

Software application, currently E-Cins. This will be in addition to any system that partners use 

individually such as Athena or N-Delius. All partners involved in the Norfolk and Suffolk IOM are 

expected to use ECINS to record information about the cohort members that they are supervising so 

that information can be easily shared and risks managed.  There is an Information Sharing Agreement 

in place to allow the exchange of data in line with the General Data Protection Regulations. 

Multi-Agency Case Conferences are held on a weekly or two weekly basis and offenders will be placed 

on the Agenda for discussion at regular intervals based on their level of risk.  Each cohort member will 

be scored on the Pathways Matrix during the meeting and these scores are recorded on a master 



document and tracked over time.  A priority pathway will be identified and actions tasked around this 

at the meeting.  At the point of deregistration from the scheme, a percentage reduction in Crime Harm 

will be calculated based on their ONS crime severity scores from 12 months in the community prior to 

adoption versus 12 months prior to removal from the scheme.   

All offenders on the scheme can be viewed on a Cohort Spreadsheet which identifies who their 

Offender Managers are, supervision details, what their current level of risk is, whether they are in 

prison or the community and whether they are domestic abuse perpetrators or involved in County 

Lines Activity. 

 

9 Training Needs: 

The IOM cohort are increasingly complex individuals with a variety of needs and it is recognised that 

the staff within the team need to have sufficient training to understand and deal with these needs. 

Several of the team have recently been trained to deliver Rehabilitation Activity Requirement (RAR) 

sessions and these include a ‘Me, Myself and I’ session, ‘Thinking Skills’ and ‘Pro-social Modelling’. 

All staff have been trained in Motivational Interviewing.  One of the IOM staff in Lowestoft has now 

been fully trained by the CRC to deliver some of their other programmes, an example being ‘Building 

Better Relationships (BBR)’ which she will do outside of her IOM working hours but with the added 

benefit of increased knowledge around this programme which she can share with the team. 

In taking on more cohort that have markers for Domestic Abuse, many of the team were lined up to 

take part in the DA Conference due to take place at the Suffolk University in May.  The Bury St Edmunds 

team took part in partnership training around the dual diagnosis of mental health and drug/alcohol 

addiction and Norwich team members attended a session around the effect of adverse childhood 

experiences which has been shared. 

The scheme manager is currently making enquiries as to whether any training courses offered to PPU 

would benefit the IOM.  The officers in the scheme are linked in with other police teams specialising 

in Domestic Abuse, Public Protection and Child Protection.   

 

10 Service User Communication: 

This action applies equally to all services involved in the IOM.  Recent efforts have been made by the 

Ipswich team Sergeant to highlight the benefit of IOM to the Offender Managers working in the NPS 

(Ipswich team are currently only co-located with the CRC).  Offender Managers should be able to 

identify those offenders on their workload who could be better managed by a multi-agency approach 

to achieve long term desistance from crime and make referrals into the IOM.  Once signed up, all new 

cohort members will receive an introduction to the scheme and will be advised of the support that is 

on offer to them through their continued engagement with the different agencies, with the caveat 

that any reduction in engagement and a return to criminal activity will result in swift and decisive 

action being taken against them. 



 

In summary the Norfolk & Suffolk IOM Scheme is in a strong position when compared nationally and 

specifically when considered against the recommendations from the report. The governance to the 

scheme will continue to identify best practice examples and implement them locally and as other 

recommendations are progressed by the owners we will seek to exploit opportunities to improve the 

local service offer. 

 

The Constabulary welcomes this report by the HMICFRS and will use it to ensure it continues to 

improved and develop its practice in respect of IOM.  


