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CONTENT AND PURPOSE OF REPORT 

The purpose of this report is to seek approval from Committee in respect of the Executive 
Summary of the Social Work Best Value Review of Probation and Court Services within 
North Lanarkshire and the Action Plan which has been developed in respect of the future 
provision of the service. 

BACKGROUND 

Probation and Court Services were identified as being appropriate for review in the 
context of the development of the Criminal Justice Grouping across Lanarkshire. 
Criminal Justice Services in North Lanarkshire Council were not scheduled to be 
reviewed till year four of the cycle, but in the development of Criminal Justice Services it 
was considered relevant to address these services in a joint review with South 
Lanarkshire Council. 

North Lanarkshire Council’s Probation and Court Services are funded through 100% 
funding for Criminal Justice Services in the Criminal Justice System by the Scottish 
Executive. Court Services assist the process of identifying suitable individuals for Social 
Work intervention and Probation is the main community based disposal which facilitates 
intervention, promoting community safety by tackling offending behaviour and factors 
which contribute to offending. 

Services to Courts are located in Airdrie and serve Airdrie Sheriff Court and the District 
Courts within North Lanarkshire. The south part of North Lanarkshire falls within the 
jurisdiction of Hamilton Sheriff Court. Court Services based there are managed by South 
Lanarkshire Council but are funded by the Scottish Executive to provide services to both 
Authorities. 
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3 BEST VALUE EXERCISE 

3.1 420 new Probation Orders were made in the year 1999 / 2000. The Court Service in 
Airdrie processes 930 and Hamilton Sheriff Court 1100 Social Enquiry Reports in the 
year as well as processing Civil Reports, advising Social Work staff and Sentencers, and 
identifying vulnerable people who require assistance 

, 

3.2 Within the service reviews, considerable effort was made to undertake a comprehensive 
sampling exercise with all stakeholders - service users, staff, Sheriffs, Procurators Fiscal, 
Justices of the Peace, and voluntary organisations in respect of their views and 
expectations of the service. 

3.3 Summary reports of the review techniques and findings are attached as appendices to this 
report. Appendix 1 relates to the Best Value Service Review of Probation. Appendix 2 
relates to the Best Value Service Review of Services to the Courts. These reports 
provide details of the strengths and suggested areas for improvement in respect of both 
services, as well as action plans setting out the priorities for addressing the areas of 
improvement. The action plans will be subject to regular monitoring and review. 

4 FINANCIAL IMPLICATIONS 

4.1 The development of services has been considered within the existing level of grant from 
the Scottish Executive. Further developments will be considered in the context of the 
Strategic Plan for the Criminal Justice Grouping within Lanarkshire. The date for 
submission of this plan has not yet been set by the Scottish Executive. 

5 CONCLUSIONS 

5.1 The reviews undertaken in respect of the two services has provided a comprehensive and 
thorough appraisal of the service provision to individuals from all criminal justice groups. 

5.2 The findings in respect of both services indicate that they are viewed by service users, 
stakeholders and staff as providing an effective and valued service to offenders living in 
the community and to the Courts. 
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6 RECOMMENDATIONS 

6.1 Committee is asked:- 

i) 

ii) 

To approve the terms of the Best Value Service Review Reports: Criminal 
Justice Services: Probation & Services to Courts. 
To remit this report to the Policy and Resources (Performance and Best Value) 
Sub-Committee for information. 

Jim Dickie 
Director of Social Work 
19 December 2000 

For further information on this report please contact, John Scotf, Principal Officer Criminal Justice (EL: 01698 3320513 
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North Lanarkshire Council 
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1.1 

1.2 
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2.1 
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2.3 

2.4 

DESCRIPTION OF SERVICE 

Probation is one element of criminal justice services managed by local authority 
social work staff. A Probation Order is an order of court whereby offenders are 
sentenced to be supervised in the community by criminal justice social work staff 
with a focus on reducing offending behaviour. 

North Lanarkshire Council currently services approximately 411 new probation 
orders per annum. I n  addition to reporting clinics and one to one work with 
offenders, groupwork support programmes are available to enhance offence 
focused intervention. 

CONTEXT 

Criminal Justice Social Work Services are provided as a consequence of the 
responsibilities placed on local authorities by the Social Work (Scotland) Act 
1968. Section 27 of the Act requires local authorities to provide a probation 
service. That responsibility is discharged via criminal justice social work staff 
employed and managed by local authorities. The funding for the service comes 
from a specific grant administered by the Scottish Executive. 

There is a raft of other legislation that specifies the role of Criminal Justice Social 
Work staff. The most significant legislation includes the Criminal Procedure 
(Scotland) Act 1995; the Prisons and Criminal Proceedings (Scotland) Act 1993; 
the Law Reform (Misc. Provisions) (Scotland) Act 1991; the Crime and 
Punishment (Scotland) Act 1997 and the Sex Offenders Act 1997. 

The policy thrust of the current government is to reduce the use of custody and to 
increase the use of community based disposals. I n  determining such a policy, the 
Government is keen to promote the notion of community safety, which is also a 
priority for North Lanarkshire Council and reflected in its social work and 
corporate planning processes. 

That requires Social Work staff, when assessing suitability for community based 
disposals, to be alert to the risks posed by offenders with respect both to future 
offending and the risk of harm to others. Consideration also needs to be given to 
both the severity of the offence and the needs of the offender. That means that 
options for community based sentences should be appropriately targeted. 

I n  providing advice to the Courts recommendations for community based 
disposals should be accompanied by clear action plans. Action plans should focus 
on both the reduction of offending and on social welfare issues which are 
contributory factors to offending. 

Available research evidence suggests that social work disposals are no less 
effective than custody but that unit costs are significantly lower. Further research 
conducted into "What Works?" is producing increasing evidence that some 
approaches to the supervision of offenders in the community are more likely than 
others to bring about a reduction in re-offending. These include programmes 
which identify the causes of offending behaviour and work on these issues, are 
adapted to the learning styles of the participants, and show programme integrity 
This means that the programme identifies outcomes and is consistent in 
approach, with all aspects of the programme worked through. 

The aim with the "What Works?" agenda is to move to accredited programmes 
and this agenda is being developed jointly between COSLA and the Scottish 
Executive. 
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2.5 The review has also taken account of the National Objectives & Standards for 
Social Work Services in the Criminal Justice Service and used the new Quality 
Assurance system developed as its terms of reference. 

The review was also conducted in the context of the "Tough Option" debate and 
requirement to facilitate more formal groupings between neighbouring 
authorities. This recognises the central role that local authorities have to play in 
the delivery of accountable local services but seeks better and more effective use 
of scarce resources. Eleven groupings of authorities have been established in 
Scotland and these groupings have been asked to come up with proposals for 
more effective delivery of service. A preliminary report on future proposals is due 
to be submitted to the Scottish Executive by September 2000. 

2.6 

The Best Value Review was undertaken in conjunction with South Lanarkshire 
Council, our partner in the new Criminal Justice Grouping for Lanarkshire. 

3 SCOPE OF REVIEW 

3.1 Terms of Reference 

To examine probation practice in North and South Lanarkshire to ensure it 
conforms to the expectations laid down in 'National Standards and 
Objectives of Criminal Justice Social Work Services' and those of quality 
assu ra nce 
To examine the provision of services across Lanarkshire to ensure that there 
is a range of appropriate services available to deliver effective probation 
in te rve n tions 

3.2 Objectives 

To ensure consistency in the assessment of risk and needs of those involved 
in offending behaviour. 
To ensure that probation services are appropriately targeted. 
To ensure orders are managed consistently across both Councils and comply 
with national standards. 
To ensure that the victim perspective is addressed. 
To ensure that services are sensitive to the needs of particular groups, e.g. 
women, ethnic minorities. 
To ensure effective interface with relevant services (e.g. Social Work, 
Health, Welfare, Police, other criminal justice agencies and voluntary 
organ isations) . 
To ensure that community safety issues are addressed 
To ensure that the service provided demonstrates Best Value and that the 
structures in place to deliver the service are effective. 
To ensure a staff training and development programme is in place. 
To make recommendations on staffing levels and distribution of staff. 
To ensure that health and safety issues are addressed. 
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3.3 The work of the review was carried out by a small working group and overseen by 
the main review group which agreed the terms of reference and objectives, 
received an interim report and agreed the outcome of the review. The review 
group included a range of independent parties to ensure that scrutiny of findings 
was robust. 

' 

The membership of both groups is detailed in Appendix 1. 

4 METHODOLOGY 

4.1 An extensive consultation exercise involving a comprehensive range of 
stakeholders with an interest in probation services was carried out. 

For details of consultees see Appendix 2. 

4.2 The approach to consultation was framed by the draft quality assurance document 
for self assessment developed by the "Getting Best Results" working group and 
the National Objectives and Standards for Social Work Services in the Criminal 
Justice System. 

A variety of methods were used ranging from consultation meetings, 
questionnaires, telephone surveys, and benchmarking with other authorities in 
the Forth and Clyde Benchmarking Group. 

Consultation with Criminal Justice staff and their managers was carried out via a 
cross over arrangement between the two authorities to encourage a balanced 
feedback from staff on their experiences of delivering probation services. 

Similarly, criminal justice staff from each authority contacted service users from 
their neighbouring authority to help preserve anonymity for staff and so allay any 
concerns that their individual work was under scrutiny. 

The outline of individual consultations is outlined in Appendix 3. 

5 REVIEW FINDINGS 

5.1 The detailed findings from each of the consultations with the individual 
stakeholders appear in Appendix 3. There were common themes that require to 
be addressed in the performance improvement plan, and which are summarised 
below: 

Information & Communication : 

The main finding was that services are provided cost effectively and 
efficiently and are valued by stakeholders. 

the need to be clearer on the focus of work that is done with offenders and 
to find improved ways of communicating with relevant stakeholders 
Joint Working &Joint Training : 
across the two Lanarkshire Councils to provide an improved range of 
services and a greater consistency in approach. Some of this work has 
already been initiated. 
Stakeholder participation : 
improve the level of involvement in planning, monitoring, evaluation of 
services, and more structured involvement of offenders in providing 
feedback on the quality and relevance of service received. 

ensure the systematic use of personal development plans and structured 

' 

Staff Development : 
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N LC L A 1  

8 1 O/O 

75% 75% 

6 8 O/o 
O/O cases where offender was 
seen within 7 days 
O/O cases where offender was 
seen weeklv in first month 

training programmes to enhance the skills of criminal justice staff in 
delivering quality services. 

review the appropriate deployment of staff to ensure it reflects the flexibility 
required to develop new ways of working. 

provide evidence that the work we do makes a difference. Establish a set of 
performance indicators that illustrates the quality of work undertaken. 
These indicators should focus primarily.on outcomes. 

Staff Deployment : 

Measuring Performance : 

L A 2  LA 3 
84% 20% 

78% 20% 

5.2 Benchmarking 

O/O cases where offender was 
seen a minimum 4 times in 
months 2 - 3 
O/O cases where 2 home visits 
were made in months 1 - 3 

Benchmarking information was collated from the Councils who participate in the 
Forth and Clyde Valley Benchmarking Group. 

85% 26.67% 
70% 72% 

3 9 O/o N/A 61% 41% 

Services require to be delivered within the context of the budget allocated to 
Criminal Justice. There has been concern for some time at National level that the 
distribution of the budget is not equitable. A new funding formula was drawn up 
in December 1998 in an attempt to make the distribution of the budget more 
transparent. The budget formula reflects not only the volume of work undertaken 
but also the needs of the local area. 

O/O cases where offender was 
seen a minimum 9 times in 
months 4 - 12 

There is still not unanimous agreement about the way forward particularly since a 
number of authorities saw themselves as losers as a consequence of the imple- 
mentation of the new agreement. The Scottish Office (who were responsible for 
the budget at that stage) agreed to a phased implementation of the new budget- 
ary arrangements to allow some transitional protection to those authorities who 
stood to lose from the reallocation. North Lanarkshire gained marginally from the 
new formula. 

5 5 O/o N/A 
94% 69% 

Comparisons between authorities are of necessity crude but consideration of the 
core allocation for 2000/2001 indicates that North Lanarkshire receives a unit cost 
of €1378 per Probation Order in a range across Scottish Councils of €1099 to  
€2100. 

A sampling exercise was carried out in the six local offices responsible for manag- 
ing probation cases. Cases closed between April and September 1999 were 
examined. The practice benchmarking measures are those set out in National 
Standards. 

The findings for these key indicators are noted in the table below : 
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O/O cases where offender was 
seen a minimum 12 times in 
months 13 - 24 
O?o cases where reviews were 
held + or - 2 weeks of date due * 

5 5 O/o N/A 
83% 66% 

5 2 O/o 20% 
62% 55% 

I Unit Cost per Probation Order I 1,378 I 1,225 I 2,018 I Not known 1 
5.3 It can be seen, in comparison with the other participating Councils, and taking 

into account unit costs, that North Lanarkshire's performance was highest in 4 of 
the measures, second highest in 2 and third highest in the remaining measure. 

5.4 Overall performance, benchmarked against others is creditable, but requires 
improvement in certain areas. 

We need to improve our level of contact with clients. 
There is inconsistent use of the probation action plan as a tool for managing 
contact in the case. 
Reviews need to be held more regularly and used more clearly as a tool for 
measuring the effectiveness of interventions. 
The approach to discipline needs to be consistent and managed. 
Completion reports need to be used consistently - to feedback to relevant 
stakeholders and as a tool for evaluating effective practice. 

6 WHERE DO WE WANT TO BE? 

6.1 Analysis of the best value review suggests that the following issues require to be 
addressed : 

Develop further the probation framework that sets out expectations for good 
practice. This would include the establishment of action plans, setting of 
outcomes, and methods for monitoring and evaluating the effectiveness of 
practice. The review process should be used in every probation case and 
should be used as a tool for measuring outcomes. 
The emphasis should be on the probation order as a sentence of the Court, 
community safety and reduction of offending. There should be a consistent 
approach to discipline. 
A range of programme interventions should be developed to tackle offending 
behaviour. These should be developed according to the "What Works?" 
principles and should include specific content on victim issues. 
We need to make better use of our own and other agencies resources. We 
need to involve our partners more centrally in the service planning process. 
We need to explore ways of using the joint resource available to North and 
South Lanarkshire more effectively. 
We need to develop a strategy that improves our communication with 
stakeholders including offenders. This strategy should be a two-way process 
that allows others to influence the way we plan and deliver services. 
We need to explore ways of providing services at times that allow the 
greatest flexibility. 
We need to address the implications of the above for staff, clarifying roles 
and responsibilities for qualified and unqualified staff to make best use of 
resources, introduce a systematic approach to training, ensure that personal 
development plans are in place, offer opportunities for personal 
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development, and ensure that this adds value to the resources required by 
the service. 

7 HOW DO WE GET THERE? 

7.1 We will work to achieve the desired changes outlined above by : 

Implementing the new Probation Framework, detailed in Appendix 4. The 
Framework outlines a case management approach to the supervision of 
probation orders and focuses on the assessment and review stages of 
orders. 

The Framework also aims to provide a range of generic and optional 
elements to case work which will address the needs identified in individual 
service users action plans. 

Introducing a process for the joint planning of services between the 
Councils, in collaboration with other relevant agencies, and chaired by the 
Convenors of Social Work. 

7.2 The key issues arising as a result of the extensive consultation exercise conducted 
with the stakeholders, along with the targets identified from the benchmarking 
process, are detailed in the Performance Improvement Plan which appears in 
Appendix 5 of this report. 

8 CONCLUSION 

8.1 Through the implementation of the above measures it is anticipated that the 
probation services provided by Criminal Justice Services in North Lanarkshire will 
fulfil the councils commitment to  cost effective quality services which enhance 
com mu nity safety. 

Jim Dickie 
Director of Social Work 
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APPENDIX 1 

Membership of Review Group 

John Scott Principal Officer, Criminal Justice 
North Lanarkshire Council 

Mairi Brackenridge Head of Criminal Justice Services 
South La narks h i re Cou nci I 

Sam McLean Strategic Services Manager, Social Work Resources 
South Lanarkshire Cou nci I 

Professor Gill McIvor Department of Applied Social Studies 
University of Stirling 

Sheriff Principal Cox 
until December 1999 

She riff Ca meron 
from January 2000 

Hamilton Sheriff Court 

Drew Crombie Sheriff Clerk, Hamilton Sheriff Court 

Ian Murray Procurator Fiscal 

Moira Tisley Witness Support Programme, Hamilton Sheriff Court 

Linda Ross-Hale SACRO Reparation and Mediation Scheme 

Josephine McKenzie 

Terry Collins Unison, South Lanarkshire 

Victim Support, South Lanarkshire 

Dave Green Unison, North Lanarkshire 

Working Group 

Jim Scullion 

Hazel Jo h nson 

Pauline Toner 

Cri m i na I Justice M a nag er, 
North Lanarkshire Council 

Team Leader, Criminal Justice 
South Lanarkshire Cou nci I 

Development Officer, South Lanarkshire Council 
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APPENDIX 2 

List of Consultees 

Criminal Justice Social Work Staff 

Cri m i na I 3 ust i ce Managers 

Sheriffs 

She riff Clerks 

Procurators Fiscal 

Partner agencies 

Independent sector 

Organisations representing victims, 
survivors and families 

Service Users 

North and South Lanarkshire Councils 

North and South Lanarkshire Councils 

Hamilton, Airdrie and Lanark Sheriff Courts 

North and South Lanarkshire 
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APPENDIX 3 - CONSULTATION 

MANAGERS AND STAFF 

Introduction 

Consultation with criminal justice staff on probation services in North Lanarkshire was 
carried out at several meetings - with groups of basic grade staff, with first line 
managers and with more senior managers. 

The Quality Assurance System for Criminal Justice Social Work Services prepared by a 
COSIA working group was used as the framework for consultation. The document 
highlights 16 quality areas for self assessment. 

A cross over arrangement between the two authorities was agreed by the Review 
Working Group to consult staff on their respective services and to enable staff to identify 
issues during the process in a way which allowed them to speak freely and preserve 
a non y m i t y  . 
This report was prepared by amalgamating the findings from the 3 meetings. The 
following report is a summary of the main areas of agreement, and the main areas for 
development for each of the 16 quality areas, between all of the groups of staff 
responsible for criminal justice social work services in North Lanarkshire Council. 

Area 1 - Commitment to Quality 

Agreement : 

0 

Quality Assurance system and procedures are not in place 

There is a policy statement and plan for the year ahead for criminal justice social 
work services 
Quality is highlighted in information material 
Practice guidelines and procedures have been developed 

Divergence of Opinion: 

There is a written statement of core values 
The quality assurance system is reviewed at management meetings 

Areas for Development: 

Involvement of main grade staff in planning processes 
Involvement of all staff in improving quality 
Developing formal feedback mechanisms for all stakeholders on quality 

Area 2 - Effective Practice 

Ag ree men t : 

0 Procedures are in place which promote the recording of information about offenders 
criminogenic needs 
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Divergence of Opinion: 

Staff are trained regarding "What works" criteria 
Monitoring information and evaluation findings are used to inform future planning 

Areas for development: 

0 Accredited programmes and staff accredited to deliver programmes and the routine 
evaluation of both 

1 

Area 3 - Human Rights 

This is a new area of work for staff and training needs to be developed 
This is also an area where information for service users needs to be developed 

Area 4 - Monitoring and Evaluation 

Ag ree m e n t : 

Monitoring systems are in place 
Collection and collation of information are built into working practices 

Divergence of opinion 

0 Monitoring information informs service delivery 

Some performance indicators are identified 
0 Evaluation needs of the service are known and findings shared 
0 

Areas for development 

Evaluation mechanisms, identified performance indicators for user outcomes and 
annual reviews 

Area 5 - Service Provision 

Agreement: 

Aims and objectives are clearly documented and most staff aware of operational 
plan. 

Divergence of Opinion: 

Activities are related to stated objectives 
Staff and stakeholder involvement in Best Value reviews and development of 
services 
All stakeholders are involved in the development of services 

Areas for Development: 

Clearer communication and information sharing between each staff group regarding 
stakeholder requirements, stakeholder involvement, best value reviews and service 
planning 
Involvement of all staff and stakeholders in planning and reviews 
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, 

Area 6 - User Centred Service 

Agreement : 

Information about users is recorded and accessible to that individual 
, 

Divergence of Opinion: 

Accessibility of services to service users regardless of age, disability etc. 
Availability of information on services and developments for service users 

Areas for Deve I o pmen t : 

User involvement plan 
0 Making all Criminal Justice Services fully accessible to service users 

Area 7 - Partnerships and Community Involvement 

Agreement 

The Public Relations Strategy for Criminal Justice needs to be more robust. 
There is inconsistent formal contact with relevant groups in the community 

Divergence of Opinion: 

Availability of information on Criminal Justice services to other organisations and 
community groups 
There are regular meetings with key contacts in other organisations 
There is joint training between relevant organisations 

Areas for Development: 

Formal liaison with key organisations 
0 Information from criminal justice managers to main grade staff re - liaison with 

other organisations 
joint training initiatives 

The sharing of information on best practice with other councils, agencies and the 
voluntary sector 

Area 8 - Complaints and Suggestions 

Ag reement : 

0 Complaints procedure in place 

Divergence of Opinion: 

Users are informed of their right to complain when 
Complaints are resolved quickly and at an individual level 
Analysis of complaints causes changes in working practices 

Areas for Development: 

Information to service users on their right to complain 
Page 13 
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System for service users to inform developments 
Communication from Criminal Justice Managers to main grade staff on how the 
Complaints Procedure works 

Area 9 - Management 

Ag ree men t : 

0 

The management structure and individual responsibilities are clear 
Staff have access to relevant policies, procedures, guidance and plans 
There is inconsistency of communication between users, staff and external agencies 

Divergence of Opinion 

Staff team participate in the review and production of the operational plan 

Areas for Development 

Lines of communication internally and externally 
Regular meetings across all offices with minutes circulated 
Managers being able to demonstrate how service provides Best Value 
Establish feedback mechanism for staff satisfaction reporting 

Area 10 - Financial Management 

Ag reemen t 

0 

Staff did not feel that they could assess this 
Financial projections are part of strategic and operational plans 

Areas for Development 

Main grade staff awareness of financial structures and issues 

Area 11 - Managing Resources 

Ag reement : 

Main grade staff felt they could not assess this 

Areas for Development 

0 

0 

The need for a stock control system for the safe, secure storage of equipment and 
supplies 
Monitoring of the use of resources by senior managers 

Area 12 - Administration 

Agreement: 

Relevant policies and procedures are available 
Basic records on users and staff are collected within confidentiality guidelines 
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Divergence of Opinion 

Organisational meetings are minuted and minutes circulated and filed 
Staff and users have access to relevant and appropriate information 

Areas for Development 

Consistent and regular distribution of minutes of meetings 
Ensure staff and user access to relevant documents 
Annual review of information requirements 

Area 13 - Staffing 

Agreement: 

Each member of staff has a contract and terms of employment 
There is a clear line manager structure, regular supervision and appraisal 

Divergence of Opinion 

Team working is encouraged 
Main grade staff involvement in operational planning process 

Areas for Development: 

Training needs to be reviewed within Personal Development Plans 
Staff awareness of management decisions affecting them 
Staff feel valued by the service 

Area 14 - Health and Safety 

Divergence of opinion 

0 There is a clear route for staff and users to have health and safety concerns 
expressed 
Information about the service promotes health and safety issues 
The service actively promotes health and safety issues with stakeholders 

Areas for Development: 

Staff awareness of written health and safety policies 
Staff training on health and safety issues, appropriate to their roles and 
responsibilities 
Information on where to access expert advice on health and safety issues 

Area 15 - Training and Development 

Agreement 

0 Some in house training events are held 

Divergence of opinion 

i 

Staff and volunteers receive induction training within 3 months of commencing 
employment 
There are regular supervision sessions for staff 
Training records are held and staff are adequately trained for new areas of work 
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Areas for Development 

0 

0 

0 

0 

Personal development plans and annual appraisals introduced consistently for all 
Crimina I 1 ustice Staff 
Supervision and support sessions held consistently and regularly. 
Training should be developed by those with knowledge of area of work 
Information on external courses should be made more widely available 

Area 16 - Equal Opportunities and Valuing Diversity 

Agreement : 

0 

0 

Service information is available which supports equal opportunities for all groups 
There is an equal opportunities policy. 

Divergence of Opinion 

0 

0 

Facilities are available for people with disabilities to receive a service 
Staff receive training in equal opportunities 

Areas for Development: 

0 

0 

0 

0 

Training to promote equal opportunities 
Provision of resources to promote equal opportunities. 
Analysis of community need to inform service provision. 
Ensure full participation by all as appropriate. 

Conclusion 

It was evident from the completed questionnaires that in many of the quality areas there 
were different perceptions of the service between the managers and main grade staff, 
and that although there is evidence of a stable quality service there is a need for 
develop men t 

It is vital that staff are fully involved in any developments in order for them to prove 
successful. Staff also have to realise that they themselves have to take responsibility 
individually to help the service develop appropriately. 

These themes form the basis for a Performance Improvement Plan. 

SHERIFFS 

Consultation with Sheriffs was carried out over the period of May and June. There were 7 
completed forms returned, the results of which appear below. 

1. Do the Action Plans contained in SER's generally provide sufficient 
information to assist decision making on the suitability of Probation? 

Yes 7 

2. Are you satisfied with the information contained in reports for Breach of 
Probation? 
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Yes 7 

3. Are you satisfied with the information you receive on completion of a 
Probation Order? 
Yes 6 No 1 

4. Do you feel that you have sufficient information about the services which can 
be provided to someone placed on a Probation order? 

Yes 3 N o 4  

0 "Helpful to have summary of all services provided by Criminal Justice Social 
Work". 
"Any Additional information would be helpful, and if a new service appears a brief 
history of what it is and what is involved" 
"I have regular information provided by the court based social worker" 

5. Are there any issues which prevent you making use of a Probation Order in 
disposal of cases which you feel could be addressed by Social Work? 

Yes 2 No 5 

0 "Delays in some ancillary services such as counselling and other assistance with 
substance abuse and other specialist service" 

6. Are you satisfied with arrangements t o  raise matters of concern about Social 
Work Services associated with Probation? 

Yes4 No 3 

7. Are there any other issues you would like to  raise about services for those 
subject t o  Probation Orders? 

"I generally do not favour termination of a probation order long before its intended 
expiry. One of the purposes of a probation order (especially longer ones) is to 
demonstrate that the accused can keep out of trouble for that period". 
"Any application for early discharge should be carefully agreed". 
"I'd like to see an intensive sub-airborne probation package for high risk /high tariff 
offenders. This is particularly needed for the 16/18 (pre Airborne) age group". 
"Something specific for the young "car addict" would be helpful ..." 

N N N N  

PROCURATOR FISCALS 

Two out of the three procurator fiscals in Lanarkshire responded to the questionnaires on 
probation and court services. 

All of the feedback was positive apart from one comment: I' i t  would be useful on 
occasions to have more detail on the nature of the breach." 

"" 

CRIMINAL JUSTICE SERVICE USERS 
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The following report is based on an initial analysis of the telephone survey conducted in 
with people on probation orders in North Lanarkshire. A more detailed analysis can be 
provided if required. 

Most service users were informed who their supervisor would be within relevant 
ti mesca les. 
Most service users understood what was expected of them and what would consti- 
tute a breach of the Probation Order. 
The majority of service users gave a medium to high response in terms of whether 
their probation work helped address the problems identified in their work plan, and 
that it helped them avoid re-offending. 
There was a mixed response from service users regarding the extent to which they 
thought they were encouraged to think about the effects of their offending. 
Work done in the majority of cases was carried out by the supervising social worker 
and thought to be helpful by most service users. 
The Social Worker's role was understood by the majority of service users. With 
regard to access to information, the majority of service users were unclear about the 
contents and use of their social work records. 
The amount and quality of information given to service users on their rights regard- 
ing police, employment and complaining varied across the service. 
The majority of service users considered that there was insufficient opportunity to 
express their views on the service. 
The majority of service users did not feel that they were treated differently by social 
work staff because of their offending. 

N N N N  

ORGANISATIONS REPRESENTING VICTIMS AND FAMIILIES 

The organisations consulted with felt that Criminal Justice Services need to explain to 
victim organisations the purpose of probation and the type of services offered. They 
considered that risk assessments undertaken by criminal justice staff when 
recommending probation should take account of the risk to victims, families and 
com mu nities. 

They also considered that re-offending assessments should also be done. All victim 
organisations agreed on the need to build the victim perspective and reparative elements 
into probation orders or programmes. 

N N N N  

ADMINISTRATION STAFF 

The following main points were noted : 

The level of administrative resources is a concern. 
There are varying levels of integration and support from other administrative staff. 
New information system makes work easier for admin. staff supporting criminal 
j u st i ce socia I workers 
Social workers need to give all the appropriate information to admin. staff to allow 
the system to work well. 
Problems vary depending on what court admin. staff are dealing with. 
New system allows us to check that national objectives and standards for probation 
are being met. 
On the whole adequate files are kept for staff, service users and review minutes. 
System provides relevant information for monitoring and evaluation depending on 
how well information is input by social workers and seniors. 
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Staff had mixed views on whether they received sufficient training on using the 
system. 
Guidelines on using the criminal justice SWIS modules should be reinforced to 
social workers and seniors so that the system is properly utilised. 
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APPENDIX 4 

PROBATION FRAMEWORK 

1. ASSESSMENT 

To establish a consistent approach at SER stage, which will target appro- 
priately for non-custodial sentences, including probation and initiate an 
ongoing assessment procedure. 

The social worker will carry out an initial assessment, gathering information from 
appropriate services and using as aids risk assessment tools such as LSIR. I n  
particular, consideration should be given as to whether a detailed risk assessment 
should be undertaken, in which case the Court should be asked to defer for 
perhaps 6-8 weeks. I n  this case a summary report should be produced outlining 
the work to be undertaken in the deferment period. 

If, in the assessment, Probation appears a suitable disposal, then the consensual 
nature of the Order should be emphasised and an action plan drawn up in every 
case and included in the SER. 

2. INITIAL STAGE: Probation 

To engage with the Probationer in Establishing, Planning and Initiating 
Probation Work. 

I n  conjunction with Court Social Work Services, arrangements will be made to 
establish a First Probation Contact. This could be by contact with the appropriate 
office or by means of an appointment note attached to the SER. 

Within one week of the Probation Order being imposed, the Probationer should 
have access to an induction programme. The preference is for this to be carried 
out in groupwork as appropriate and practical but it could be offered on an 
individual basis where difficulties arise due to the nature of the offence or the 
circumstances of the Probationer or numbers of new orders being made. 

The basic content of the programme would be to explain the Order, set out 
general requirements and expectations, inform about Breach and Early Discharge, 
give a general account of how the Order would be managed and establish at the 
earliest opportunity of the offence focus of the work. Potentially the programme 
would also provide a link to ongoing assessment e.g. give indications of how the 
Probationer learns and also contribute to consistent delivery of generic elements 
of the Order. 

. 

The aim of such a programme is to provide a consistent introduction to all proba- 
tioners, facilitate ongoing assessment, and better meet National Standards with 
regard to first contact. 

The action plan should be looked at  again with the probationer and any amend- 
ments recorded. 

I n  cases where Community Service is a condition, the case should be looked at in 
conjunction with the Community Service Officer and decisions made as to how 
best to take forward Probation and Community Service Work. 
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Where the Order has other conditions attached the social worker should discuss 
these with the probationer, clearly establish how these are going to be met and 
establish timescales for action. 

Where other agencies provide services either as a condition of the order or 
through the action plan, then contact should be made to set up the work and 
agree the method and details of what is fed back to the Supervising Officer. 

Attention should be given to progressing the risk assessment commenced at the 
SER stage using formal tools and bringing together information from all sources 
which provide an input to work under the order. 

3. REVIEW 

To establish and monitor that Probation requirements are met and that 
appropriate services to tackle offending behaviour are provided. To offer 
the opportunity for all those involved in Probation work, especially the 
Probationer, to contribute to work planning. 

Reviews are central to the management of a Probation Order. They should be 
called a t  least as recommended in National Standards. 

All those involved in work under the Probation order should be included in the 
review and the decision of the review should be the basis for ongoing work. Any 
required changes to the plan of action should be made through this system and, 
where appropriate, reviews called before breach action is taken, especially where 
the infringement relates to a Condition of the Order. 

. 

4. PROBATION WORK 

To establish the Core Elements to Probation Orders and those which 
address individual needs. 

Generic Elements - Tackling Offending Behaviour 
(To be included in work 

- Rehabilitation of Offender Act 

- Tra i ning/Education Issues/Em ployment 
in every Probation Order) - Victim Awareness. 

Individual Options - 

(To be arranged with regard 
to assessment of need for 
every Probation er) 

- 
Anger Management 
Cognitive Skills 
- Work with Sex Offender. 
- Work with Violent Offender. 
- Work with Mentally Disordered 
- Domestic Abuse. 
Substance Misuse. 
Services to Young Offenders. 
Services to Women Offenders. 
Housing Issues. 
Financial Issues. 
Welfare Issues. 
Assertiveness Tra i n i n g . 
Relationships/Personal Development Issues. 
Training/Education/Employment. 

The core elements require to be included in planning the probation work so that 
all are undertaken in the course of the Order. Where practical and appropriate 
these should be offered in groupwork. 
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5. DISCIPLINE 

To ensure that failure to maintain the Probation requirements is 
addressed consistently in line with National Objectives and Standards. 

It should be clearly explained at the outset of the Order the expectations and 
action to be taken in the event of non-compliance. 

Unacceptable absences should attract formal.warnings in writing, making reasons 
clear. Failed co-operation should be noted in case files and reasons for taking/not 
taking formal action recorded. 

Non-cooperation issues can be managed in the review system e.g. where formal 
warnings have lengthy periods between. 

Breaches reported should be submitted to the Court within seven days of the 
decision to Breach. 

Decisions should be taken at a Review as to whether a service is offered while 
outcome of Breach awaited. 

6. EARLY DISCHARGE 

To ensure that application is made to discharge the order where there is 
no focus for ongoing work. 

3 

The possibility of an Early Discharge Application should be addressed at review 
and the Probationer made aware of the reasons. 

Factors to be taken into account include - no offending over a lengthy period of 
time, all outstanding work completed, changes of circumstances. 

7. COMPLETION REPORTS 

A report should be prepared and sent to the Court within two weeks of termination 
of the Order. The report should summarise the progress in carrying our the action 
plan and all services offered during the course of the Probation Order. A brief 
indication should be given of the probationer's response to work under the Order 
and details and outcome of any infringements should be noted. 

The completion report should act both as a communication to the Court of how the 
Probation Order has progressed but also as a summary record for case recording 
purposes. 

' 

8. STAFFING/PERSONNEL ISSUES 

To encourage management of the Order that is seen by stakeholders, 
including the offender, as appropriate. To ensure consistency in Proba- 
tion Supervision and enable greater co-operation and communication 
among Criminal Justice Workers. 

The Probation Supervisor is nominated at the beginning of the Order and should 
be a qualified social worker. 
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The main responsibilities are: 

To serve the Order. 
To ensure the Probation responsibilities and expectations are explained 
including Breach. 
To ensure the generic elements are carried out. 
To assess which individual elements are required and co-ordinate and 
arrange the delivery of these services. 
To manage the Order in terms of National Standards i.e.: enforcement, 
reviews, case records, completion reports 

While the overall management of the case remains the responsibility of the Super- 
vising Social Worker, the various elements of the Order might be undertaken by 
the supervisor themselves, in groupwork, by other criminal justice staff or exter- 
nal services. The review is of central importance in establishing the timing of the 
services offered, who will be responsible for contact with the probationer and if 
the contact person is not the supervising officer the means and form of communi- 
cation with the Supervising Officer. 
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APPENDIX 5 

Performance Improvement Plan 

Action 

Develop an Information Strategy 
Set up a working group to establish the 
information needs of all stakeholders 
and review and develop publicity and 
arrange briefings 

~ 

Establish a database of Criminal Justice 
stakeholders for mailing service 
information 

Timescale 

4arch 2001 

4arch 2001 

costs 

To be met 
within 
existing 
budget 

Nil 

Performance 
Measure 

# Group 
established 
# Awareness 
raising briefings 
held with 
sta keholders 
# Information 
reviewed 
# New publicity 
developed & 
reviewed on a 
regular basis 
# Data base 
established & 
regularly updated 

.". . 

0 
CO 

_. ... . .... 
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Action 

Improve Communication 

Timescale costs 

Nil Staff- 
Establish a pattern of regular meetings 
across service and at local level 

March 2001 

Other stakeholders- 
Review communication methods with 
stakeholders 
(For further info. see "Stakeholder 
ParticiDation" 

June 2001 

budget 

Review existing publicity materials, 
identify gaps & develop new materials in 
context of Tough Options development 

I Develop Joint Working I I 

June 2001 To be met 
within 
current 
budget 

Develop a strategy to ensure the needs 
of particular groups e.g. women, ethnic 
minority service users are addressed 

.. . 

September To be met 
2001 within 

current 

Performance 
Measure 

Establish aims and objectives for joint 
working with S.L.C. for planning and 
service delivery (Tough Options) 

~ 

# Identify where 
& when meetings 
should take place 
and set up 
timetable 

January 2001 Nil 

~ 

See "Stakeholder 
Participation" 

Produce a range 
of new 
information in a 
variety of formats 
Service meets the 
needs of all 
service users 
established 
through 
consultation and 
review process 

Agreed report in 
place 
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Nil Agreed- 
implementation 
plan in place 

Nil Potential areas for 
joint working 
identified 

1 Protocols 
'established 

Timescale Costs I Performance 
Measure 

Action I I  
lanuary 2001 Agree implementation plan for joint 

working 

3ngoing Identify areas where joint working with 
partners would contribute to more 
effective management of probation 
orders 
Develop protocols/agreements for joint I /work 

3ngoing Nil 

I IMonitor effectiveness of joint working ro be 
jetermined 

Nil Outcomes report 
produced 
Identify 
mechanisms for 
addressing victim 
perspective 

3ngoing Nil Address victim perspective through joint 
working with relevant voluntary 
o rg a n isa tions 

lanuary 2001 Nil Opportunities 
investigated and 
work established 

Explore jointly with S.L.C. the 
development of services including youth 
diversion, accommodation and 
substance misuse 

~~ 

Establish agreement with relevant 
victim organisations on the contribution 
that they can make to effective 
probation practice 

lune 2001 Nil [Agreement in 
place 
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Timescale Action costs 
~ ~~ ~ 

Address staff training & 
development needs 

June 2001 

Implement joint training plan agreed 
with S.L.C. which will address issues 
arising from assessment and 
manaqement of orders 

I Nil 

Ensure that all staff have P.D.P,s in 
place which are regularly reviewed and 
identify training needs 

Revise training plan to reflect needs 
identified through P.D.P.'s 
Identify relevant C.Jm training needs of 
other social work services 

Address Health & Safety needs of staff 

Identify opportunities for joint training 
with partnership agencies & key 
voluntary organisations including 
specialist input 

1 
March 2001 

June 2001 

To be met 
within 
current 
budget 
Nil 

September 
2001 
September 
2001 

Nil 

Nil 

3ngoing To be 
determined 

Performance 
Measure 

Plan implemented 
Staff trained 

All staff have 
P.D.P's & training 
needs identified 
and reviewed on E 
6 monthly basis 
Revised plan in 
place 
Training needs 
identified &joint 
agreement with 
S.L.C. 
Health & Safety 
issues resolved 
Joint training 
needs identified 
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I Timescale 
Action 

Stakeholder Participation 
Ensure C.J. staff involvement a t  all 
levels in the planning, monitoring and 
development of services 

Ongoing 

Ensure service user feedback informs 
service development 

Ongoing 

Future service development to address 
appropriate stakeholder participation 

Ongoing 

Staff Deployment 
Review appropriate deployment of staff 
in light of Review findings and Tough 
Options. In  particular, consider 
provision of groupwork a t  local level. 

April 2001 

~~ ~ 

costs Performance 
Measure 

Nil Evidence of staff 
involvement 
available 

analysis of 
feedback sheets & 
identified 
innovative 
approaches to 
involving service 
users 

Nil Methods of 
stakeholder 
participation 
established 

Nil Consistent use & 

To be met Review completed 
within & staff deployed 
existing where a pp ro p ria te 
budget 
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Action 

Implement the Probation 
Framework 

Issue guidance paper for Seniors and 
Team Leaders which would include the 
approach to assessment 
Decentralise the groupwork programme 
for offenders on probation to local level 
- in the light of consideration of 
structure in light of the Tough Option. 
Review the range of programmes to 
address offending behaviour which are 
currently available. 

Develop guidance for case-file recording 

Community Safety 
Ensure that a criminal justice 
perspective is reflected in the 
Com m u n ity Safety Partnership 

Ti mescale 

April 2001 

To be 
determined 

June 2001 

June 2001 

Ongoing 

~~ 

costs 

U i l  

U i l  

To be met 
within 
:urrent 
iudget 
\lil 

\lil 

Performance 
Measure 

Suidance paper 
ssued 

Srou pwork 
irogramme in 
)lace 

lange of 
irogrammes in 
)lace 

Suidance in place 

:om muni ty Safet) 
'artnership has 
:.J. 
-epresentation in 
working groups 
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1 SCOPE 

1.1 Criminal Justice Social Work Services are provided as a consequence of the 
responsibilities placed on local authorities by the Social Work (Scotland) Act 
1968. Section 27 requires local authorities amongst other responsibilities to 
provide reports to courts and to arrange for the attendance of officers of the 
local authority at the court. 

1.2 That responsibility is discharged via criminal justice social work staff employed 
and managed by local authorities. The funding for the service, as detailed above, 
comes via a specific grant administered by the Scottish Executive. 

1.3 The review has also taken account of the National Objectives & Standards for 
Social Work Services in the Criminal Justice Service. The National Objectives 
and Standards for Social Work Services in the Criminal Justice system produced 
by the then Social Work Services Group in 1991 detailed the requirement of 
Court based Social Work Services which have the following components: 

0 

0 

0 

0 

0 

0 

0 

0 

Dealing with requests for reports, and where necessary presenting them in 
court. 
Monitoring the standards of Social Enquiry Reports. 
Providing oral and stand-down reports for the Court. 
Interviewing offenders following a request by the Court for a report. 
Interviewing offenders/accused persons following a custodial sentence or 
remand. 
Interviewing offenders following the decision by the Court to make a 
disposal involving Social Work. 
Representing the Social Work Department in the Court's setting, and 
liaison with other professional groups. 
Seeking to divert vulnerable individuals who may be at risk to themselves 
from a custody or remand. 

1.4 Within Lanarkshire, the service to Hamilton Sheriff Court and Lanark Sheriff 
Court is provided by South Lanarkshire Council. The service in Hamilton Sheriff 
Court covers both the North and South Lanarkshire areas serviced by that court. 

I 

The service within Airdrie Sheriff Court is provided by North Lanarkshire Council. 
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I 

1.5 The policy thrust of the current government is to reduce the use of custody and 
to increase the use of community based disposals. I n  determining such a policy, 
the Government is keen to promote community safety, which is also a priority 
for both North and South Lanarkshire Councils, is reflected in their social work 
and corporate planning processes. 

Part of this requires Social Work staff, when assessing suitability for community 
based disposals, to be alert to the risks posed by offenders with respect both to 
future offending and the risk of harm to others. Consideration also needs to be 
given to  both the severity of the offence and. the needs of the offender. That 
means that options for community based sentences should be appropriately 
targeted. 

I n  providing advice to the Courts, recommendations for community based 
disposals should be accompanied by clear action plans. Action plans should focus 
on both the reduction of offending and on social welfare issues which are 
contributory factors to offending. 

1,6 The review was also conducted in the context of the "Tough Option" debate and 
requirement to facilitate more formal groupings between neighbouring 
authorities. This recognises the central role that local authorities have to play in 
the delivery of accountable local services but seeks better and more effective 
use of scarce resources. 

Eleven groupings of authorities have been established in Scotland and these 
groupings have been asked to come up with proposals for more effective 
delivery of service. North and South Lanarkshire form one of the groupings, and 
as a consequence, the two Councils worked in collaboration to undertake this 
Best Value Review. 

I 

2 METHODOLOGY 

2.1 The work of the review was carried out by a small working group and overseen 
by the main review group which agreed the terms of reference and objectives, 
reviewed an interim feedback and agreed the outcome of the review. 

The membership of both groups is detailed in Appendix 1. 

2.2 An extensive consultation exercise of stakeholders with an interest in Court 
services was carried out. (For details of consultees see Appendix 2)  . The 
methodology used was as follows: 

0 ' t o  obtain information on the workloads of the units statistical information 
was sought from each unit. 
to 'gauge the quality of the work undertaken questionnaires were 
completed by staff from within social work resources, sheriffs, sheriff clerks 
and procurator's fiscal. The results of these questionnaires are incorporated 
into the report. 
social work staff in the relevant Sheriff Courts were interviewed. 0 

2.3 As the Social Work Services Inspectorate (SWSI) carried out an inspection of the 
Hamilton Sheriff Court Unit in September 1999, the results of their interviews 
with clients receiving a service were used as part of the consultation process. 
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3 

3.1 

3.2 

4 

4.1 

4.2 

OBJECTIVES 

Terms of Reference 

0 

0 

0 

I to examine the effectiveness of court services as currently delivered. 
to consider implications for the deployment of staff. 
to lmake an assessment of the services required to  serve the needs of 
Airdrie Sheriff Court, Lanark Sheriff Court and Hamilton Sheriff Court. 

0 bjectives 

0 

0 

0 

0 

to ensure consistency in the service provided across the three Sheriff 
courts. 
to ensure that the service conforms to the expectations of National 
Objectives and Standards and the findings of the concurrent SWSI report. 
to consider the staffing requirements of each of the Sheriff Courts. 
to consider the management arrangements required to ensure consistency 
in practice and more flexibility in staffing arrangements. 

KEY ISSUES 

Cu rren t a rra ng emen ts 

The durrent arrangements for delivering services are detailed in Appendix 3. The 
common themes that emerge are : 

0 

0 

0 

1 

the nature of court business and therefore the demands on social work 
vary across the three courts. 
staffing and management arrangements are not consistent between the 
courts. 
the amenities available to carry out the social work task vary amongst the 
courts, The facilities in Hamilton offer the most reasonable privacy in 
carrying out the social work task. 

Tasks required of Social Workers within the Court setting 

One of the aims of this review is to distinguish between those tasks which 
require to be carried out by a qualified social worker and those which can be 
carried out by other staff in social work services with appropriate experience. 

An analysis of current work suggest that the following duties require to be 
undertaken by the court units : 

0 , processing of requests for social enquiry reports including the "chasing up 
of late reports." 

Thls is largely an administrative task unless there is a problem which 
requires negotiation with the Court. This task is currently done by both 
social workers and administrative staff in the courts. 
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On receipt of the reports, the quality of reports requires to be monitored to 
ensure that reports achieve the required standards. Reports also require to 
be scrutinised to ensure that any points of clarification can be offered to 
sen tencers . 
Early intervention at this stage is essential to minimise later problems in 
open court. Those whose cases have been continued for the purpose of 
obtaining Social Enquiry Reports require to be interviewed. I n  the majority 
of these the tasks are mainly confirmation of address, availability for 
interview, and some brief background about the Social Enquiry 
Investigation process. 

Within the Court setting, while the Courts are sitting, advice on Social 
Work Services can be required by Sheriffs, Sheriff Clerks, Procurator Fiscal, 
and defence solicitors. 

The range of advice required can range from simple to complex. Often this 
requires the intervention of a qualified social worker. 

Court Social Work Services also should interview those given community 
disposals, as this can facilitate early contact and implementation of an 
order and enhance the likelihood of compliance with, and benefit from the 
order. 

While many of these interviews may be straightforward, in terms of simply 
giving appointments and leaflets, the opportunity should be taken to 
remind the offender of the obligations that result from the imposition of 
such an order, and so the carrying out of such tasks by Social Work' 
qualified staff could provide more dividends in the longer term. 

This area of work provides a direct link to the current review of Probation 
as one of the areas identified for improvement is the timescale to first 
interview. Court Social Workers have an important role in this process as 

I an appointment for first interview can be made immediately after sentence. 
Those sentenced or remanded in custody should be seen by a qualified 
social worker prior to leaving the Court. This is an important area of work 
that ensures issues of concern are properly communicated either to the 
family or receiving prison and in particular that there is early identification 
of the most vulnerable prisoners particularly those at risk of self harm. 

5 REVIEW OF FINDINGS 

5.1 Issues arising from consultation. 

The key points made in this exercise are as follows: 

5.2 Social work staff 

Comments were generally positive with facilitating communication between 
social work settings and the court being cited as the main function of Court 
based staff. 
Generally speaking the staff are perceived as being helpful, often facilitating 
tasks of social workers. The importance of good accurate communication was 
emphasised by a number of respondents. 
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5.3 

5.4 

5.5 

5.6 

Where there was negative comment it was in respect of incidents where the 
communication was seen as not being as full as needed to take positive action. 
Also on the negative side some respondents perceived a more limited role than 
that detailed in National Objectives and Standards. 

Sheriffs 

Sheriffs were most complimentary about the work of court based social workers 
and their helpfulness. One negative comment was received regarding a 
perception of a reduction in service. There is however no set pattern of use of 
social workers by the Sheriffs and what is most appreciated is the immediacy of 
the res ponse/act i on. 

Sheriff Clerks 

Comments in respect of the service received from the Court based units were 
positive. 

Service Users 

From, information provided by the Social Work Services Inspectorate from their 
recent Inspection visit to Hamilton Sheriff Court, service users who received a 
period of custody were, in the main, positive about the service received. This 
was padicularly true where clients had a major difficulty requiring to be 
managed in the prison setting, e.g. drug/alcohol misuse, mental illness, suicidal 
tendencies. 

A negative comment was received regarding the usefulness of the interview 
where it was felt that the issues emanating from being held in custody had not 
been fully explored. Also some respondents had not been interviewed and had 
not known of the existence of the service, although they would have wished to 
have used the service. 

Workload of the Courts 

I n  calculating the workload of the court units the existing known workload for 
social enquiry and supplementary reports is used as the baseline figure. Each 
report request requires an input to the service's client database system as well 
as an interview by social work staff. 

From current conversion data the number of post sentence interviews resulting 
from disposals of probation and community service has been calculated. The 
number of interviews for remands and custodial sentences is more difficult to 
estimate as there is no direct relation the requested reports. A figure of 10% of 
all disposals in each court has been assumed as the demand for this service. 

Hamilton Sheriff Court 
, 

SERs & SSERs 3000 per annum 
Probation and Community Service disposals 750 per annum 
= potential interview demand of 4125 per annum 

Airdrie Sheriff Court 

SERs & SSERs 950 per annum 
Probation and Community Service disposals 500 per annum 
= potential interview demand 1500 per annum 
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Lanark Sheriff Court 

SERs & SSERs 350 per annum 
Probation and Community Service disposals 90 per annum 
= potential interview demand 470 per annum 

6 AREAS FOR IMPROVEMENT 

6.1 Staffing Requirements 

Assuming each interview will take 30 minutes on average, including 
administration the requirements are: 

0 

0 

Hamilton 1.5 FTE qualified, social workers 
Airdrie 0.5 FTE qualified social workers 
Lanark. 0.3 FTE qualified social workers 

Note: 

This does not include other tasks appropriate to a qualified worker described 
earlier. However it does suggest that there is some flexibility to review the 
deployment of staff in the Court setting. 

Analysis of the management requirements suggest that the current complement 
of seniors in the court settings could be reviewed. The nature of the job is such 
that on a day to day basis the demands on the court social workers can be 
prioritised and managed by the social work staff. There is pressure on the 
admin/clerical staff to respond to deadlines but the task can be managed by 
experienced workers. 

We also suggest that there would be benefit in having one overall manager of all 
Court settings to ensure consistency in practice and to ensure flexibility t o  
respond to changes in demand. As this proposal affects staff across two Council 
boundaries we suggest the implementation of the proposal should be dealt with 
in the context of the "Tough Option". 

6.2 Local authority Role 

From legislation the Local Authority is required to provide this service. The task 
is further defined by National Objectives and Standards and we anticipate further 
clarification on the tasks required of this service when the report of the recent 
inspection of court based units is published by Social Work Services 
Inspectorate. 

7 BENCHMARKING 

Each local authority has court liaison facilities. I t  is, however, difficult to compare 
these services due to the wide variation in court workloads and locations. The 
fact that each Court has its own staffing complement means that each setting 
requires a certain level of staffing in order to fulfil its obligations and questions 
must be'raised on whether or not this is an effective use of resources. 

Guidance on the work of court based units is awaited from Social Work Services 
Inspectorate with the publication of the Inspection report on Court Units due in 
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8 

8.1 

8.2 

9 

the Autumn 2000. When this is available it is intended to  use this for 
comparisons between court units on a like for like basis. 

PRELIMINARY FINDINGS 

Court based social work services are well regarded by all of the respondents to 
the consultation. The tasks appropriate to Court Social Work staff are those laid 
out in National Objectives and Standards and in that sense there is no change. 

However over the years there has been a blurring in role and this review 
attempts to  define and prioritise the tasks for the different staff groups. Some 
important areas of work are missed at times of staff absence or high demand. 

Demand could be better met by flexible use of staff across all three courts. 
Other grades of staff could be used to free social work qualified staff for the 
following priority tasks : 

Interviewing custodies and remands. 
Interviewing those placed on probation and community service. 
Providing advice to Sheriffs and other professionals in  the court. 
Dealing with matters relating to children. 
Dealing with matters relating to vulnerable client groups. 
Monitoring of the quality of reports. 
Advice to  local office staff on court matters. 
One manager to cover all three courts could facilitate flexibility. 

An assistant grade member of staff could undertake tasks not in the above list to  
maximise the potential of the qualified social worker staff. The role of the 
administrative staff could be maximised to free other staff to  fulfil their potential. 

CONCLUSIONS 

The dreas identified for improvement in this report suggest organisational 
change. It is important that change is managed efficiently as the current service 
is highly,valued and other stakeholders will require to  see the benefits of change. 

The SWSI Inspection report may produce clearer guidance on the use of court 
based staff. On that basis implementation of the report should be delayed. In the 
meantime work on structures and with stakeholders could be undertaken to  
prepare for change. 
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10 PERFORMANCE IMPROVEMENT PLAN 

10.1' I n  the context of the "Tough Option" negotiations with North Lanarkshire Council 
to establish one unit for court based staff in Lanarkshire with staffing based on 
the recommendations contained in this Report. 

10.2 To further review the implications for practice on receipt of the SWSI report. 

Jim Dickie 
Director of Social Work 
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Appendix 1 

Membership of Review Group 

Mairi Brackenridge Head of Criminal Justice Services South Lanarkshire Council 

John Scott Principal Officer, Criminal Justice North Lanarkshire Council 

Sam McLean Strategic Services Manager, Social Work Resources South Lanarkshire 
I 

Council 

Professor Gill McIvor Department of Applied Social Studies University of Stirling 

Sheriff Principal Cox until December 1999 

Sheriff Cameron Hamilton Sheriff Court from January 2000 

Drew Crombie Sheriff Clerk, Hamilton Sheriff Court Ian Murray Procurator Fiscal 

Moira Tisley Witness Support Programme, Hamilton Sheriff Court 

Linda Ross-Hale SACRO Reparation and Mediation Scheme 

Josephine McKenzie Victim Support, South Lanarkshire 

Terry Collins Unison, South Lanarkshire 

Dave Green’Unison, North Lanarkshire 

1 

Working Group 

Hugh McGregor Criminal Justice Manager South Lanarkshire Council 

John Brady Social Worker Hamilton Sheriff Court 

Jim Scullion Criminal Justice Manager North Lanarkshire Council 
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Appendix 2 

List of Consultees 

Criminal Justice Social Work Staff North and South Lanarkshire Councils 

Criminal Justice Managers North and South Lanarkshire Councils 

Sheriffs Hamilton, Airdrie and Lanark Sheriff Courts 

Sheriff Clerks 

Procurators 'Fisca I 

Partner agencies 

Independent sector 

Organisations representing victims, survivors and families 

Service Users 

I 
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I 

Appendix 3 

Current working arrangements 

Airdrie Sheriff Court 

Airdrie Sheriff Court is situated near Airdrie town centre, Airdrie Sheriff Court has three 
full-time Sheriffs, and an occasional sitting of the High Court. 1 SSW + 1 SW, based in 
a nearby Social Work Office service the needs of the Court, and are supported by one 
administrative staff. A room is available to social work staff in the Court complex, but 
this is not seen as adequate for anything other than the occasional interview as it is an 
enclosed space with no natural light or ventilation. 

Lanark Sheriff Court 

Lanark Sheriff Court is situated near to Lanark town centre. One Social Worker, working 
on a part-time basis, provides services to this Court, and is supported by an 
administrative worker, again on a part-time basis of 17.5 hours per week. Both Social 
Work Personnel are based within the Social Work Resources local office, which is now 
moved from being situated two buildings from the Court building, to a building about 
half a mile away. Generally services within this Court are inadequate, and there are no 
facilities available to the Social Worker within the Court building for the purposes of a 
private interview, and interviewing facilities in the cell area are also sparse. With the 
refurbishment of the Court premises a room for the use of the social worker has been 
promised for the near future. 

Hamilton Sheriff Court 

Hamilton Sheriff Court is the largest of the Courts being examined in this report, and 
has eight full-time Sheriffs. The Court is serviced by two full-time Social Workers, who 
are supported and managed by a Team Leader, who shares his time between managing 
staff in the Court Unit, and the diversion from prosecution scheme, supervised I 

attendance order scheme and three members of staff in a local office. 

The workers are based in an office immediately across a busy main road from the Court 
building, but have available to them within the Court building a room in which private 
interviews can take place. The cell area within the Court building also offers interview 
facilities which are not completely private but offer a reasonable degree of privacy. 

I 
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