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EXECUTIVE SUMMARY 

About this report 

This report presents preliminary findings from 

the Intensive Community Order (ICO) 

evaluation. Findings are based on analysis of 

data provided by the ICO team, surveys 

completed by ICO partners and probation 

officers writing pre-sentence reports, focus 

groups and interviews with stakeholders, and 

observations of meetings. 

About the Intensive Community Order 

The Greater Manchester (GM) wide upscale of 

the Intensive Community Support Programme 

(ICO) is part of the GM Transforming Justice 

and Public Sector Reform programme. The 

ICO programme is based on the Intensive 

Alternative to Custody (IAC) which has been 

operating across parts of Greater Manchester 

since 2009. The ICO targets 18 to 25 year old 

young men at risk of receiving short term (less 

than 12 months) prison sentences as a result 

of either conviction or breach of existing court 

orders. The model involves the offender 

management of an intensive community court 

order within a package of other targeted 

services: family support; offender transport 

and compliance service; and learning skills 

and employment support. 

Throughputs and client profile 

A total of 792 ICOs were proposed between 

April 2014 and January 2015. Four hundred 

and fifty two orders were made: a 

concordance rate of 57 percent. Of the 

offenders who were eligible and proposed for 

an ICO and did not receive an ICO (n=328), 

47.3% went into custody in Prison, 17.4% 

went into custody in a YOI. Other received a 

different community order including 

Suspended Sentence order (12.8%), 

Community Order (12.5%) and an Intensive 

Alternative to Custody (IAC) (8.8%), the 

remainder (1.2%) were unknown. 

There are a large number of POs (134) who 

have written a Pre-Sentence Report (PSR), 

which has led to an ICO referral. This suggests 

that the process has been embedded. 

However, most POs have only written a few 

PSRs.  

A profile of offenders based on the period 

April 2014 to the middle of February 2015 and 

covering 475 offenders is as follows: 

 Four hundred and sixty nine offenders 

were aged between 18 and 25. 

 The majority (n = 389, 81.9%) of 

offenders were white. 

 Over a third (n = 131, 35.16%) of 

offenders were parents (excluding the 

large number of offenders for whom 

no data was available in the 

calculation).  

 The data shows that 10.2 percent (n = 

43) of offenders were Care Leavers 

(excluding the large number of cases 

for which there was no data from the 

calculation). 

 The percentage likelihood of 

reoffending within one year as 

measured on the offender group 

reconviction scale (OGRS) was 50.9 

percent. 

 Across Greater Manchester 60 

percent of orders were 12 months in 

length and 20 percent were 9 months 

in length. 

 Across Greater Manchester, 45 

percent of ICO offenders are 

considered to be Medium risk and 14 

percent High risk (59% are either 

medium or high risk). Approximately 

four in five offenders (81.7%) are 

Community Rehabilitation Company 

(CRC) Offenders. 
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Based on analysis of the index offence of 

offenders on the ICO Programme over a third 

(36%) committed a Violence Offence. 

Most offenders received either three, four or 

five requirements (92.2%) with an average of 

3.7. The most frequent requirements were 

supervision (26.6% of offenders), Unpaid 

Work (UPW) (16.8%), Other Specified Activity 

(13.9%) and Curfew (12.5%). 

Just over three quarters (76%) of offenders 

received an induction and first appoint within 

one working day. 

The evaluation examined the Offender 

Assessment Systems (OASys) Criminogenic 

Needs. The Lifestyle & Associates need has 

the largest proportion of offenders with this 

need (81.2%), followed by Thinking & 

Behaviour (79.9%), Attitudes (76.5%) and ETE 

(70.1%). However, limited data availability 

means that this analysis is restricted to early 

cohorts. 

The 219 offenders who have been on an ICO 

over 6 weeks have a stage compliance which 

is generally around 90 percent. There are 65 

offenders that are classed as breached, of 

these only 50 have a breach court date. The 

overall breach rate for the 475 offenders is 

13.7%. However, there is missing data, which 

means this analysis must be treated with 

caution. 

Site and Co-location 

The evaluation team visited all but one ICO 

site, which generated a multifaceted 

appreciation of colocation. Positively, co-

location of services brings numerous 

advantages such as seamless services, a 

shared sense of culture, and enhanced levels 

of communication. Interviewees identified co-

location as a positive feature of the 

programme. However, co-location can have 

very different realities depending on the site. 

The layout of the physical office space 

including a relaxed reception and other group 

areas, enables some sites to create a positive 

hub for the clients engaged in an ICO. Other 

teams spoke of wanting to establish this 

model, but for various reasons being unable 

to do so. As such a variety of ICO spaces and 

cultures are being created across Greater 

Manchester (GM). A question arose about the 

sustainability of support provided to clients 

who have to travel to ICO sites to access 

services. Whilst co-location offers easy access 

to multiple agencies in one site, it also 

prevents young people from establishing 

relationships with services available in their 

community, which will potentially support 

sustained rehabilitation beyond the end of 

their order.  

Promoting the ICO 

Findings from the surveys indicate that the 

promotional work undertaken by the ICO 

team is effective. Most of the probation 

officers and partners who took part in the 

survey have become aware of the programme 

through this work (i.e. leaflets, visits). The 

awareness of the ICO appears to be rising and 

conveyed by word of mouth. This is 

particularly the case amongst organisations, 

but is still limited in the courts setting. 

Overall, there is a good understanding of the 

ICO which is described as a programme 

targeting male aged 18-25 at risk of custody 

and addresses their offence related needs in 

order to reduce recidivism. The programme is 

perceived as drawing on rehabilitation 

principles. Collaboration and information 

sharing are essential elements of an ICO, 

which are considered as successful by the 

majority of respondents. Some challenges and 

limitations were yet identified and include the 

amount of information received with the 

referrals, limited resources, and funding 

uncertainty. It was also recognised that the 
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ICO is at the early stages of its 

implementation.  

Mapping of Services Supporting ICO Delivery 

A mapping of services, which draws on the 

information collected during focus groups and 

complementary data provided by the ICO 

team reflect the state of collaboration as it 

was occurring in the various sites in 

November/December 2014 in relation to 

engaging wider partners. In theory, the 

services available to ICO clients should reflect 

their needs. The maps highlight that the 

number of services with which the ICO team 

has regular contact with strongly varies 

depending on the sites. A specific set of skills 

is required to broker new relationships with 

organisations responding to those needs. 

They are described below.  

‘Connectors’ – staff engaging wider resources 

to support ICO delivery. 

Connectors are those individuals that are 

skilled at establishing and managing 

relationships with multiple organisations 

working in multiple fields. They break 

boundaries to work across the traditional 

divides and have the ability to identify 

opportunities to develop partnership working. 

Their role is central to inter-agency 

collaboration and particularly pertinent for 

organisations taking a holistic approach to 

address ‘wicked issues’ since collaboration is 

now a core aspect of most social 

interventions. Connectors can be found in 

different positions at all levels of an 

organisation. Their set of skills is quite 

different from that of the traditional leaders 

managing teams in a top down approach. 

Drawing on the findings from the focus 

groups, interviews, and observations 

undertaken for this report, those 

competencies are present in the ICO team. 

Yet, staff members require adequate levels of 

support, in terms of resources and time 

allocation, to be able to undertake this role. 

They also need to have a clear understanding 

that this role is part of their job description.  

Significance of the ‘core’ ICO services 

The core funded services of the ICO – POPs, 

G4S and Work Solutions are at different 

stages of implementation in different sites. At 

two of the new sites the work solutions staff 

had been in place a matter of weeks, similarly 

the POPs worker was not in post in one site. 

Perhaps most significant though is the G4S 

service provided at the newer ICO sites. 

Generally one day of service is offered each 

week on a set day. This variable 

implementation means that the likelihood of 

being able to evaluate impact is reduced.  

Family support services 

The question of whether the family support 

work is best delivered by a voluntary sector 

provider (such as POPs) or local authority 

based practitioners (such as ‘troubled family’ 

practitioners) cannot be ascertained from the 

initial fieldwork. In part this is again as a result 

of either very recent and/or varied models 

implementation. The intention is that this 

issue will be explored in the second phase of 

qualitative work, and particularly the case 

studies where service users, family member 

and offender manager will all contribute to a 

detailed reflection on activity and perceived 

impact.  

Recommendations 

Drawing on this thematic discussion, the 

evaluation team recommends the following:  

To assign resources towards data 

management for Vektor house. There are 

large numbers of missing values in the various 

ICO spreadsheets, which impedes on the 

ability to provide accurate statistics and 
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profiles of ICO clients. To overcome this, the 

evaluation team suggests that processes for 

maintaining data sources (including resource, 

systems and skills) are reviewed.  

To improve Domestic Violence data quality 

and coverage.  Data pertaining to domestic 

violence is lacking context. Therefore, 

additional domestic violence data needs to be 

captured consistently across all sites, possibly 

through a DV flag as discussed during the Ops. 

Manager meeting. It would also be beneficial 

to embed a distance-travelled measurement 

into offender assessment and appropriate 

data capture tools (for example an Outcomes 

Star style measure).  

To undertake regular analysis of age, OGRS, 

offence and sentence profiles of those 

receiving the ICO and undertake targeted 

communication work with local court 

stakeholders (both sentencers and PSR 

authors) to ensure the individuals sentenced 

are appropriate and supported to engage with 

the project. A regular and focussed 

monitoring and analysis by local teams, of not 

only performance data, but also other 

management information captured through 

the project including offender demographics, 

Offender Group Reconviction Score (OGRS), 

offending history and requirements would 

allow project teams to understand respective 

cohorts. The sharing of the analysis of these 

data should be supported by targeted 

communications with local stakeholder 

(courts and other partners).  

To identify a ‘connector’ in each site who will 

be responsible for brokering new partnerships 

with agencies and sustaining existing 

relationships. This person should receive 

adequate to support (e.g. time allocated) in 

order to fulfil this role.  

To establish an action plan to engage with 

missing service providers. The OASys profile 

and wider understanding of client needs 

should be used to identify priorities for those 

picking up a networking or commissioning 

role. Identified gaps, such as mental health 

provision, should be addressed immediately 

to ensure a successful implementation of the 

ICO programme.  

To review core service provision. Compliance 

services to be review to meet demands of 

non-Vector House sites.  

 


