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1. Executive Summary and Recommendations for Policy  
 
This report is concerned with land-based Prolific and Priority Offender (PPO) 
initiatives running in West Mercia in partnership with West Mercia Constabulary and 
Probation. This report details initial economic results from combining a PPO scheme 
with a care farming project being run in Herefordshire Division within the West Mercia 
area.  
 
Land based projects within this report all operate differently, but have features in 
common which are: 
 
�  The projects all work with offenders whose offending is linked to drug and alcohol 
misuse. 
 
�  The projects all aim to address the causes of offending behaviour and provide a 
long-term outcome. 
 
�  The projects offer more than diversion. They aim to provide a therapeutic 
intervention by providing connection with the natural environment and people with 
meaningful activity.  
 
(University of Essex research commissioned by the National Care Farming Initiative 
UK on this subject was published in February 2008. Findings from the University of 
Essex indicate that participants of care farming often experience substantial mental 
health and well being improvements).  
 
The key results of in-depth economic analysis of two PPOs who have successfully 
engaged with the care farming initiative are as follows. For confidentiality, the PPOs 
studied are known as PPO ‘A’ and PPO ‘W’.  
 
Not all associated costs of prior offending are available. PPO ‘W’ has also now 
shared with Police that he was only convicted for an estimated 1 in 7 of crimes 
committed. This indicates that these figures are very conservative. 
 
PPO ‘A’ and ‘W’ have shown that their combined past  offence and 
imprisonment history has had an approximate cost of  £268,500.  
 
Comparing the reduction in offending only in compar able periods before and 
after joining the PPO Scheme (282 days for PPO ‘W’ and 300 days for PPO ‘A’) 
suggests a saving of £47,741  to the community for ‘A’ and ‘W’, in addition to 
their improved quality of life and skills gained.   
 
The longer their successful engagement with the project, the higher the cost savings 
as more comparable time period can be taken into account.  
 
Since the inception of the PPO scheme involving care farming, the Herefordshire 
Division of West Mercia Constabulary has reported: 
 
�  15% reduction in all crime 
 
�  55% reduction in burglary dwelling 
 
�  33% reduction in vehicle crime 
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Although this decrease cannot be entirely attributed to the PPO Scheme, the 
decreased offending behaviour by some of the individuals on the scheme will likely 
have assisted in this positive change. 
 
This PPO scheme has also had success in addressing the supply of class ‘A’ drugs. 
Within this report certain crime types have been allocated a ‘cost saving’ based on 
Government figures. Unfortunately no official figures exist to estimate  the ‘cost’ 
of class ‘A’ drugs supply to the community. However one previous study, carried 
out by Bristol Community Safety and Drugs partnership, on the extent to which 
offenders commit crime to support their addiction to class ‘A’ drugs, identified that 
each of the top ten offenders studied, in order to support their annual drugs habit 
of £50,000 had to commit crime to ten times that va lue.  
 
Additionally by their nature those offenders responsible for the supply of Class ‘A’ 
drugs at ‘street level’ have chaotic lifestyles, the majority being drugs users and to a 
certain degree acquisitive criminals themselves. As criminals they have a lot to lose, 
are often difficult to bring to justice at all, and certainly not for the full degree of their 
criminality and are difficult to manage through drugs intervention alone. The 
Herefordshire PPO scheme has been extremely successful in tackling this type of 
offender in a sustainable manner. 
 
During 2003/04 a series of extensive covert policing operations were conducted in 
order to tackle Class ‘A’ drugs dealing networks in Hereford itself and Ross-on-Wye 
in the south of the county. These operations were conducted across a timescale of 
easily fifteen months, not taking into account case file preparation following 
operational deployments. The policing costs for these operations are conservatively 
estimated to be £250,000.  
 
PPO ‘C’ from Herefordshire has a long history of involvement in the supply of class 
‘A’ drugs in Hereford. This individual has a total of 52 convictions for 97 offences over 
an 11 year period and his criminal activities were having a significant impact on the 
local community. (He was in fact convicted during the series of aforementioned 
covert policing operations). 
 
Since his release from prison in October 2006 he has engaged with the PPO scheme 
and participated in the BODS/SHIFT care farm project. Although this proved very 
beneficial to the PPO, he was unable to address his own addiction to class A drugs. 
Following a number of positive drug tests was recalled to prison in Jan 2007 and 
served the remainder of his sentence.  
 
In April 2007 PPO ‘C’ was again released from prison and engaged with drug 
treatment services within the PPO scheme and is now drug free, leads a settled life 
with his partner and secured full time employment. There is no current police 
intelligence to indicate that he has any involvement in the supply of class ‘A’ drugs or 
the commission of acquisitive crime.  
 
For the community the PPO scheme provides a sustain able way to build upon 
proactive policing successes to keep recorded crime  levels down. These 
statistics show the potential of supporting the dev elopment of care farming 
projects and the necessity for long-term analysis.  
 
In line with Government advice approximately 20 nominated PPOs are managed on 
the local PPO scheme at any one time. However it should be noted that the PPO 
matrix contains in excess of 150 potential PPOs  who cause concern to the 
Herefordshire division and who are having a detrimental effect on their communities.  
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If one acknowledges the early signs of success with this relatively small number of 
people on the scheme it demonstrates what is possible if the necessary resources 
were available to provide the same intensive supervision of a larger number of 
people.  
 
In March 2007 the Chief Constable of West Mercia, Mr Paul West, who is also Chair 
of the West Mercia Criminal Justice Board, visited the project during an official visit to 
Herefordshire Division. He subsequently wrote a letter of thanks to all he met and 
said: 
 
“For anyone who is any doubt of the benefits to community safety and harm reduction 
that such projects bring, an hour spent with the three participants would more than 
convince them of the merits”. 
 
In Autumn 2007 West Mercia Constabulary underwent successful assessment 
against the Charter Mark standard. The PPO care farming scheme received particular 
comment from the Charter Mark assessor in his report: 
 
“You can demonstrate many good examples of actively involving staff in planning 
services from across all divisions, including the PPO programme of rehabilitation 
scheme, that is considered best practice” 
 
The Prime Minister, Mr Gordon Brown wrote a letter of congratulations to West Mercia 
in achieving this high standard of service.  
 
Speaking at the NCFI National Conference in 2007, David Chantler, Chief Probation 
Officer for West Mercia gave strong support for the development of care farming 
following West Mercia Probation’s experience of working with Monty Don on the 
‘Growing out of Trouble’ Project: 
 
“The experience of this and other land-based schemes in West Mercia convinces me 
that the way ahead lies with re-integrating offenders within their local communities by 
valuing local skills and expertise that the community itself has to offer”.  
 
The words of a PPO speaks volumes for the benefits of this type of project when they 
say: 
 
“I’ve never been helped like this before. Why hasn’t anyone done anything like this a 
long time ago to stop me committing crime and ending up back in jail every time”. 
 
Recommendations for UK Policy 
 
1. The experience of West Mercia’s PPO care farming initiative requires sharing 
across related responsible bodies across the UK. This is in order to provide 
supporting evidence to the embryonic numbers of land based initiatives already 
involved with this work and to stimulate further growth. 
 
2. Care farming needs to be placed within cross-departmental Government Policy to 
deliver successful and lasting responses to alleviate crime and facilitate 
rehabilitation. Care farming therefore needs to be included in delivery of core policy 
from the Home Office, Ministry of Justice, Department of Health, Department of Work 
and Pensions and the Department of Food and Rural Affairs. 
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3. The current care farming initiatives in West Mercia require economic support. This 
is to provide financial security for projects and also on-going analysis to develop 
models that can provide blueprints for the rest of the UK. Experiences of projects 
moving from charitable status to social enterprises needs to be shared due to 
strategic importance of the current movement of government policy in favour of social 
enterprise. 
 
4. Specific research, details and experiences of other care farms from around the UK 
not included in this report, that offer services related to reducing criminal activity need 
to be drawn together to give a full review of successful land based intervention 
practices. For example, introductory case studies of Willowdene Farm in Shropshire 
(drugs rehabilitation) and Carlshead Farm in West Yorkshire (intervention with 
excluded youth) are included in appendices.   
 
5. Academic social accountancy research along similar lines to that provided in this 
report needs to be delivered to gain clarity of the financial rewards of investment in 
care farming projects on a wider scale. The methodology used in this report of 
researching the costs of criminal activity in comparable time periods, combined with 
study of offender risk of reconviction should form the basis for future study in West 
Mercia as pathfinder for national dissemination.  
 
6. The success of care farm projects that deal with excluded youth also require in-
depth analysis in order to research evidence of further savings from interventions 
within younger age groups that may alleviate future numbers of PPOs. Care farms 
operating very successfully with this group include BODS in Herefordshire, Hill Holt 
Wood in Lincolnshire, The Amelia Trust near Cardiff and Highfields Happy Hens near 
Derby. 
 
7. The National Care Farming Initiative UK (NCFI) requires financial support to 
provide the resource hub to spread care farming throughout the UK. The NCFI can 
develop capacity to share good practice and guide research to evaluate which 
approaches are the most effective. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 7 

2. Introduction  
 
West Mercia is the fourth largest geographic police area in England and Wales. The 
Constabulary’s area is divided into five divisions which match the boundaries of our 
local authorities. 
 
While West Mercia is predominantly rural it also contains some densely populated 
urban areas and many market towns. To ensure we strike the right balance between 
addressing national and local policing priorities, the force focuses its activities on four 
priority areas – the Four Better Outcomes: 
 
�  Tackling Crime 
 
�  Protecting the public 
 
�  Promoting community safety 
 
�  Improving public satisfaction and confidence 
 
Communities with West Mercia experience low levels of crime. The British Crime 
Survey also shows that the level of concern about being a victim of crime in our area 
has fallen steadily over recent years. 
 
This success has been achieved through the Constabulary investing in a record 
number of police officers and staff and the development of effective working 
partnerships with our local authority partners, our communities and other criminal 
justice agencies. 
 
The force is the proud holder of the Charter Mark – a government scheme that 
recognises and encourages excellence in public service – and was also re-awarded 
the prestigious Investors in People award earlier this year. 
 
The force’s strategy – 4000+ An Even Better Place – has been designed to build 
upon more than a decade of successful community policing. Its implementation will 
ensure that West Mercia remains a safe place, to live, work and visit. 
 
 
3. Herefordshire – County Profile  
 
3.1 About the area 
 
The Herefordshire Division of West Mercia Constabulary covers the whole of the 
county and contains one major city, plus five market towns, with a total area of 2,144 
square kilometres.  It shares borders with South Worcestershire and Shropshire 
division of West Mercia Constabulary, plus those of three other police force areas – 
Gloucestershire, Gwent and Dyfed Powys. 
 
There are a total of 40 electoral wards in Herefordshire and 238 parishes, with over 
134,000 people registered to vote by 15th October 2005. The county consists of 2 
parliamentary authorities – Hereford and Leominster, and forms part of the West 
Midlands region in terms of European constituency.  
 
The 2001 Census found there to be over 74,000 households in the county, of which 
72% are occupied by the owner. The Census also found that 99% of all residents are 
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White, with only 0.4% Mixed Race, 0.2% Asian/Asian British and 0.1% Black/Black 
British. Furthermore, the Census found that 68% of all residents were economically 
active and 27.5% held pensions. 
 
3.2 Population 
 
The Office for National Statistics' (ONS) 2005 mid-year estimate of the county’s 
population was 178,800 with just under half estimated to live in villages and hamlets 
spread across the division. The county has a larger than average older population, 
with 20% of residents 60 years old or more, compared with 16% in the whole of 
England and Wales. 
 
Herefordshire is the 26th largest non-metropolitan unitary authority in England, in 
terms of population, and in terms of area is the 2nd largest non-metropolitan unitary 
authority. The population density as at 2004 was 0.82 persons per hectare. 
 
It is anticipated that due to more restrictive planning policies, the rate of population 
growth in Herefordshire will slow down by 2011 in line with the projected national 
growth of 3.4%. However, the population of persons aged over 60 years is expected 
to grow more rapidly, both nationally and locally, although the rate of growth in 
Herefordshire is likely to be greater than the national average. 
 
3.3 Deprivation 
 
According to the Indices of Deprivation published by the Office for the Deputy Prime 
Minister in May 2004, deprivation “hotspots” exist in Hereford and Leominster, 
namely Newton Farm (Golden Post) and Ridgemoor. There are a further 5 areas 
within the most deprived areas in England, namely Hunderton (Bishops Meadow), 
Redhill (Belmont Road), Hereford City Centre, Hunderton and Newton Farm 
(Brampton Road). 
 
Another finding of this research was that relative to other parts of England, 
Herefordshire’s families are more likely to be income deprived than older people, 
although this is not to say that families are necessarily worse off than pensioners. 
 
In terms of housing and access to services, most of the Super Output Areas (SOAs) 
in rural Herefordshire fall into the most deprived 10% in England. However, the 
research does not allow for greater investigation into whether this is caused by 
geographical distance form basic services or housing issues of overcrowding, 
homelessness and affordability. 
 
3.4 Economy 
 
In the period of March 2004, the average price of a house in Herefordshire was 
£172,511 compared to £138,381 for the West Midlands Region and £166,353 for 
England and Wales.  
 
The main sectors of employment in the county are as follows: 
 

�    Wholesale, retail and repair trade 20% 
�    Manufacturing 19% 
�    Health and Social Care 14% 
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Also, Herefordshire has a higher proportion of people working within agriculture than 
both regional and national levels. 
 
In terms of earnings, the median gross weekly earnings of residents of the county in 
2004 was £355.20, which is lower than the West Midlands average of £393.60 and 
the national average of £422.30. Earnings were also lower than most of the 
neighbouring counties. 
 
The rate of unemployment in Herefordshire continues to be below the national and 
regional figures, with 1.4% unemployed in October 2004, compared with 2.6% in the 
West Midlands Region and 2.2% nationally. The wards of Belmont, St Martins and 
Hinton in the South Wye area had high levels of unemployment claimants. 
 
At the end of 2003, there were 8,290 VAT registered businesses in Herefordshire 
with the largest proportion (27%) in agricultural and fishing sector. 
 
3.5 Skills and education 
 
During 2004, almost 72% of all Year 11 students (age 15-16yrs) remained in full-time 
education, and of those who took GCSE examinations, 58% attained 5 or more at 
Grade A* to C passes. 
 
In the same year, 59% of 16 – 19yrs olds in Herefordshire and Worcestershire 
remained in full time education, and of those that took A level examinations 44% of 
Herefordshire students attained 2 or more grade A to C passes. 
 
A Chamber of Commerce Quarterly Economics Survey conducted in December 2004 
found that 64% of businesses in Herefordshire had experienced difficulties in 
recruiting staff in the previous quarter, with 43% have difficulty recruiting skilled 
manual/technical staff. 
 
Source of information 
 
Please note that all the information included in this summary is taken from public 
documents available though the Herefordshire County Council website. This 
document provides a simple précis of the key points of those documents, which 
should be considered, directly for further detail. 

 
 

4. Herefordshire Community Safety and Drugs Partner ship  
  

Herefordshire Community Safety and Drugs Partnership is a statutory, multi-agency 
partnership set up to tackle community safety and drugs issues across the county. 
The Partnership aims to work together to make Herefordshire a safer place to live, 
work and visit, focusing on education, prevention, enforcement and treatment. 
 
Herefordshire is a very safe place, with some of the lowest crime rates in the country. 
However, in any area there will always be some improvements that can be made to 
increase community safety. Herefordshire Community Safety and Drugs Partnership 
focuses on issues around: 
 
�  Alcohol related crime and disorder 
 
�  Anti social behaviour 
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�  Domestic Abuse 
 
�  Drug supply and drug related offending 
 
�  Drug treatment and harm reduction 
 
�  Offender management 
 
�  Road safety 
 
�  Young People. 
 
 
5. Herefordshire PPO Scheme  
 
The Herefordshire PPO Scheme was introduced following the launch of the Prolific 
and other Priority Offender Programme by the Prime Minister in September 2004. Its 
aim is to identify and grip the relatively small hard-core of offenders who commit a 
disproportionate amount of crime and damage in the community. 
 
Multi-agency teams of criminal justice agencies, local authorities and other partners 
operate the PPO scheme in the local community and identify – through police 
intelligence systems and other tools – the highest crime-causing offenders. 
 
Hereford PPO scheme was recently presented as a best practice example to West 
Mercia force performance group which focused on Herefordshire. Members of the 
scheme were awarded recognition for their significant contributions to Herefordshire’s 
performance and to Force performance outcomes. 
 
During September-October 2007 West Mercia Constabulary underwent assessment 
against the Charter Mark standard. Following this process, the force has been 
informed that it has been successful in retaining its accreditation. The assessment 
process required the Force to demonstrate that it was working at the high standard 
that the Charter Mark requires and the assessor commented as follows in his report: 
 
“You can demonstrate many good examples of actively involving staff in planning 
services from across all divisions, including the PPO programme of rehabilitation 
scheme, that is considered best practice” 
 
The Prime Minister, Mr Gordon Brown wrote a letter of congratulations to West Mercia 
in achieving this high standard of service. Some of the key messages about the PPO 
scheme in Herefordshire are: 
 
�  The programme is successful in helping reduce re-offending. 
 
�  It features an end-to-end offender management approach to tackle re-offending 
within the local community and involves more joined-up working and information 
sharing between partnership agencies. 
 
�  Prolific & Priority Offenders (PPOs) are subject to intense police and probation 
supervision and are offered interventions to change their offending behaviour or face 
a swift return to the courts. 
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There are three streams to the PPO Strategy: 
 
�  Prevent and deter 
 
This approach aims to stop people (mainly young people) from becoming Prolific 
Offenders, by dealing with the issues early and preventing young people from 
embarking upon a life of crime. 
 
�  Catch and convict 
 
This stream attempts to stop and disrupt those nominals that are already Prolific 
Offenders, in order to significantly reduce the impact of their behaviour upon their 
own communities. 
 
�  Rehabilitate and resettle 
 
Finally, this strand of the scheme is concerned with offering real alternatives to those 
either in custody or in the community, who may otherwise resume their career as 
Prolific Offenders. Resettling and Rehabilitating offenders offer them the opportunity 
to break the cycle of crime and reminds them that they face a swift return before the 
courts should they fail to comply. 
 
5.1 Selection of PPOs 
 
PPOs are selected via a combination of techniques. A PPO “Matrix” is run by the 
Analytical Department each month, which searches CRIMES, (West Mercia 
Constabulary’s investigation and intelligence management system), and NSPIS 
(National Strategy for Police Information Systems) databases for numbers of arrests, 
convictions, suspect roles, intelligence logs, and warning markers for all nominals to 
give a guide to the PPO team of the nominals’ criminal activity.  
 
A multi-agency meeting, attended by the PPO Officer and Co-ordinator, intelligence 
officers from West Mercia Police, and representatives from the Drug Intervention 
Program, Probation, Youth Offending Team (YOT), Drug Advisory Service for 
Herefordshire (DASH) and Herefordshire Council, is held monthly to discuss both the 
current and possible future PPO candidates.  
 
At the operations meeting, the agencies present the information they have and the 
PPOs are selected. In line with recent government directives, a database for 
calculating the performance of the PPO scheme by measuring offending behaviour 
before and during involvement with it is being developed by the Analytical team. This 
will also calculate the savings to the community and Criminal Justice System as a 
result of reduced offending by those targeted. 
 
In line with Government advice approximately 20 nominals are managed on the local 
PPO scheme at any one time. However it should be noted that the PPO matrix 
contains in excess of 150 potential PPOs who cause concern to the Herefordshire 
division.  
 
If one acknowledges the early signs of success deta iled in this report, with this 
relatively small number of people on the scheme it demonstrates what is 
possible if the necessary resources were available to provide the same 
intensive supervision of a larger number of people.   
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5.2 ACCLAIM  
 
ACCLAIM refers to a dedicated team of staff and volunteers based at YSS working 
across the entire West Mercia area. ACCLAIM is a Probation project, which YSS are 
contracted to deliver. It is not a branded programme like ICCP (Intensive Control and 
Change Programme). It is a service delivery mechanism that has been developed to 
meet the requirements of those offenders who require intensive supervision, such as 
PPOs. The service to each offender will be tailor made according to risk and need. 
For each offender referred to YSS the ACCLAIM team will provide both the co-
ordination of the different intervention requirements of the sentence plan/licence 
conditions and also the delivery of general supervision and specified activity 
requirements.  

 
ACCLAIM forms part of a wide range of strategies across the West Mercia Probation 
Area to deliver services to this target group, for example Growing out of Crime, Elgar 
project, Wharf Meadow, etc. It links with the five local multi-agency strategy group 
action plans and the overall West Mercia LCJB Premium Service Protocol for PPOs. 
The development of ACCLAIM is based both on the successful delivery and 
partnership work of the Intensive Control and Change Programme between West 
Mercia Probation and Youth Support Services. 

 
The basic premise of ACCLAIM is that a Probation Offender Manager from a local 
field team can make referrals to ACCLAIM for PPOs who are at the Pre Sentence 
Report (PSR) stage or alternatively are being considered for release from custody. 
The ACCLAIM team will then co-ordinate the delivery of these interventions as well 
as deliver intensive supervision and specified activities in accordance with the 
sentence plan reporting back to the Probation Offender Manager on a timely basis.  

 
ACCLAIM has been described as ‘providing the glue’ between the multiple packages 
of interventions and the offender manager. It is required due to the potential 
complexity and intensity of sentence plans developed for PPOs and aims to offer a 
premium service that is dedicated to ensure compliance and engagement by the 
offender with the process and to stabilise them in their local community. This will be 
done by ACCLAIM being solution focused, outreach based, delivered at flexible times 
in the community, including evenings and weekends and providing a 24 hour 7 day a 
week helpline for all offenders, families, volunteers, staff and partner agencies 
involved. It will access local community resources and aim to integrate offenders 
back into their local communities through the established networks and contacts 
developed by YSS as a voluntary organisation during the last 20 years of managing 
intensive programmes to young and adult offenders. The programme will also be 
challenging and robust. Non compliance will be dealt with swiftly to ensure 
programme credibility with local communities and the courts. In particular ACCLAIM 
will; 
 
Assist the offender and their families understand the nature of the programme they 
are undertaking. 

  
Co-ordinate the multiple range of interventions by producing a weekly timetable for 
each offender which details all their appointments required each week. 

  
Coach the offender in terms of problem solving skills to navigate their way through 
the sentence plan and the obstacles, real or imagined that lie in their way. 

  
Liaise and brokering with the different agencies and teams, both internal and 
external, who will be key to successful delivery. 
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  Advocate on the offenders behalf to gain access to relevant services. 
 

Integrate the different elements of a sentence plan into a seamless service delivery. 
 

Monitor compliance with the programme through Electronic Tagging and ensuring a 
regular information exchange with the Police and other key agencies. Support the 
offender with the use of community based volunteer Mentors and ultimately Motivate 
offenders to engage with all elements of their plans for successful completion and 
reduction in re-offending  
 
5.3 Current PPO situation in Herefordshire 
 
There are currently twenty-one multi-agency Prolific and Priority Offenders identified 
in Herefordshire. One of these is a PYO. 
 
There are thirteen PPOs currently in the community. 
 
Seven of these at present are subject to statutory supervision on licence or a 
community order. All seven have been subject to supervision through the ACCLAIM 
project.  
 
Two PPOs have successfully completed their period of supervision with ACCLAIM.  
 
The remaining six PPOs in the community are no longer subject to any statutory 
supervision. Two of these continue to receive support and guidance from the PPO 
scheme on a voluntary basis.  
 
Three PPO’s in the community have declined any support from the scheme.  
 
Five PPO’s currently in the community have re-offended and are within the CJS 
awaiting due process.  
 
Three PPO’s in the community are in drug treatment with DASH.  
 
Three PPO’s have been referred to the Forward Focus project and one has 
commenced a work placement arranged by the project.   
 
In September 2006 the Herefordshire PPO scheme commenced a pilot project of 
engaging PPO’s with a rural outdoor charity known as BODS. This is a care farm 
charity that reaches out to those that have the least opportunity to experience 
adventure in a natural setting.  
 
BODS is based at Werndee Woods, St Weonards, Herefordshire. BODS approach 
emphasises safety, fun and equality of opportunity and participation. The aim is to 
make the most of the unique opportunities for social education and personal 
development that adventure and nature provides. Outdoor adventure is not seen as 
simply recreation, it also contains a therapeutic quality through connection with 
nature. Through adventure, BODS encourages people to: 
 
�  Value learning 
�  Increase self confidence 
�  Improve inter-personal skills 
�  Develop their own potential 
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The project provides adventure activities, survival skills and heritage crafts to young 
people between 11 – 25 years of age. These are ways of connecting and engaging 
young people with nature and creating a sense of respect for the environment. 
 
The BODS project also used the farm on whose land it was based at Coppice Farm, 
St Weonards. This commercially operated farm is run by Adam Evans whose family 
have been tenant farmers for many years. Adam has a passion for working with and 
helping people in the community and was involved in providing support to the BODS 
project. It soon became apparent that there many opportunities to engage PPOs in 
work on the farm itself and a small number of PPOs began carrying out supervised 
tasks on the farm. These tasks ranged from basic maintenance of machinery to 
tending for sheep during a very busy lambing season.  
 
It was evident to those PPO scheme staff involved in taking PPOs to the project just 
what a huge difference it made to their daily lives. A sense of belonging and being 
trusted to carry out a variety of tasks increased their self-esteem to a level not seen 
previously. Whilst engaged with the project in a very rural area it also immediately 
reduced the opportunity for any PPO to be able to commit crime. The turn round in 
their outlook and attitude is nothing short of amazing, albeit some do have ‘lapses’ 
along the road of rehabilitation. 
 
In March 2007 the Chief Constable of West Mercia, Mr Paul West, who is also the 
Chair of the West Mercia Criminal Justice Board, visited the project during an official 
visit to Herefordshire Division. He subsequently wrote a letter of thanks to all he met 
and said: 
 
“For anyone who is any doubt of the benefits to community safety and harm reduction 
that such projects bring, an hour spent with the three participants would more than 
convince them of the merits”. 
 
The words of the PPOs themselves speak volumes for the benefits of this type of 
project when they say: 
 
“I’ve never been helped like this before. Why hasn’t anyone done anything like this a 
long time ago to stop me committing crime and ending up back in jail every time”. 
 
 
6. Summary of Land-Based PPO schemes in West Mercia  
 
6.1 Purpose  
 
This summary aims to: 
 
i. Outline the various land-based PPO schemes which are operating in West 

Mercia 
ii. Detail the common barriers to sustainability which these projects face 
iii. Set out the current options for funding these projects in the long and short 

term. 
 
6.2 Definition of land-based initiatives 
 
This report is concerned with land-based PPO initiatives. These projects all operate 
differently, but have features in common which bring them under the umbrella of 
land-based initiatives. These common features are: 
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�  The projects all work with offenders whose offending is linked to drug and alcohol 
misuse (primarily PPO and Offenders subject to Drugs Rehabilitation Requirement - 
DRR and Drug Treatment and Testing Orders - DTTO). 
 
�  The projects all aim to address the causes of offending behaviour and provide a 
long-term outcome. 
 
�  The projects offer more than diversion. They aim to provide a therapeutic 
intervention by using the natural environment to provide individuals with new 
challenges and experiences. 
 
6.3 Description of projects 
 
At present there are 3 such projects operating in West Mercia, with a further one in 
development: 
 
The Elgar Project 
 
This is a horticultural and livestock project developed by South Worcestershire PPO 
Steering Group and the Probation Care Trust Charity. The project operates from its 
own site in South Worcestershire, which is leased by the Probation Care Trust. The 
Elgar model has much in common with a Care Farm. The partners are exploring the 
possibility of the management of the project being taken on by the Youth Support 
Services (YSS) charity, which runs the ACCLAIM project. 
 
Wharf Meadow Community Farm 
 
This scheme operates in North Worcestershire. Wharf Meadow is an established 
community farm, which has a contract with West Mercia Probation to work with 
offenders on 4 days per week.  
 
BODs/SHIFT 
 
BODs are a Christian based charity, which aims to provide outdoor development 
opportunities to disadvantaged young people. The Herefordshire PPO scheme has a 
contract with BODs to work with offenders. This is currently negotiated on a daily 
rate. The PPO scheme is also looking at expanding provision so that offenders can 
also work on the neighbouring farm, to expand the range of opportunities. 
 
The Tickwood Project 
 
A fourth project is being developed as a partnership between The Greenwood Centre 
(a woodland charity based in Ironbridge) and the Probation Service. Under this 
scheme, The Greenwood Centre will provide a 12-week woodland skills course, 
operating from a site in Shropshire. 
 
6.4 Benefits of the land-based approach 
 
As many of these projects are in the early stages, there is limited formal evaluation 
material. What does exist, however, suggests that they do reduce offending, that 
have significant cost benefits. 
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It is also worth noting that the projects attract wide-ranging support. Supporters 
include: 
 
�  PPO Steering Groups, which recognise their contribution to the PPO strategy. 
 
�  Charities, which have invested funds in the projects, and recognise them as a 
means of giving effective support to disadvantaged people. 
 
�  Land-owners who have made land available at peppercorn rent in recognition of the 
therapeutic benefits of working on the land. 
 
�  PPOs and other offenders who have recognised the benefits of this approach in 
preventing and reducing re-offending. 
 
�  Members of the public (as evidenced by the response to the BBCs ‘Growing Out of 
Trouble’ series). 
 
Speaking at the NCFI National Conference in 2007, David Chantler, Chief Probation 
Officer for West Mercia gave strong support for the development of care farming 
following West Mercia Probation’s experience of working with Monty Don on the 
‘Growing out of Trouble’ Project: 
 
“The experience of this and other land-based schemes in West Mercia convinces me 
that the way ahead lies with re-integrating offenders within their local communities by 
valuing local skills and expertise that the community itself has to offer”.  
 
6.5 Opportunities of the land-based approach 
 
The schemes identified above, are particularly concerned with finding effective 
alternatives to custody and reducing re-offending. However, there are two areas of 
related work, which could add value to and expand the schemes and are worth 
exploring further: 
 
�  Care farming as an opportunity for rural diversific ation .  
 
There is growing interest in how Britain’s rural heritage can be used as a therapeutic 
resource. This is being driven nationally by the National Care Farming Initiative 
(NCFI UK) based at Harper Adams University College in Shropshire. It is also an 
area of particular interest to the Bulmer Foundation, based in Hereford, who have 
expressed an interest in working with one or more projects, to research and cost the 
benefits of this approach.  
 
�  Social enterprises .  
 
The Elgar project is based on a site where there are already social enterprises. It 
has been suggested that social enterprise could provide an exit strategy for the 
projects. YSS is developing a business plan to establish a food based social 
enterprise.  

 
6.6 Challenges facing projects 
 
Despite the support and potential however, none of the projects in West Mercia face 
secure futures. There are three common threats to the survival of the projects: 
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Funding 
 
Each of the projects is currently sparsely funded for the activity that it seeks to deliver 
and an on-going search for funding is a major task for the management groups. In 
addition, all of the projects rely on CDRP funding (Crime and Disorder Reduction 
Partnership). It is unclear whether any of them will receive funding from the 
partnership LAAs which come into force in April 2008. 
 
 
Management of the projects 
 
Because funding is sparse, the emphasis for the projects is on delivery and 
supporting offenders. Whilst this is clearly the priority, it means that: 
 
�  There is a danger of staff and partner organisations (particularly those in the 
Charitable sector) becoming overloaded. 
 
�  There is very little capacity to track individual progress and monitor outcomes. This 
then makes it difficult to make the case for continuing funding of these projects.  
 
Exit strategies 
 
The existing projects do an excellent job in stabilising offenders and reducing 
substance misuse. At the end of their formal involvement with the projects, however, 
many participants still need sustained support, to avoid relapsing into ingrained 
patterns of behaviour. Without this, there is a risk that the investment in the projects 
will be undermined. 
 
6.7 Finding a way forward for the projects 
 
A key decision in addressing the needs of these projects is in deciding how they 
should be viewed. Should the projects remain local and independent or is there a 
benefit in bring them together, to develop a West Mercia wide approach? 
 
The advantages of the existing local arrangements a re that: 
 
�  It is an inexpensive model of delivery – there are no central co-ordination costs. 
 
�  Partners can use local resources (e.g. woodland/farmland) and partnerships. 
 
�  Partners can develop a relationship with their Local Service Provider and work to 
meet local targets. 
 
The disadvantages are that: 
 
�  There is no capacity to share good practice and evaluate which approaches are the 
most effective. 
 
�  Working in isolation and with small numbers limits the impact of individual projects – 
this affects their ability to argue the case for funding this type of work.  
 
�  If projects are each applying to the same funding streams, they will duplicate and 
undermine one another.  
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If the projects were to be brought together, there needs to be consideration of: 
 
�  How this should be done - current provision is very diverse in terms of philosophy, 
operation and partners.  
 
�  Which body should take the lead? Possible options are: the PPO sub-group of the 
LCJB; The Probation Care Trust, YSS (making links with the ACCLAIM project). 
 
6.8 Options for funding the projects  
 
The main options for funding this type of work are: 
 
6.81 Core funding from Central Government 
 
This would be the ideal long-term funding arrangement, but there is currently, little 
prospect of attracting this. However, the work being carried out in West Mercia, does 
have the potential to be developed to influence future spending decisions at both 
regional and national level. 
 
6.82 Office for Criminal Justice Reform (OCJR) 
 
In April this year, the OCJR made funding available to set up a number of exemplar 
projects tackling social exclusion. It is possible that this scheme will be repeated. 
This could be used to set the West Mercia projects onto a stable footing and make 
the case for change. Nick O’Shea from the Social Exclusion Team is interested in the 
work taking place in West Mercia (particularly due to the partnership links in Section 
5). A meeting was arranged with Nick in December 2007.  
 
6.83 Local partnership funding/Local Area Agreement  (LAA) funding 
 
This will need to be the main source of funding in the long-term. In addition to 
contributions from project partners it is crucial to the survival of these projects that 
they are able to attract LAA funding.  
 
In order to do this, these projects will need to meet the priorities and targets of the 
LAAs which are currently being developed.  
 
The work of these projects needs to be brought to the attention of the Safer 
Communities Boards as a matter of urgency. Whilst this is being developed by the 4 
Local Strategic Partnerships, it may be that the Local Criminal Justice Board (LCJB) 
can highlight the importance of this work.  
 
6.84 European funding 
 
Trans-national lifelong learning programmes (e.g. Leonardo) are worth exploring. 
 
6.85 Charitable/lottery funding 
 
Each of the individual projects is connected with a Charity and has some capacity to 
apply for this funding. There are only a small number of funders for this work 
however, and projects will be competing with one another.  It would be more effective 
if the projects could develop a joint bid, led by one partner (the most likely leads 
would be the Probation Care Trust and YSS) – however, it is also acknowledged that 
this would increase costs.  
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There can be some confusion about the role of charitable and lottery funding. This 
type of funding is ideal for developing and stabilising projects, but will not provide a 
source of long term funding.  
  
6.86 Donations/Income 
 
Projects may be able to develop some income from sale of produce/goods etc. It may 
also be possible for a Charity, to encourage donations. These sources will be able to 
contribute to, rather than cover costs. The NCFI inform us that care farming projects 
in other parts of the UK are increasing their margin income from product through 
stating the social value of the product. Opportunities may exist to tie food produced 
through land based projects with local vegetable box suppliers, adding value to both 
parties. 
 
 
7. PPO Profiles  

 
Following are the profiles of two nominals who have participated in the Herefordshire 
PPO Scheme and have successfully attended the SHIFT Farming Project leading to 
positive effects on their behaviour and assisted them to not reoffend. To protect their 
identities, the PPOs will be known as PPO ‘W’ and PPO ‘A’ respectively. 
 
Each profile consists of a case study of the individuals’ offending history and 
progress as a PPO, as well as an estimate of the costs of that nominals’ offending 
behaviour before and after joining the scheme and having access to the care farming 
project. 
 
Most data and costs stated are a comparison of before and after each individual 
joined the PPO scheme. To ensure these ‘before’ and ‘after’ periods were 
comparable, the number of days each nominal was in the community and a 
participant on the PPO scheme was counted from the day they joined the PPO 
scheme to the time of writing (12 December 2007). An equivalent number of days 
were then counted back from the day before they became a PPO (i.e. they were not 
a PPO) and they were in the community. “In the community” was taken to be any day 
where they were not in prison/on remand, and therefore had the opportunity to 
offend. 
 
Using this system, the longer the PPO remains on the PPO Scheme, the more of 
their offending history before they became a PPO (and the costs of this) can be 
considered for comparison. 
 
Estimates of these costs have been drawn from the following sources: 
 
7.1 Calculation of conviction costs 
 
The number of convictions themselves were taken from Police National Computer 
(PNC) records and CRIMES, the local West Mercia Constabulary (WMC) Crime 
Recording System.  
 
Also included in the analysis were offences Taken into Consideration (TICs) and 
those detected to the nominal but where no further action was taken (DNFA) e.g. 
because the prosecution would not be in the public interest. 
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Costing figures have been taken from Home Office Online report 30/05 “The 
economic and social costs of crime against individuals and households 2003/4” and 
Home Office Research Study 217 “The economic and social costs of crime” and the 
figures contained in Appendix 1 of that publication. The costs used are the “Best” 
estimate on each occasion.  
 
Any crimes committed by offenders that were not giv en a costing in these 
reports will not have been counted, and so it is li kely this underestimates the 
true costs of their offending behaviour and any cha nges seen in it.   
 
Additionally, the costs given in these reports are now several years out of date 
and will likely have been significantly affected by  inflation and changes in 
market prices and judicial system processes. 
 
The above reports, where appropriate to the crime type, factoring the costs: 
 
�  In anticipation of crime: 
 
Defensive Expenditure 
Insurance Administration 
 
�  As a Consequence of Crime: 
 
Value of Property Stolen 
Property Damaged/Destroyed 
Property Recovered (and therefore deducted from overall offence cost) 
Lost Output (value of the output lost by employees taking time off work, and 
disruption to the workplace) 
Physical/Emotional Impact 
Victim Services (e.g. counselling) 
Health Services 
 
�  In Response to Crime: 
 
Police Activity 
Prosecution 
Magistrates Court 
Crown Court 
Jury Service 
Legal Aid 
Non-Legal Aid Defence 
Probation Service 
Prison Service 
Other CJS Costs 
Criminal Injuries Compensation Admin 
CJS Overhead 
 
Calculations for each offence were made using a spreadsheet kindly supplied by 
Staffordshire PPO Scheme. 
 
7.11 Arrests 
 
Records of arrests for each nominal were taken from CRIMES, therefore only 
represent arrests of that nominal in the West Mercia Constabulary Force area. An 
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estimated cost for each arrest could not be established, but obviously would 
potentially concern officer and custody staff time, custody facilities, conveyance to 
the custody suite etc.  
 
7.12 Court Appearances 
 
These were taken from PNC records. Costs for appearances in Court in England and 
Wales could not be established, however and would vary considerably based on the 
type of court and the plea of the defendant. 
 
7.13 Imprisonment 
 
Number of days spent in prison were reconstructed using records from PNC and 
therefore are an estimate only. Costs per prisoner per day for the appropriate 
category of facility were taken from Economic and Social Research Council, 
Organisational Performance – Criminal Justice (July 2007). Also to be considered are 
periods spent on remand which incurs a cost of £71 per prisoner per day. 
 
Costs for imprisonment are difficult to establish as although the term of imprisonment 
is available, the length of the sentence served is problematic to establish. On that 
basis, it has been assumed that each PPO served half of their sentence and this 
information has been used for the estimate. In terms of the category of prison where 
the sentence was served, it has been assumed that for prison, this was a Category B 
type of facility, and for Young Offender Institutions (YOI), this was a Male Closed 
YOI. 
 
7.2 Calculating the risk of reconviction 
 
Probation services use a system provided by the Home Office to assess the risk 
posed by an offender, known as OASys (Offender Assessment System). OASys 
identifies factors which have contributed to offending and forms the starting point for 
all work with offenders.  
 
New research from North America provides consistent indications that rates of 
reconviction can be reduced by addressing factors that place the offender at future 
risk. According to McGuire (1996) cited by the Home Office in OASys, these factors, 
often described as ‘criminogenic’, can be social or personal, have a causal or 
contributory role in offending acts and should be the target of intervention. 
 
OASys contains 12 sections that are numerically assessed and weighted to give an 
overall risk assessment for reconviction and to highlight areas requiring intervention. 
The maximum overall score possible (and consequently the highest risk of 
reconviction) is 168. 
 
OASys defines risk of reconviction as follows: 
 
Risk of Reconviction Overall score range 
High 100 and above 
Medium 41 - 99 
Low 40 and below 
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These assessed sections are: 
 
1. Offending information 
2. Analysis of offences 
3. Accommodation 
4. Education, training and employability 
5. Financial management and income 
6. Relationships 
7. Lifestyle and associates 
8. Drug misuse 
9. Alcohol misuse 
10. Emotional wellbeing 
11. Thinking and behaviour 
12. Attitudes 
   
The dates of OASys assessment do not mirror the start dates for commencement of 
the PPO scheme for ‘W’ and ‘A’, nor the dates that were used to produce the final 
figures. However, for this report. they do provide an indication of how OASys may be 
used in future reporting of effects of land-based PPO projects. The usefulness of 
OASys can be maximised if conducted immediately prior to PPOs joining the 
scheme. 
 
 
8. PPO Performance Summary – PPO ‘W’  
 
‘W’ has a conviction history dating back to 1996 (on WMC systems) and to 1989 on 
PNC for a variety of theft offences (including Dwelling Burglary, Non-Dwelling 
Burglary, and Theft from Motor Vehicle) as well as drug possession offences, and 
has spent long periods in prison. In total, there are some 75 offences for which he is 
the defendant/offender on the WMC CRIMES crime recording system, and 153 
convictions on PNC.  
 
‘W’ became a PPO on 02 October 2006 whilst serving time in prison – he was 
released into the community in early March 2007. Since that time, ‘W’ has not been 
convicted of any further offences, has been producing negative drug tests, and has 
co-operated with the PPO Scheme. 
 
Some estimates were calculated for the potential cost savings of ‘W’ ceasing or 
reducing their offending behaviour after joining the PPO Scheme.  
 
8.1 Conviction Costs 
 
The number of days ‘W’ has been on the PPO Scheme and in the community has 
been compared to an equivalent number of days before joining the PPO Scheme and 
whilst ‘W’ was in the community, and the numbers of convictions, TICs and DNFAs in 
each group of days identified. The number of days used to calculate these figures is 
282 for PPO ‘W’. 
 
No. of Offences before becoming a PPO: 14 (illustrated in Table 1, below) 
No. of Offences after becoming a PPO: 0 
 
As previously stated, the potential “cost saving” of this reduction in offences can be 
estimated using offence costs published in Home Office Online report 30/05 "The 
economic and social costs of crime against individuals and households 2003/4" and 
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Home Office Research Study 217 "The economic and social costs of crime" and the 
figures contained in Appendix 1 of that publication. The costs used are the "Best" 
estimate on each occasion. Any crimes committed by ‘W ‘that were not given a 
costing in that report will not have been counted, and so it is likely this 
underestimates the true costs of his offending behaviour and any changes seen in it. 
Only 5 of these 14 crimes were given a costing in the above reports and can be used 
in a “cost saving” estimate. 
 
The estimated cost of the 14 offences ‘W’ committed in the relevant period before 
joining the PPO scheme is £7061. As there have been no convictions in an 
equivalent period in the community since joining the PPO scheme, this is an 
estimated saving of £7061 to the local community . As time progresses and if ‘W’ 
continues to co-operate with the PPO scheme (and therefore does not return to 
previous offending behaviour), much larger cost savings can be anticipated as more 
past convictions can be considered when comparing convictions pre- and post- his 
PPO status. 
 
When examining ‘W’s PNC offending history back to 1989, of the 56 (out of 153) 
convictions (not including TICs and DNFAs) on PNC that could be considered for 
analysis using the costings featured in the above reports, ‘W’s offending history 
has had a total cost of £63,383.00 based on these 5 6 offences alone . 
 
8.11 Court costs 
 
As previously mentioned, costs for court appearances were unavailable. However, it 
is estimated that ‘W’ appeared in Magistrates Court on 4 occasions and at Crown 
Court on 1 occasion in the relevant 282 days before entry to the PPO scheme. In the 
same number of days after entry to the PPO scheme, they have made no court 
appearances. Obviously each appearance will attract costs. 
 
8.12 Arrest costs 
 
In the 282 days in the community before the subject joined the PPO scheme, ‘W’ was 
arrested 4 times. He has not been arrested in the equivalent period since joining the 
scheme. 
 
8.13 Imprisonment costs 
 
Based on PNC records, ‘W’ has served approximately 1055.28 days in Young 
Offender Institutions, based on an average month containing 30.42 days (365 days 
per year / 12 months). 
 
Half of this number of days multiplied by £79 (cost of Male closed YOI per day – 
taken from ESRC Society Today – Organisational Performance, Economic and 
Social Research Council, July 2007), gives an approximate cost of  £41,683.56 for 
time spent in YOI . 
 
‘W’ has also served approximately 3643.14 days in prison (assumed Category B). 
Half of this number of days multiplied by £57 (cost of Category B Prison per day - 
taken from ESRC Society Today – Organisational Performance, Economic and 
Social Research Council, July 2007), gives an approximate  cost of  £103,829.49 for 
time spent in prison . 
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8.2 Calculating risk of reconviction 
 
OASys assessment for PPO ‘W’ took place prior to starting the PPO scheme on 7th 
March 2005 and the most recent took place on 19th July 2007.  PPO ‘W’s weighted 
score fell from 115 to 85 over this period out of a maximum of 168 (an overall fall of 
14.86%). 
 
8.3 PPO ‘W’ current situation 
 

Since release from custody ‘W’ has taken part in a number of diversionary activities 
including the attendance at the SHIFT project in the county. ‘W’ attended the project 
along with other PPOs for two days a week, following consistent negative drug tests. 
Whilst at the project ‘W’ has gained a number of skills which will be of use beyond 
the PPO scheme and assist in his employability. The scheme has secured funding 
that obtained ‘W’ driving lessons and the associated theory and practical driving test 
again enhancing his employability. 
 
As part of his rehabilitation, ‘W’ took part in a Q and A session with newly appointed 
police officers and offered an eye opening and frank insight into the life of a Heroin 
and Crack addict. He informed the officers that at the height of his addiction he was 
spending £600 a day on Heroin and Crack Cocaine and that his offending ‘was out of 
control’ and ‘the police would catch (him) for 1 in 7 of the jobs that (he) had done’. On 
his own admission his inclusion on the PPO scheme has saved him and his family. 
Christmas 2007 was the first Christmas in 10 years he spent with his family and W 
well on the road to full time employment. 
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TABLE 1: Comparison of Offending for PPO ‘W’ in equivalent periods before and after joining 
the PPO scheme. Only offences marked with * were eligible for the cost analysis as these 
offences were considered in the Home Office Online report 30/05 “The economic and social 
costs of crime against individuals and households 2003/4” and Home Office Research Study 
217 “The economic and social costs of crime” and the figures contained in Appendix 1 of that 
publication. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Costs in Anticipation of 
Crime

Costs as a Consequence 
of Crime

Costs in Response to 
Crime

Costs in Anticipation of 
Crime

Costs as a Consequence 
of Crime

Costs in Response to 
Crime

£876.00 £3,795.00 £2,390.00 £0.00 £0.00 £0.00

Costs of Above Offences (marked with *) Before Trea tment

Theft in Dwelling Not Auto-Machine/Meter x 1 *
Attempt Theft from Shop/Store/Stall x 2

Cost of All Offences during Criminal History (where  costings available):

Theft from Shop/Store/Stall x 2 *
Make Off Without Payment x 2
Using Vehicle while Uninsured x 2

Total: £00.00Total: £7,061.00

PPO "W"

No. of Times Nominal Arrested in 282 Days Before En try onto the PPO Scheme 
and when in the Community

No. of Times Nominal Arrested in 282 Days After Ent ry onto the PPO Scheme 
and when in the Community

Total Offences: 0
Costs of Above Offences (marked with *) After Treat ment

Driving Otherwise than in accordance with a Licence x 2
Escape Lawful Custody x 1

~ ARRESTS ~

~ CONVICTIONS/DNFAs/TICs ~

Total Offences: 14

Convictions/DNFAs/TICs Resulting from Offences Comm itted in 282 Days as a 
Member of the PPO Scheme and when in the Community

No Offences

Convictions/DNFAs/TICs Resulting From Offences Comm itted in 282 Days 
Before Entry onto the PPO Scheme and when in the Co mmunity

Burglary Dwelling x 2 *

~ COURT APPEARANCES ~

Total Arrests: 4 Total Arrests: 0

Total Custody Costs: £145,513.05 approx
Young Offender Institute (assumed Male Closed YOI):  1055.28 Days/2 = 527.64 Days approx x £79 per day = £41,683.56
Imprisonment (assumed Cat B): 1863.57 Days/2 = 1821 .57 Days approx x £57 per day = £103,829.49

~ IMPRISONMENT ~

No. of Times Nominal Appeared in Court in 282 Days Before Entry onto the PPO 
Scheme

No. of Times Nominal Appeared in Court in 282 Days After Entry onto the PPO 
Scheme

Magistrates Court: 4 (and on one further occasion for sentencing) 
Crown Court: 1

Magistrates Court: 0
Crown Court: 0
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9. PPO Performance Summary – PPO ‘A’  
 
‘A’ has a conviction history dating back to 2001 (on PNC and WMC systems) for a 
variety of theft offences (including Non-Dwelling Burglary, and numerous vehicle 
crime offences such as Theft From, Theft of and Criminal Damage to Vehicles) and 
was released from a long prison sentence this year. In total, there are some 43 
offences for which he is the defendant/offender on the WMC CRIMES crime 
recording system, and 35 convictions recorded on PNC. 
 
‘A’ became a PPO on 06 June 2006 whilst serving time in prison – he was released 
into the community in February 2007. Since that time, ‘A’ has not been convicted of 
any further offences, and has co-operated with the PPO Scheme.  
 
Some estimates were calculated for the potential cost savings of ‘W’ ceasing or 
reducing their offending behaviour after joining the PPO scheme. 
 
9.1 Conviction costs 
 
The number of days ‘A’ has been on the PPO Scheme and in the community has 
been compared to an equivalent number of days before joining the PPO Scheme and 
whilst ‘A’ was in the community, and the numbers of convictions in each group of 
days identified. The number of days used to calculate these figures is 300 for PPO 
‘A’. 
 
No. of Offences before becoming a PPO: 35 (see Table 2, below) 
No. of Offences after becoming a PPO: 0 
 
The potential “cost saving” of this reduction in offences can be estimated using 
offence costs published in Home Office Online report 30/05 "The economic and 
social costs of crime against individuals and households 2003/4" and Home Office 
Research Study 217 "The economic and social costs of crime" and the figures 
contained in Appendix 1 of that publication. The costs used are the "Best" estimate 
on each occasion. Any crimes committed by ‘A ‘that were not given a costing in that 
report will not have been counted, and so it is likely this underestimates the true 
costs of his offending behaviour and any changes seen in it. Only 29 of these 35 
crimes were given a costing in the above reports and can be used in a “cost saving” 
estimate. 
 
The estimated cost of the aforementioned 29 offences ‘A’ committed in the relevant 
period before joining the PPO scheme is £40,680.00. As there have been no 
convictions in an equivalent period in the community since joining the PPO scheme, 
this is an estimated saving of £40,680.00 to the local communi ty. As time 
progresses and if A continues to co-operate with the PPO scheme (and therefore 
does not return to previous offending behaviour), larger cost savings can be 
anticipated as more past convictions can be considered when comparing convictions 
pre- and post- his PPO status. 
 
When examining ‘A’s PNC-only offending history back to 2001, of the 9 (out of 35) 
convictions (not including TICs and DNFAs) that could be considered for analysis 
using the costings featured in the above reports, A’s offending history has had a 
total cost of £14,534.00 based on these 9 offences alone . 
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9.11 Court costs 
 
It is estimated that ‘A’ appeared in Magistrates Court on 3 occasions and at Crown 
Court on 1 occasion (for sentencing) in the relevant 300 days before entry to the 
PPO scheme. In the same number of days after entry to the PPO scheme, they have 
made no court appearances. Obviously each appearance will attract a cost. 
 
9.12 Arrest costs 
 
In the 300 days in the community before the subject joined the PPO scheme, ‘A’ was 
arrested 4 times. He has not been arrested in the equivalent period since joining the 
scheme. 
 
9.13 Imprisonment costs 
 
Based on PNC records, ‘A’ has also served approximately 1581.84 days in prison 
(assumed Category B). Half of this number of days multiplied by £57 (cost of 
Category B Prison per day - taken from ESRC Society Today – Organisational 
Performance, Economic and Social Research Council, July 2007), gives an 
approximate  cost of  £45,082.44 for time spent in prison . 
 
9.2 Calculating risk of reconviction 
 
OASys assessment for PPO ‘A’ took place prior to starting the PPO scheme on 13th 
May 2005 and the most recent took place on 22nd May 2007.  PPO ‘W’s weighted 
score fell from 114 to 104 over this period out of a maximum of 168 (an overall fall of 
5.96%). 
 
9.3 PPO ‘A’ current situation 
 
Following his release from prison ‘A’ has taken part in diversionary activity at SHIFT 
in Herefordshire he now has skills that will be beneficial in the employment market. 
‘A’ has gained in self-confidence and says he is more comfortable about being with 
people in a work environment. ‘A’s offending was fuelled by alcohol, since his 
inclusion within the scheme he has seen the effects and benefits of being ‘dry’, the 
PPO scheme has obtained funding for driving lessons and the associated theory and 
practical test. ‘A’ is a keen footballer and with the support of the scheme has seen 
him represent local charity football team playing against ex-professional footballers in 
aid of Cancer Charities.  
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TABLE 2: Comparison of Offending for PPO ‘A’ in equivalent periods before and after joining 
the PPO scheme. Only offences marked with * were eligible for the cost analysis as these 
offences were considered in the Home Office Online report 30/05 “The economic and social 
costs of crime against individuals and households 2003/4” and Home Office Research Study 
217 “The economic and social costs of crime” and the figures contained in Appendix 1 of that 
publication. 
 

 
     
 
 
 
 
 
 
 
 
 
 
 
 

Costs in Anticipation of 
Crime

Costs as a Consequence 
of Crime

Costs in Response to 
Crime

Costs in Anticipation of 
Crime

Costs as a Consequence 
of Crime

Costs in Response to 
Crime

£11,272.00 £23,478.00 £5,930.00 £0.00 £0.00 £0.00

PPO "A"

~ CONVICTIONS/DNFAs/TICs ~
Convictions/DNFAs/TICs Resulting From Offences Comm itted in 300 Days 

Before Entry onto the PPO Scheme and when in the Co mmunity
Convictions/DNFAs/TICs Resulting from Offences Comm itted in 300 Days as a 

Member of the PPO Scheme and when in the Community
Attempt Theft From Motor Vehicle x 10 * No Offences
Theft From Motor Vehicle x 4 *

Total: £0.00

~ ARRESTS ~

Total Offences: 35 Total Offences: 0
Costs of Above Offences (marked with * ) Before Tre atment Costs of Above Offences (marked with * ) After Trea tment

No. of Times Nominal Arrested in 300 Days Before En try onto the PPO Scheme 
and when in the Community

No. of Times Nominal Arrested in 300 Days After Ent ry onto the PPO Scheme 
and when in the Community

Attempt Burglary Non Dwelling x 2
Theft of Motor Vehicle x 1 *
Attempt Theft of Motor Vehicle x 1 *
Taking Motor Vehicle without Consent of Owner (TWOC) x 1
Criminal Damage - Vehicle £5000 and Under x 3 *
Criminal Damage - Building Not Dwelling £5000 and under x 1 *
Attempt Theft from Auto Machine/Meter x 1 

Total: £40,680.00

Total Arrest Cost: Total Arrest Cost: 

~ COURT APPEARANCES ~
No. of Times Nominal Appeared in Court in 300 Days Before Entry onto the 

PPO Scheme
No. of Times Nominal Appeared in Court in 300 Days After Entry onto the PPO 

Scheme
Magistrates Court: 3 (and on 1 further occasion for varying sentence) Magistrates Court: 0
Crown Court: 1 (for sentence/varying sentence) Crown Court: 0

Cost of Appearances in Court Cost of Appearances in Court
Magistrates Court: £ Magistrates Court: £
Crown Court: £ Crown Court: £ 
Total Court Costs: Total Court Costs:

~ IMPRISONMENT ~
Total Custody Costs: £45,082.44 approx
Imprisonment (assumed Cat B): 1581.84 days/2 = 790. 92 x £57 = £45,082.44

Make Off Without Payment x 1
Breach of Community Rehabilitation Order x 1

Total Arrests: 0Total Arrests: 4

Burglary Non Dwelling x 9 *
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10. Review of Other Potential Areas of Savings/Bene fit not Covered in 
Costings  
 
A review of potential savings as a result of the scheme in whole or in part is limited 
by published contemporary research covering this area of Offender rehabilitation. It is 
recognised that there are many other secondary and tertiary benefits arising from a 
positive change in a PPOs offending behaviour to the PPO themselves, their family, 
friends and associates, as well as the wider community. These are set out below for 
consideration but are not an exhaustive list: 
 
Benefits for the community: 
 
·  Decreased fear of crime in the community  
·  Decreased losses from crime 
·  PPO no longer requires the support of the benefits system 
·  Aids the farmer financially and in terms of a link to the community  
·  Positive cash flow into the rural economy 
·  Lower in cost than a custodial sentence 
·  Increased diversity in the use of agricultural land 
·  Aids management of the rural environment 
·  Encourages safer communities 
 
Benefits for the individual: 
 
·  Greater self-confidence, self-worth and pride for the PPO 
·  Improvements in inter-personal skills 
·  PPO can offer increased support and a more positive role model for other family 

members and offspring. PPO W’s son showed improved behaviour during times 
that his father was in the community whilst on the PPO scheme compared to 
when he was in prison, and came to the attention of the Police much more rarely. 

·  Assists the individuals to enter or re-enter the employment market 
·  Participants gain skills and experience on one site 
·  Outdoor environment and physical work has health benefits for users 
·  Participants learn to work as part of a team and a sense of community is 

encouraged 
·  The diversionary activity breaks the offending cycle and that of other generations 

in the same family group 
·  Allows the individual to establish better connections with society 
·  Increases the environmental awareness of the individuals 

 
10.1 Tackling the Supply of Class ‘A’ Controlled Dr ugs. 
 
In considering the value of the PPO scheme whether financially or holistically, the 
impact on our collective ability to tackle Class ‘A’ drugs dealing as a crime type in it’s 
own right needs to be debated and understood. 
 
Within this report certain crime types have been allocated a ‘cost saving’. These 
estimates are based upon the Home Office Online report 30/05 ‘The economic and 
social costs of crime against individuals and households 2003.04’ and the Home 
Office research study 217 ‘The economic and social costs of crime’ and the figures 
contained in Appendix 1 of that publication. 
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There is no apparent mechanism by means of which similar costing can be 
apportioned to drugs supply offences/offenders. 
 
The link between drugs supply and acquisitive crime is widely debated and largely 
acknowledged. This area is worthy of further research, and would assist in identifying 
further potential savings to the community by the further reduction of crime. 
 
One study carried out by Bristol Community Safety and Drugs partnership on the 
extent to which offenders commit crime to support their addiction to class ‘A’ drugs 
identified that each of the top ten offenders studied, in order to support their annual 
drugs habit of £50,000 had to commit crime to ten times that value. 
 
Additionally by their nature those offenders responsible for the supply of Class ‘A’ 
drugs at ‘street level’ have chaotic lifestyles, the majority being drugs users and to a 
certain degree acquisitive criminals themselves. As criminals they have a lot to lose, 
are often difficult to bring to justice at all, and certainly not for the full degree of their 
criminality and are difficult to manage through drugs intervention alone. The 
Herefordshire PPO scheme has been extremely successful in tackling this type of 
offender in a sustainable manner. 
 
During 2003/04 a series of extensive covert policing operations were conducted in 
order to tackle Class ‘A’ drugs dealing networks in Hereford itself and Ross-on-Wye 
in the south of the county. 
 
Appended to this document are analytical charts, which outline the impact on 
acquisitive crime levels in the months following the operation. In essence, the 
acquisitive crime types generally considered to be associated with the supply of class 
‘A’ drugs, show sustained reductions of recorded crime in the region of 30%. These 
operations were conducted across a timescale of easily fifteen months, not taking 
into account case file preparation following operational deployments. The policing 
costs for these operations are conservatively estimated to be £250,000. 
 
 
One example in Herefordshire is that of PPO ‘C’ who has a long history of 
involvement in the supply of class ‘A’ drugs in Hereford. This individual has a total of 
52 convictions for 97 offences over an 11 year period and his criminal activities were 
having a significant impact on the local community. He had in fact been convicted 
and imprisoned during the aforementioned covert policing operations. Having served 
his custodial sentence he was nominated as a PPO, subjected to further pro-active 
targeting to address his criminality and again convicted and imprisoned.  
 
Offender ‘C’ subsequently wrote to the Police Officer of the PPO Scheme expressing 
a desire to engage with the scheme on his release from prison. An extract from this 
letter states: 
 
“I assure you there is nothing else I can think I w ant more than to get on with 
my life and put the last ten years behind me, with that in mind please have my 
assurance that I am going to put 110% effort into s uccessfully rehabilitating 
myself and will do whatever it takes to achieve thi s goal.” 
 
Following his release from prison in October 2006 he engaged with the PPO scheme 
and participated in the BODS/SHIFT farm project. Although this proved very 
beneficial to the PPO, he was unable to address his own addiction to class A drugs. 
Following a number of positive drug tests was recalled to prison in January 2007 and 
served the remainder of his sentence.  
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In April 2007 PPO ‘C’ was again released from prison and voluntarily engaged with 
the scheme. He is now drug free, leads a settled life with his partner and has secured 
full time employment. There is no current police intelligence to indicate that he has 
any involvement in the supply of class ‘A’ drugs or the commission of acquisitive 
crime. This example clearly demonstrates the longer term benefits of providing 
intensive supervision, interventions, diversionary activities to prolific offenders which 
will not only benefit the community but also undoubtedly show huge cost savings for 
the future. 
 
The importance of this particular case study is two fold. Firstly that it identifies an 
area for further research, namely to fully understand the potential financial and social 
impact costs of Class ‘A’ drugs dealing. Secondly and as importantly it identifies a 
real alternative method to resource intensive proactive policing operations to tackle 
such offenders. This has the benefit of reducing offending in a sustainable but 
arguably more cost-effective manner. (It is of course acknowledged that not all PPO's 
will engage positively and there will remain a place for robust targeted policing 
activity). For the community the PPO scheme provides a sustainable way to build 
upon proactive policing successes to keep recorded crime levels down. 

 
11. Review of Costs of Scheme  
 
·  Farm Attendance fees are £65 per person per day. 
 
·  Police Analytical Costs: Daily monitoring of new offence roles, intelligence and 

updating of the spreadsheets for monitoring PPO scheme performance takes 
around 30 minutes a week. Running of the PPO Matrix to aid selection of new 
PPOs and determine which individuals are suitable for removal from the scheme 
takes approximately 4 hours, once per month. This gives a total amount of 
analytical time provided to the PPO Department as approximately 74 hours per 
year, and at the current baseline level of analytical salary gives a cost per year of 
£944.98, or £78.75 per month. 

 
 
·  PPO Co-ordinator Costs: A PPO Co-ordinator is employed on a temporary full-

time basis (subject to available funding) to assist in the running of the scheme 
and co-ordination with partner agencies. The budgeted amount for this post is 
£39,880, which includes funds to cover the salary of the PPO Co-ordinator, 
vehicle, drug testing expenditure, incidental expenses for meetings, and 
employers’ National Insurance Contributions. 

 
·  PPO Police Officer Costs: In Herefordshire one experienced Detective Constable 

is dedicated to the scheme on a full time basis. Police officer salary including ‘on 
costs’ is £44,374 per annum.  

 
·  Dedicated Probation Officer Costs: In Herefordshire there are two experienced 

Probation Officers responsible for the management of PPO’s supported by 
Acclaim supervisory officers and administration staff. The Probation officers do 
not solely work with PPO’s in Herefordshire, but a larger number of PPO’s  could 
be managed if this were to be the case in the future through co-location of staff 
involved in the PPO scheme. Probation Officer salary ranges from £26,229 to 
£34,239 per annum. 

 
·  Drug Treatment Costs: In Herefordshire current figures indicate that the average 

annual cost of providing drug treatment including prescription to a PPO is £2000. 
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In addition the annual cost of support to the PPO through the Drug Intervention 
Programme is £1300.   

 
·  Fuel Costs: The conveyance of PPOs to the farm site would occur 2/3 times a 

week and is a distance of 24 miles for a return journey.  
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12. General Changes and Trends in Crime Figures sin ce PPO Scheme 
Inception  
 
Some recorded crime levels have been examined before and after the PPO Scheme 
began to establish if there has been any change in crime levels in the county which 
might potentially have been influenced by reduced offending of individuals on the 
PPO Scheme. All of the graphs below show offence levels between 01 October 2001 
and 30 September 2007, based on the Date First Committed of the offence. The 
PPO Scheme’s inception in the county was on 10 September 2004, therefore this 
shows approximately 3 months before and after the PPO scheme commenced in 
Herefordshire. 
 
12.1 All crime 
 
All crime across the division can be seen in the graph below to have decreased 
gradually across the 6-year period. When the periods 01 October 2001 – 30 
September 2004 were compared with an equivalent period 01 October 2004 to 30 
September 2007 (PPO Scheme started 10 September 2004), a 15.2% reduction in 
All Crime could be seen.  
 

 
 

Date of PPO Scheme 
Inception – 10 September 

2004 
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12.2 Burglary dwelling 
 

Burglary Dwelling: When the numbers of Burglary Dwelling offences were compared 
(01 October 2001 – 30 September 2004 Vs 01 October 2004 – 30 September 2007), 
levels of Burglary Dwelling offences were found to have decre ased by 
approximately 54.6% . Although this decrease cannot be entirely attributed to the 
PPO Scheme, the decreased offending behaviour by some of the individuals on the 
scheme will likely have assisted in this positive change. 
 

 
 

 
 
 
 
 
 
 
 
 

Date of PPO Scheme 
Inception – 10 September 

2004 
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12.3 Vehicle crime 
 
Similarly, vehicle crime has been examined to compare recorded crime levels before 
and after the PPO scheme operated. A general decline in offence levels can be seen. 
Comparing approximately 3 years data before and after the PPO scheme was 
initiated shows a 33.0% decrease in vehicle crime  levels between the two periods. 
Again, while this cannot be entirely attributed to the PPO scheme’s efforts, it may 
well be a factor in the falling offence levels illustrated here. 
 

 
 

 
 
 
 
 
 
 
 
 
 

Date of PPO Scheme 
Inception – 10 September 

2004 
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13. Conclusion  
 

This report only covers two PPOs who have successfully engaged with the scheme 
and in particular have benefited from the care farming initiative. However, even an 
approximated idea of the savings this change in their offending behaviour has given 
to the community, as well as the non-financial/quality of life benefits gives a 
suggestion as to the value of the care farming project and the impact it can have on 
the lives of prolific offenders. The costs of a life of prolific offending are considerable 
and so therefore are the savings from a positive change in behaviour.  
 
PPO ‘A’ and ‘W’ have shown that their combined past offence and imprisonment 
history has had an approximate cost of £268,512.44 . Comparing the reduction in 
offending only  in comparable periods before and after joining the PPO Scheme 
suggests a saving of £47,741 to the community for ‘A’ and ‘W’, in addition to their 
improved quality of life and skills gained. 
 
The calculated risk of reconviction for ‘A’ and ‘W’ is falling, as shown by their OASys 
reports. Unfortunately the reports used in this study do not have starting points 
immediately prior to engagement with the PPO scheme. Future study of the effects of 
the PPO scheme would benefit from this, combined with additional long-term 
reporting.   
 
As previously discussed, the PPO Matrix run monthly to aid PPO selection identifies 
approximately 150 offenders who could arguably all be considered to be PPOs, and 
who are having a detrimental effect on their communities. If initiatives such as care 
farming could be offered to them, then financial and non-financial benefits from 
successful rehabilitation in this area could be very substantial.  
 
The evidence presented here warrants further development of PPO pathfinder care 
farming projects and research, using West Mercia’s experience as best practice to 
replicate.  
 
Recommendations for UK Policy 
 
1. The experience of West Mercia’s PPO care farming initiative requires sharing 
across related responsible bodies across the UK. This is in order to provide 
supporting evidence to the embryonic numbers of land based initiatives already 
involved with this work and to stimulate further growth. 
 
2. Care farming needs to be placed within cross-departmental Government Policy to 
deliver successful and lasting responses to alleviate crime and facilitate 
rehabilitation. Care farming therefore needs to be included in delivery of core policy 
from the Home Office, Ministry of Justice, Department of Health, Department of Work 
and Pensions and the Department of Food and Rural Affairs. 
 
3. The current care farming initiatives in West Mercia require economic support. This 
is to provide financial security for projects and also on-going analysis to develop 
models that can provide blueprints for the rest of the UK. Experiences of projects 
moving from charitable status to social enterprises needs to be shared due to 
strategic importance of the current movement of government policy in favour of social 
enterprise. 
 
4. Specific research, details and experiences of other care farms from around the UK 
not included in this report, that offer services related to reducing criminal activity need 
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to be drawn together to give a full review of successful land based intervention 
practices. For example, introductory case studies of Willowdene Farm in Shropshire 
(drugs rehabilitation) and Carlshead Farm in West Yorkshire (intervention with 
excluded youth) are included in appendices.     
 
5. Academic social accountancy research along similar lines to that provided in this 
report needs to be delivered to gain clarity of the financial rewards of investment in 
care farming projects on a wider scale. The methodology used in this report of 
researching the costs of criminal activity in comparable time periods, combined with 
study of offender risk of reconviction should form the basis for future study in West 
Mercia as pathfinder for national dissemination.  
 
6. The success of care farm projects that deal with excluded youth also require in-
depth analysis in order to research evidence of further savings from interventions 
within younger age groups that may alleviate future numbers of PPOs. Care farms 
operating very successfully with this group include BODS in Herefordshire, Hill Holt 
Wood in Lincolnshire, The Amelia Trust near Cardiff and Highfields Happy Hens near 
Derby. 
 
7. The National Care Farming Initiative UK (NCFI) requires financial support to 
provide the resource hub to spread care farming throughout the UK. The NCFI can 
develop capacity to share good practice and guide research to evaluate which 
approaches are the most effective. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 38 

Appendices  
 

1. Costs of Crime from HORS 217 and Economic and So cial Costs of 
Crime report:  

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Category of Cost
 Burglary 
Dwelling 

 Burglary Non-
Dwelling 

 Theft of 
Vehicle 

 Theft From 
Vehicle 

 Attempted 
Theft 

 Criminal 
Damage 

 Criminal Damage - 
Commercial 

 Homicide 
 Common 
Assault 

 Serious 
Wounding 

 Other 
Wounding 

In Anticipation of Crime 398.00£     950.00£            916.00£     166.00£       86.00£        49.00£     360.00£                   374.00£            -£           2.00£             2.00£         
Defensive Expenditure 221.00£     900.00£            546.00£     116.00£       65.00£        13.00£     340.00£                   145.00£            -£           1.00£             1.00£         
Insurance Administration 177.00£     50.00£              370.00£     50.00£         21.00£        36.00£     20.00£                     229.00£            -£           1.00£             1.00£         

As a Consequence of Crime 1,732.00£  1,240.00£         3,022.00£  642.00£       360.00£      692.00£   470.00£                   1,314,362.00£  1,186.00£  7,075.00£      7,075.00£  
Value of Property Stolen 846.00£     1,200.00£         2,367.00£  240.00£       -£           -£        -£                         -£                 -£           -£              -£          
Property Damaged/Destroyed 187.00£     -£                  349.00£     126.00£       154.00£      212.00£   440.00£                   -£                 -£           -£              -£          
Property Recovered 22.00-£       -£                  542.00-£     11.00-£         -£           -£        -£                         -£                 -£           -£              -£          
Lost Output 64.00£       40.00£              47.00£       20.00£         11.00£        6.00£       30.00£                     451,110.00£     269.00£     1,166.00£      1,166.00£  
Physical / Emotional Impact 646.00£     -£                  800.00£     266.00£       194.00£      472.00£   -£                         860,380.00£     788.00£     4,554.00£      4,554.00£  
Victim Services 11.00£       -£                  1.00£         1.00£           1.00£          2.00£       -£                         2,102.00£         6.00£         7.00£             7.00£         
Health Services -£          -£                  -£          -£             -£           -£        -£                         770.00£            123.00£     1,348.00£      1,348.00£  

In Response to Crime 1,137.00£  482.00£            199.00£     50.00£         63.00£        125.00£   67.00£                     144,237.00£     256.00£     14,345.00£    978.00£     
Police Activity 576.00£     240.00£            81.00£       31.00£         17.00£        76.00£     30.00£                     14,910.00£       119.00£     5,917.00£      412.00£     
Prosecution 14.00£       8.00£                3.00£         1.00£           1.00£          1.00£       1.00£                       1,357.00£         11.00£       539.00£         38.00£       
Magistrates Court 14.00£       5.00£                2.00£         1.00£           -£           3.00£       1.00£                       362.00£            3.00£         144.00£         10.00£       
Crown Court 19.00£       10.00£              2.00£         1.00£           -£           2.00£       1.00£                       1,747.00£         14.00£       693.00£         48.00£       
Jury Service 4.00£         2.00£                -£          -£             -£           -£        -£                         233.00£            2.00£         93.00£           6.00£         
Legal Aid 34.00£       20.00£              9.00£         3.00£           2.00£          6.00£       2.00£                       2,919.00£         23.00£       1,158.00£      81.00£       
Non Legal-Aid Defence 24.00£       7.00£                3.00£         1.00£           1.00£          3.00£       1.00£                       1,478.00£         12.00£       586.00£         41.00£       
Probation Service 68.00£       20.00£              29.00£       6.00£           12.00£        3.00£       2.00£                       1,396.00£         16.00£       349.00£         59.00£       
Prison Service 309.00£     160.00£            63.00£       4.00£           29.00£        6.00£       9.00£                       114,457.00£     13.00£       2,731.00£      134.00£     
Other CJS Costs 31.00£       10.00£              1.00£         -£             -£           20.00£     20.00£                     3,572.00£         28.00£       1,418.00£      99.00£       
Criminal Injuries Compensation Admin -£          -£                  -£          -£             -£           -£        -£                         194.00£            2.00£         77.00£           5.00£         
CJS Overhead 44.00£       -£                  6.00£         2.00£           1.00£          5.00£       -£                         1,612.00£         13.00£       640.00£         45.00£       

Total Cost 3,267.00£  2,672.00£         4,137.00£  858.00£       509.00£      866.00£   897.00£                   1,458,973.00£  1,442.00£  21,422.00£    8,055.00£  

Burglary Vehicle Crime Criminal Damage Violence Against the Person
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2. Other Care Farm Projects Related to Criminal Jus tice  
 
2.1 Residential Drugs Rehabilitation 
 
Case Study: Willowdene Farm, Shropshire, West Merci a 

 
Willowdene aims to promote and encourage a purposef ul 

drug free lifestyle in a working society. 
 

Introduction 
 

Willowdene Farm is a family run 
residential rehabilitation and training 
centre established and registered in 
1988. Willowdene Farm is located in 
south Shropshire 8 miles south west of 
Bridgnorth and 13 miles north of 
Kidderminster. The farm consists of a 
family farm house, an extensive range 
of buildings with 80 acres of semi-
ancient woodland and 36 acres of 
pasture/arable land. 
 
 

Before commencing rehabilitation work, Willowdene had been a commercially 
successful pig farm. During its time as a pig farm John and Jenny Home were 
actively involved in church work and offered weekend/holiday accommodation to 
inner city children. As time progressed they became involved in a nearby 
rehabilitation centre and decided that there was more value in helping individuals 
from chaotic lifestyles than farming alone. 
 
Willowdene has three major areas of operation,  
1) Rehabilitation of men who have had a 
substance mis-use background,  
2) Land based training to those on the 
rehabilitation programme and surrounding 
communities.  
3) Farming and forestry activities.  
 
All of these activities fall within what we consider 
to be a holistic approach to Care Farming. 
 
Service provision 
 
Willowdene caters for male substance mis-users from across the United Kingdom 
(referred to as students) aged between 20 and 50 years of age the majority of which 
are classed as severe and often Willowdene is their final chance to live the life they 
were designed for.  
 



 40 

Willowdene is a residential unit and is open 365 days a year providing care and 
support. Willowdene offers a 39 week programme catering for up to 15 residents at 
any one time, all of the residents are offered an individual programme tailored for 
their specific needs. The majority of residents coming to Willowdene have often been 
to several other rehabilitation units, but have never succeeded. The holistic approach 
offered through Willowdene makes it a premier provider of rehabilitation in the United 
Kingdom. 
 
Students are referred from nationwide, with our main referral sources being:, 
Community Drug Teams, Primary Care Trusts, Mental Health Teams, CARAT Teams 
and Community Justice Intervention Programmes. 
 

Traditional activities since Willowdene’s 
conception in 1988 had focused around 
forestry, but in recent years we have re-
introduced livestock back onto the farm. 
Willowdene now runs 30 Suffolk / 
Charollais cross ewes and have 
recently begun developing a pedigree 
Blonde Aquitaine cattle herd.  
 
In addition there are several horses, 
ducks, and chickens. This has proved to 
be invaluable to the resident group and 

now forms a major part of the programme. A variety of crops are grown and 
Willowdene is working towards being sustainable in vegetables and animal feed. 
 
The woodland is registered with English Nature as a semi 
ancient woodland and the majority of which falls into the 
category of Site of Special Scientific Interest (SSSI). It is 
managed as a sustainable woodland and all management 
activities are undertaken by staff and students. All the 
agricultural land falls within DEFRA’s guidelines for good 
agricultural practice. 
 
Residents coming to Willowdene have usually lost everything; 
their health is often extremely poor, they have become 
disconnected with their families, unskilled and unable to make 
a fresh start on their own. Willowdene offers a therapeutic environment where they 
can transform their lives by dealing with the issues that brought about a substance 
mis-use problem. In addition each resident has the opportunity to gain up to 25 
nationally recognised qualifications, following which they are offered a full 
resettlement programme which ensures every resident leaves into employment and 
accommodation. 
 
Willowdene provides structured provision for care, rehabilitation, leisure, training and 
work experience. This approach has proved to be highly successful in fully 
rehabilitating its students. Daily activities are based around the work ethic and 
training. As students are trained in the various skills at Willowdene they are able to 
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use these in realistic practical situations which, preparing them for work through 
relevant work experience. 
 
Critical to the success of the 
programme is the structured 
therapeutic input that addresses the 
issues that caused the students to 
enter into a chaotic lifestyle. 
Students are actively involved in all 
of the farm forestry activities, from 
field cultivations, tree planting 
though to harvesting crops and tree 
felling.  Hay making is always an 
exciting time which brings all staff 
and students together, incorporating hard work, team building and of course good 
fun. 
 
All of the work and training based activities are carefully assessed to ensure all risks 
are minimised and managed. Willowdene has its own health and safety practitioner 
to ensure we provide a safe environment. 
 
Facilities 
 
All of the existing farm buildings have been 
converted into workshops and lecture rooms and 
complimented by modern purpose built teaching 
facilities to ensure Willowdene offers a range of 
qualifications and work experience. Some of the 
facilities available include a carpentry workshop, 
welding and engineering workshops, a 15 seat 
computer room, lecture rooms, and work and 
leisure facilities both inside and out. 

 
 
 

 
 
 
 
All of the services on offer at Willowdene are currently residential only although day 
care provision is being considered. There are many new challenges to face with day 
care and this is being reviewed to ensure that both residential and day care service 
would compliment each other whilst in a safe and structured environment. 
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Organisational structure 
 
Willowdene is a not-for-profit company limited by 
guarantee, with charitable objectives and although all 
of our residents are government funded, we rely on 
external training and grant funds to secure the on-
going running of the business.  
 
The farming side of the business breaks even, buts 
its therapeutic contribution is priceless. 
 
 
Willowdene was first established as a partnership between John and Jenny Home, 
but as the care farm grew and diversified, they experienced many obstacles under 
this company. Primarily insurance costs rose due to the diverse nature of activities 
and perceived risk of activities and training. 
 
Therefore in 2003 we revised and set up a Willowdene Farm group of companies. 
Willowdene Rehabilitation and Training were set up as not for profit companies 
limited by guarantee and Willowdene Resources was established in 2006 as a 
standard company.  By positioning the companies in the right sectors we were able 
to obtain different funding streams and our insurance costs reduced by 500%. The 
change in company structure has enabled Willowdene to move forward and expand, 
with the additional benefit of reducing its fixed costs. 
 
Willowdene has a diverse staff group, each contributing to their specialist field. There 
are seven full time staff, six part time staff, and three volunteers. Although there are 
three very different companies trading, the majority of staff float between all 
companies. Residents at Willowdene are unaware for which company they are 
involved with as they have joined the holistic Willowdene programme. 
 
The staff team possess a range of skills and qualifications to include, psychotherapy, 
counselling, teaching qualifications, farm, forestry, business management, 
engineering and key and basic skills tuition, but above all each staff member has a 
passion to help and care for men for whom society has rejected. 
 
Planning and development 
 
When Willowdene first applied for planning and change of use in 1987, there was 
huge opposition, both from the parish and district council. It took 18 months for 
planning finally to be granted. However, those in major opposition, soon realised that 
their fears were unfounded and as time progressed Willowdene soon became an 
important part of the local community. As Willowdene grew and required further 
developments, full support was given. In recent months Willowdene has been 
awarded a grant from the Department of Health for the erection of further buildings. 
The planning decision was unanimously in favour and we look forward to working 
with the local communities over the coming years. 
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The next phase of Willowdene is further expansion of its facilities. A new purpose 
built training and care centre is being erected which is due to be operational in late 
2008. This will provide training rooms, a leisure complex and self contained flats for 
independent living before leaving the programme.  
 

The farm will continue to develop its farming 
activities to provide a structured programme 
for students to be fully integrated. The 
therapeutic benefit of care farming is 
becoming increasing beneficial in 
transforming students  
 
 
 

 
Partnerships 
 
A key factor in Willowdene’s success is its joint working and collaboration with local 
and national organisations. Willowdene has strong working relationships with Job 
Centre Plus/Work Assist, Citizens Advice Bureau and the mobile library who all 
provide regular fortnightly visits. Students are able to access these services easily 
and it forms part of their support network after leaving the farm. Willowdene Training 
is a franchise partner of Walford and North Shropshire College. This enables revenue 
funding to contribute towards the cost of training the students, as well as enabling 
continual course diversification. Students also receive additional resettlement support 
from Shropshire County Training.  
 
There are also strong partnerships with the community, through the local village 
show committee. Staff and students are hugely involved in the pre and post show 
preparations which, providing students with a community feeling which many have 
never experienced before. 
 
Summary 
 
Willowdene offers a diverse range of rehabilitation, training and farming practices, 
culminating to offer a valuable holistic package to people who have suffered 
substance mis-use problems. Two of the major factors leading to its success must be 
the environment in which the residents are placed and the dedication of all the staff. 
Staff need to realise that Willowdene is a calling not just a job. 
 
Before coming to Willowdene, residents are often considered as the outcasts of 
society and many people believe their addiction was self inflicted. Through a 
structured approach to care farming individuals leaving the farm are not only drug 
free, highly skilled, but have sorted many of their life issues and are ready to the live 
the lives they were designed for. 
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Willowdene is proud to be part of the NCFI and strongly supports them in their goals 
of increasing awareness at government level. With increased awareness and 
relevant funding streams care farming can make a life changing and long lasting to 
difference to many peoples lives here in the UK.  
 

 
Willowdene - key facts 
 
Over the last four years Willowdene’s retention rate has been 35% over the national 
average. 
 
Of those who completed the Willowdene rehabilitation programme in 2006, 100% are 
drug free and 100% are in employment. 

 
2.2 Working with Excluded and Disaffected Youth 
 
Case Study: Carlshead Project, West Yorkshire  

 
Introduction 
 
Carlshead is an alternative educational training project, based on a working farm 
near Wetherby. Founded in 2004, the farm offers facilities for students aged between 
14 and 16 with a range of different needs, including learning or behavioural 
difficulties, those who are not attending school or are at risk. There is a strong 
emphasis on personal development.  
 
Carlshead offers students a broad curriculum that includes green woodwork, furniture 
making, art, cooking, tractor mechanics, restoration and driving, coarse fishing, small 
animal care, and an equine course that teaches the basics of horse care, stable 
management, psychology, and groundwork training of young horses. Students are 
also given the opportunity to ride at Hillcroft Riding Stables, which adjoins the farm.  
 
Students work in small group sizes towards accreditations from the Open College 
Network, and relevant section 96 courses. The courses we offer are mostly practical 
with a small amount of written and photographic evidencing. Tuition takes place 
within a complex of beautifully converted stone barns. 
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Carlshead staff and students learning to drive their Massey Ferguson 35 restoration project: 
“Students spend a year on the tractor mechanics course learning all about servicing, 
restoring and driving a diesel-engine tractor”. 
 
Site 
 

Carlshead Ltd: 
 “Located on a 500 acre mixed farm in a beautiful part of Lower Wharfedale, Yorkshire”. 
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Carlshead Farms comprise 500 acres of varied farmland, which is used for a variety 
of agricultural purposes. The farm is a family owned and run partnership that includes 
sheep farming, the growing of Short Rotation Coppice willow for renewable electricity 
and heat, eco office lets, and horse breeding. Some of the land is planted with arable 
crops, and a neighbouring farmer keeps cattle on the land. In addition, the farm is in 
a Countryside Stewardship Scheme, which involves high levels of wildlife 
conservation and the renewal of hedgerows and fences on the farm. The 
Stewardship Scheme has become an integral part of on-farm learning projects, 
allowing a hands-on approach to conservation. 
 
There are four woodlands on the farm and a derelict walled garden. Future 
educational projects will include woodland management and the restoration of the 
garden. Facilities that are directly related to Carlshead are located in the converted 
sheep barns.  

 
Sheep barns at Carlshead: 
“Converted into fully equipped workshops, classrooms, IT room, Art room, kitchen, canteen, 
office and toilets, all insulated with sheep’s wool and heated with a biomass boiler. Other 
facilities include the animal and horse care barn (fitted with stables, training arena and small 
animal housing), the fishing lakes and lodge, the woodland roundhouse for green 
woodworking, and the walled garden for horticulture”. 
 
Client Group 
 
Our students are referred to us by the Local Education Authority once they have 
been excluded or are at risk of exclusion from mainstream schools. They are 
generally within the 14-16 age range, split fairly evenly between male and female, 
with learning and/or behavioural difficulties. Some of the students may also be 
special needs. Students attend courses at Carlshead between one and five days a 
week, from 9.30am to 2.30pm. 
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Carlshead staff and students: 
“Perfecting their green 
woodworking in the woods”. 
 
 
 
 
 
 
 
 
 
 
 

 
Structure 
 
Carlshead is a not-for-profit company limited by guarantee. Its board comprises the 
four family members, which meets regularly to oversee the direction and 
management of the project. The farm buildings and land are owned and run by the 
same family members as a partnership. Relevant buildings and land are then rented 
to the care farm for a fair market rent (for example, the school buildings could have 
been rented for office space and are therefore rented at around £12sqft). We chose 
this particular structure because it gave us the freedom to develop a Care Farming 
business model, fully integrating the care farm with our farming business but at the 
same time avoiding management by committee while offering transparent financial 
motives and legal ring-fencing of the business. Carlshead Ltd is VAT registered as a 
training facility, it is NOT a school. This was vital if we were not to be at a 17.5% 
disadvantage as rent charged by the farm is VAT-able and comprises a large part of 
our expenses. 
 
Start Up 
 
Having taken inspiration from Hill Holt Wood, a Care Farming project in Lincolnshire, 
we set up an introductory seminar in January 2004 for interested parties. Education 
Leeds were immediately enthusiastic about our idea and wished to send the first 
students in September 2004. We investigated the possibilities of DEFRA funding 
through the Rural Enterprise Scheme (RES), but the time frame was too short for 
them and we decided to go it alone. The farm borrowed £450,000 from the bank with 
the business plan we had created (but no contract with Education Leeds), and 
started converting barns and building new livestock accommodation. We began our 
first courses from a portakabin in September as planned. In 2005 we were successful 
in getting a quick RES grant of £15,000 to help us finish the green oak cloistering of 
the school buildings and installing a 40kw Baxi Biomass boiler to heat the farmhouse 
and school. The project is entirely self-funding and has not (apart from the small RES 
grant) received any funding to help with start up. 
 
Courses 
 
We offer a range of courses, including animal care, horse care, riding and training, 
tractor restoration, servicing and driving, art, photography, web design, cooking, 
woodworking, horticulture and coarse fishing. All our courses are accredited through 
the Open College Network at level 1 (some level 2) to give the students GCSE 
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equivalent points. Many of our leavers go on to further education colleges such as 
Park Lane, Thomas Danby, Askham Bryan and the Doncaster Racing College. 
Group sizes are small to give a teacher to student ratio of 1:4, there is also a Mentor 
for every group of 4 students. 
 

“Students on our OCN Angling and 
the Environment course, supported 
by the Environment Agency”. 
 
 
 
 
 
 
 
 
Gaining confidence with horses: 

“We run 3 OCN accredited units on 
this course, plus a weekly session at 
the local riding school”. 
 
 
 
 
 
 
 
 
 
 
 

Developing 
skills: 
“Putting the 
finishing touches 
to a group 
woodland 
project”. 
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Staff and Mentors 
 
Our staff are carefully selected for their communication skills and job skills.  Most of 
our staff work on a part-time basis so that they can still continue their trades. They 
are for the most part not qualified teachers, but motivated self starters. For example, 
our mechanic works for us one day a week and runs his own mobile agricultural 
engineering company the rest of the week. This ensures the teaching experience is 
more akin to an apprenticeship than a classroom.  
 
The mentors are employed by Education Leeds and take responsibility for discipline 
and counselling. They also carry much of the paperwork burden normally associated 
with educational facilities, to leave us to do what we do best. Our staff file twice a 
term reports on each student, and are responsible for making sure each student 
achieves the qualifications intended. 
 
Policies and procedures 
 
Health and safety and risk assessments are the responsibility of Carlshead staff and 
management, but is overseen and facilitated by Mentor Services (Natwest/RBS). Our 
employment is also facilitated and overseen by Mentor, we get full legal advice and 
support from this excellent service (and peace of mind!). As a provider to Education 
Leeds, we also have a Child Protection Policy in place. 
 
The Future 
 
Care Farming has huge potential in the UK, especially for peri-urban farmers, but 
several important points must be addressed before we are going to persuade more 
farmers to do this. Care farming mostly hinges on some sort of agricultural activity 
(the means), to provide training or therapy (the end). To gain the support of farmers, 
the agricultural status of facilities used by the Care Farm must be retained - this will 
mean zero rating and full inheritance tax relief (both essential if this kind of business 
is going to thrive). 
 
Funding Care Farming is a nightmare! Probably a very commonly held view amongst 
NCFI members. We are expecting the Education Authority to fund our young people 
100%, is this fair? Many of our young people have serious health, social, and law and 
order problems as well as special educational needs (for which many have not 
received a Statement of Special Needs). Could the Health Service and Home Office 
not help with the cost? Could funding be centralised and standardised through our 
provider ( that sends us the young people and employs the mentors), it would free us 
from the burden of searching for funding for each student and leave us to do what we 
do best. 

 


