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Vision, purpose, aims &
values

Our VISIONN s to enhance confidence in the criminal justice system, to give hope

and bring justice to those wrongly convicted, and based on our experience to contribute to
reform of and improvements in the law.

Our p u I’pOse is to review possible miscarriages of justice in the criminal courts
of England, Wales and Northern Ireland and refer appropriate cases to the appeal courts.

Our overall aims areto:

Xinvestigate casesas quickly as possible and with thoroughness and care
Xwork constructively with our stakeholders and to the highest standards of quality

Xtreat applicants, and anyone affected by our work, with courtesy, respect and
consideration

Xpromote public understanding of the Commission’s role

We will realise our overall aims by the achievement of key strategic aims.

Our values

Xindependence
Xintegrity
Ximpatrtial ity
Xprofessionalism
Xaccountability
Xtransparency
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Background

Legal framework

The Criminal Cases Review Commission is the independentstatutory body that investigates
alleged miscarriages of justice in England, Wales and Northern Ireland.

The organisation was established as a body corporate on 1% January 1997 by the Criminal
Appeal Act 1995, and took over responsibility for reviewing possible miscarriages of justice
from the Home Office and the Northern Ireland Office from 31 *' March 1997.

The Commission’s r Ole

The Commission is a NonDepartmental Public Body (NDPB) funded by the Ministry of Justice .
It is concerned with alleged miscarriages o f justice and contributes to the delivery of the
overall aims and objectives for the Criminal Justice System. Specifically, t he Commission
contribute sto Public Service Agreement (PSA 24 as set out in the 2007 Comprehensive
Spending Reviewthrough its li nkage with Departmental Strategic Objective (DSO) 4 of the
Ministry of Justice “To ensure a more effective, transparent and responsive Criminal Justice
System for victims and the public ”:

Effectiveness and efficiency of the CJS in The Commission contributes to improving the

bringing offences to justice effectiveness of the criminal justice syst em by helping
to ensure that unsafe convictions are identified and safe
convictions are reaffirmed.

Public confidence in the fairness and The function of the Commission in referring cases to the

effectiveness of the CJS Court of Appeal in circumstances where there is a real
possibility that the Court will quash a conviction or
reduce a sentence helps build confidence in the criminal
justice system and helps to ensure that all parties,
including the accused, are dealt with fairly; and gives
reassurance to the public that justice has not miscarried
in the vast majority of cases.
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The organisation

The Commissioncurrently has 11 Commissioners including the Chair, who are appointed by
the Queen on the recommendation of the Prime Minist er. The Commission employs about 85
staff and is located in offices in Birmingham.

An appropriate organisational structure has been established to ensure that casework is
properly managed within a framework of the provision of adequate support services a nd
proper internal control and risk management. Executive management is entrustedtot wo
directors. The Director of Finance & IT is designated as the Principal Director and is also the
Accounting Officer :

The Commission is committed to high standards of corporate governance and follows
established practice and appropriate guidance. It has f ive standing committees: finance,
audit, HR, casework operations and remuneration, and t hree advisory groups: 1S legal
guidance and training .

Casewak is executed by a team of about 45 case reviewers supported by casework
administration staff and four Legal and Investigations Advisors. The casework process has
been designed to ensure the highest standards and consistency in the conduct of reviews ,
with review cases being divided into three streams according to complexity

Receive Check Categorise & ‘A’ cases ‘B’ cases ‘C’ cases
application eligibility obtain material l l l
No appeal & Place in Place in Place in
NO reviewable St queue queue queue
grounds cases

Review case Review case Review case

Stage 1 Case review
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Strategy

This section sets out our strategic aims, our method of delivery and timescales, the
influencing factors that could affect the achievement of our aims, and presents the rationale
behind our strategic focus.

Focus

The focus of the Commissioris strategy over the period of this plan is summarised as follows:

X Attempt to maintain  or improve performance in the face of reducing budgets
The indicative budgets for the r emainder of the current spending review period include
a year-on-year reduction of £100,000 per annum. This is a reduction in money terms;
taking inflation into account means that the real terms decrease  would be up to
£300,000 each yearuntil 2010/11 . The budget for 2011/12, in the absence of any firm
information, is forecast to remain static . The steps already taken to keep within these
reduced budgets have resulted in a reduction in caseworking staff and improvement in
performance. T he challenge for the period of the planisto at least maintain the
improvements which have been achieved over the past three years.

x Strive to reduce the time taken to complete cases
Although we have reduced the waiting times for cases before they are allocated for
review by a substantial margin, we are still finding that some cases tak e too long to
complete. We will concentrate our efforts over the next few years to further improve
our processes and monitoring so that cases are brought to the decision stage as early as
possible consistent with a thorough review.

x Strengthen the Commission’s governance
An important aspect of our future plans will be to recruit two non -executive directors
to provide an objective challenge and scrutiny of the Commission’s strategic decision
making. In addition, a Chief Executive will be recruited, whose task will be to  lead the
management of the organisation, develop a culture based on pace and performance
consistent with thoroughness, and strengthen stakeholder relationships across the
criminal justice system .

This focus is reflected in the detailed strategic aims within each of the main business areas.
Significant steps have already been taken to ensure that the Commission can live within its
reduced budget over the plan period. These ha ve included a recruitment freeze and staff

redundancies. Further planning relating to the structure of senior management and the case
review workforce will be undertaken by the newly appointed Chief Executive
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Strategic aims

n Casework

“To review ca ses efficiently and effectively, and with the minimum of delay consistent
with the circumstances of individual cases.”

This aim will be achieved by:

Xa clear management focus on performance and delivery

Xincreasing the efficiency of the casework process by the adoption of a policy of
continuous improvement, and specifically by:
o identifying and removing bottlenecks in our processes
0 keeping case reviewer portfolios under review
0 investigating the causes of long-running cases
o listening to applicants and their r epresentatives so that we can improve on the
service we deliver

Ximproving the effectiveness of the decision -making process by the continuing
development and implementation of best practice

Xdeveloping the quality assurance of single Commissioner decisions and taking
appropriate action in response to lesson slearned

Ximproving the management information available by exploiting and developing the
existing case tracking system, in particular to provide more information of the progress
of casesduring the main re view stage

Xkeeping legislative changes under review, and in particular making preparations for the
expansion of the Commission’s remit to cover courts -martial during this plan period

Xdeveloping knowledge management systems to assist in casework and to help identify
issues of law, practice and procedure of importance to the Criminal Justice system , and
to pass these to the appropriate bodies

0 Resources

“To ensure that the core activities of the Commission are supported by the appropriate
use of availab le resources, and that value for money is delivered.”

This aim will be achieved by:

Xensuring staff are retained by offering appropriate rewards and a good working
environment

Xensuring high quality case reviews by providing staff with appropriate training and
development

Ximplementing an appropriate staff appraisal system , designed to ensure that individual
objectives support the Commission’s overall objectives

Xproviding appropriate IT tools to assist in the caseworking process
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Xensuring IT systems are provided in the most cost -effective manner , in particular by
employing the most appropriate technology when the next major refresh of our IT
systems is carried out during the plan period

Xexploring ways of exploiting technology to improve casework processes

Xthe continued provision of good office accommodation , including reviewing options for
reducing costs as we approach the break points in our leases

Xensuring that financial resources are properly controlled and appropriately targeted to
help achieve the other s trategic aims in this plan

Xreviewing and monitoring our risk management framework

p Corporate matters

“To ensure that the Commission’s activities are properly planned and monitored, that it
achieves an appropriate  public profile, and that a positive ¢ ontribution to the criminal
justice system is made.”

This aim will be achieved by:

Xa firm commitment to equality and diversity
Xcontinuously monitoring performance against the business plan objectives

Xeffectively communicating the business plan objectives to staff, and relating th ose
objectives to their work and personal objectives

Xcontinuing to monitor performance using the management information reporting
package, including key performance indicators

Xcontinuing to develop a mutually beneficial and trusti ng relationship with the
Commission’s sponsor at all levels

Xcontinuing the prison awareness campaign to increase recognition of the Commission’s
work among potential applicants

Xmodernising and redesigning our website

Xdeveloping relations with our partners within the criminal justice system , with our
counterpart organisations in other jurisdictions and with other interested parties at
home and overseas

Xexploring opportunities for research on the casework data held by the Commission,
either by directly commis sioning work or allowing access by independent researchers
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Delivery

It is the intention to deliver all of the actions set out under the strategic aims above within
the period of this plan.

The detailed business plans for each year covering the period of this corporate plan will set
out specific measurable objectives linked to each of the strategic aims. Performance against
these objectives, and progress towards the strategic aims, will be reported in each year’s
annual report.

Influencing factors

Strategic aim n - Casework

Case intake

The Commission is a demandled organisation, and the number of applications received each
year has an important bearing on our ability to process those cases within an acceptable
timeframe .

The number of applic ations received fell in 2008/0 9 for the second year in succession. It is
difficult to discern a reason for this , and equally difficult to judge whether this may be the
beginning of a downward trend . Projections have been on the assumption that applicatio ns
will recover modestly over the plan period, and numbers estimated based on the long-term
trend:
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The forecast number of applications includes directions by the Court of Appeal which the
Commission deals with under section 15 of the Criminal Appeal Act 1995 and anticipated
applications under the extension to the Commission’s powers to courts -martial introduced by

the Armed Forces Act 2006.

#1220730

2009/10 2010/11 2011/12
New applications 933 963 998
Section 15 directions 12 12 12
Courts-martial 0 5 5
Total 945 980 1,015

Casework flows

Casework flows have been projected forward for the plan period b ased on the case intake
forecasts and projected staffi ng levels taking into account measures already taken to keep
within budget . The projection s are based on historic rates of case closure, and assume that
the mix of case categories will remain broadly unchanged from recent experience . No
account is taken of any adjustments to staff numbers or mix that may result from the review

to be undertaken by the newly appointed Chief Executive in the first year of the plan period.
Indications at present are that th ere may be room for a small increase in casework staff
numbers in the second part of the plan period, and consequently the casework flow

projections should be regarded as a worst case scenario. However, the projections still carry
a large degree of uncertainty, particularly in the lat er years of the plan.

It should be noted that Section 15 directions are dealt with as a priority, as they relate to
cases already before the Court of Appeal. Consequently, any increase in such directions will

absorb resource that would otherwise be used to review normal applications.

They also have

the effect of distorting the flow of cases into and out of the queues, effectively increasing

the age of the next case for allocation.
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#1220730
2009/10 2010/11 2011/12
Stage 1/Categorisation

Cases in queue/in progress b/f + 233 250 270
Case intake + 945 980 1,015
Cases closet - 619 637 674
Categorised for review / section 15 - 309 323 341
Cases in queue/in progress c/f = 250 270 270
Category A review
Cases waiting & under review b/f + 106 117 119
Passed from Categorisation + 125 130 137
Cases closel - 114 128 130
Cases waiting & under review c/f = 117 119 126
Category B review
Cases waiting & under review b/f + 170 186 209
Passed from Categorisation + 116 121 128
Cases closet - 100 98 87
Cases waiting & under review c/f = 186 209 250
Category C review
Cases waiting & under review b/f + 111 121 148
Passed from Categorisation + 58 61 64
Cases closet - 48 34 42
Cases waiting & under review c/f = 121 148 170
Section 15 directions
Cases waiting & under review b/f + 2 2 2
Passed from Categorisation + 10 11 11
Cases closet - 10 11 11
Cases waiting & under review c/f = 2 2 2
TOTAL
Intake 945 980 1,015
Cases closed 891 908 944

A key indicator of the Commission’s performance is that it close s at least as many, or more,
existing cases as it receives new cases, a measure referred to as ‘casework balance’. In
recent years the Commission has kept this balance positive (ie reduci ng existing lists and
waiting times) by introducing new and improved ways of doing business . In recent months the
Commission has seen an increase in the number of new cases received while the budgetary
constraints noted elsewhere mean that we cannot respo nd to increased demand simply by
increasing staff numbers.
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#1220730
Caseflow balance
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This means that if no further action were taken the n, on current trends, we would be
projectin g waiting times to rise as the rate of inflow of new cases exceeds the rate at  which
we are currently able to clear them. In practice, projections of future workload are just

that, projections. We cannot in fact be certain what future rates of inflow will be; what we

can be certain of is that the Commission will take all the steps it can to maintain or improve
its efficiency and effectiveness within the resources available. These measures include
streamlining our caseworking management arrangements and introducing a new staff
appraisal scheme, appointing a new Chief Executive and appointing Non-Executive Directors
to strengthen the Commission’s corporate governance and free up more Commissioner time
for casework.
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Strategic aim 0 - Resources

The financial resources available from the Commission’s sponsor department determine t he
particular mix of human resources the Commission may deploy, and the extent to which it

may invest in systems. Some investment is necessaryeach year for updating and renewing
equipment and software , and major investm ent is required periodically for te chnology refresh
programmes.

At the time of compiling this plan, the Commission had been provided with  firm budgets for
2009/ 10 and 2010/11. These two years are the final years of the Spending Review 2007
period, during which the Commission’s near-cash budgets have been reduced in money terms
by £100,000 in each year of the plan period. It is understood that similar reductions are being
experienced throughout the public sector. Onreasonable assumptions about inflation, t his
reduction is equivalent to a real-terms reduction of over £600,000 in the near -cash budget
over the spending review period (more than 8%2%). The Commission has realised a number of
efficiencies and economies in recent years to reduce its spending to keep within these
budgets whilst maintaining or improving performance . These have included a moratorium on
recruitment and a programme of staff reductions and rationalisation to try  to ensure that the
Commission can operate within its budget in the final year of the spending review peri  od.
The final elements of these economies will be put in place during 2009/10.

The third year of this plan represents the first year of the next spending review, and no
information is yet available on the likely budget settlement for 2011/12. In the fol lowing
table, which shows the Commission's costs for the plan period and how these relate to the
indicative budgets allocated to it , the same budget amount has been notionally included for
2011/12 as the previous year. This will result in an overspend, bu t until some indication of
future budgets have been received it is not appropriate to plan for further cost reductions.

Table A - expenditure

#1198358

[£K] [ 2009/10 | 2010/11 | 2011/12 |
Pay costs 4,358 4,532 4,625
Non-pay costs 1,974 1,942 2,032
Under/(over)-spend 262 (13) (196)
Total near-cash costs 6,594 6,461 6,461
Depreciation 186 236 240
Cost of capital (156) (150) (155)
BBA pension provision 420 425 425
Dllapidations provision 26 27 27
Under/(over)-spend (86) (158) (157)
Total non-cash costs 390 380 380
Total resource budget 6,984 6,841 6,841
Capital expenditure 353 205 26
Under/(over)-spend - - -
Total capital costs 353 205 26
TOTAL 7,337 7,046 6,867
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The strategy adopted in previous years of freezing recruitment to ensure that staff costs  were
contained with a view to remaining within budget in the final year of the spending review

period necessarily resulted in underspends in the intervening years. P lans are being
developed to utilise the budget underspend in 200 9/ 10 to augment our caseworking capability
on a short-term basis, and to complete projects which will improve our effectiveness in future
years.

Non-cash costs showconsistent overspends throughout the period . It is not possible to take
action to reduce these, and this issue will need to be addressed with the sponsor unit.

The indicative budget s for 2009/ 10 and 2010/11 provide for capital expenditure at our
planned level. This includes a major renewal of our IT assets over a 2 year period as our
existing equipment becomes obsolescent and we need to upgrade from software versions
which are no longer supported.

Projected staff numbers are given in Table B below. These include the Chief Executive,
expected to be appointed during 2009/10.

Table B —staff numbers

#1198358

2009/10
Start Finish | Average Start Finish | Average Start Finish | Average

Commissioners

Number (headcount) 11 11 11 11 11 11.33 11 11 11

FTE 9.2 9.2 9.2 9.2 9.2 9.43 9.2 9.2 9.2
CRMs and Caseworkers

Number (headcount) 44 39 40.25 39 39 39 39 39 39

FTE 40.54 35.54 36.79 35.54 35.54 35.54 35.54 35.54 35.54
Casework admin staff

Number (headcount) 14 15 14.75 15 15 15 15 15 15

FTE 13.65 14.65 14.4 14.65 14.65 14.65 14.65 14.65 14.65
Other casework staff

Number (headcount) 10 10 9.83 10 10 10 10 10 10

FTE 9.6 9.6 9.43 9.6 9.6 9.6 9.6 9.6 9.6
Total casework staff

Number (headcount) 79 75 75.83 75 75 75.3 75 75 75.0

FTE 73.0 69.0 69.8 69.0 69.0 69.2 69.0 69.0 69.0
Admin and executive staff

Number (headcount) 16 18 16.83 18 18 18 18 18 18

FTE 14.31 16.31 15.14 16.31 16.31 16.31 16.31 16.31 16.31
TOTAL

Number (headcount) 95 93 92.66 93 93 93.3 93 93 93.0

FTE 87.3 85.3 84.96 85.3 85.3 85.53 85.3 85.3 85.3

These staff numbers have been used for budgeting purposes, but one of the first tasks of the
Chief Executive will be to review the senior management and staffing structure of the
Commission, and deliver savings that can be recycled into front line case re view staff. The
staffing profile in 2010/11 and 2011/12 may therefore be subject to change.
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Strategic focus

Reductions in the Commission’s budgets, and the corresponding reductions in case review
staff through a long -standing recruitment freeze and as a result of an active programme of
staff reductions , will inevitably challenge the Commission’s ability to handle its caseload.
The Commission will nevertheless concentrate its efforts on maintaining the casework
position if at all possible.

The appointment of a Chief Executive, together with the planned appointment of two Non -
Executive Directors, will strengthen the governance of the Commission . These new
appointment s will provide a fresh and objective challenge and scrutiny to the Commission’s
decision making.
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