
The Challenge
The Probation Service works with 
offenders who represent varying 
degrees of risk and  challenge. The 
programs run, and interventions 
made, by the service are designed to 
meet standards set nationally, so 
there is a need for consistency and 
compliance in the way services are 
delivered. However, ensuring staff 
have access to the latest standards, 
practice guidance and supporting 
documentation was becoming 
increasingly difficult with paper-based 
systems. NYPA was clear that their 
ongoing success would be dependent 
on high levels of staff involvement in 
developing an effective process 
management system.

Motivation

Solution

The experience gained from 
developing PROMS have been of great 
interest to other Probation Areas, 
whoare now also evaluating the value 
of this web based resource. Control 
2007 has enabled the creation of a 
Process Management System for
NYPA, which is already delivering 
benefits in operational performance 
and staff engagement.

NYPA’s goal of fully documenting 
thirtytwo key processes in the first 
year was exceeded. In total forty 
processes were released to staff 
through PROMS within 18 months. As 
a true ‘one-stop shop’ for all 
processes, documents and guidelines, 
PROMS provides a consistent 
approach, enabling the induction and 
support of new staff and trainee 
Probation Officers, and will eventually 
help to drive further efficiency gains 
using process timing and activity 
based costing analysis. 

The Results

Future

’PROMS’ incorporates all the major Offender Management and Intervention 
processes along with support processes. The benefits are that the whole 
organization can now work in a standard way and we can identify efficiency 
savings. It will also encourage those who carry out tasks to give the whole 
organisation the benefit of their knowledge which can be more easily shared 
through the process map approach. Importantly it will help us develop our 
‘business edge’.

“

 Kevin Seed, Organisational Development Manager for NYPA

“
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Case Study

Summary

This case study describes how North Yorkshire Probation Area, one of the 42 
Probation Areas in England and Wales, used Nimbus Control 2007 to provide 
consistency and compliance in the way its services are delivered.  

Nimbus Control 2007 was chosen as 
it enables the creation of a central 
process operations manual that 
captures process maps and all the 
necessary supporting procedures 
and standards. Using Control 2007, 
NYPA could pull together agreed 
best practices and make those 
available to relevant staff across the 
8 offices in the area. This would 
deliver their vision of a 'one-stop 
shop' for all of NYPA’s process and 
performance information needs. 

NYPA formed a project team with the 
objective of creating a Process 
Management System (which they
called PROMS – PROcess Management 
System). A high-level process model 
was created in Control 2007. Thirty
two processes were identified as 
priorities for Year 1. A process 
manager from the Chief Officer’s team 
was nominated for each of these.  

NYPA used a simplified Process 
Capability and Maturity Model to 
establish target levels of process 
capability for the 32 priority processes. 
Process Managers and staff then took 
part in a series of live mapping 
workshops to capture and validate 
each of the priority processes. Each 
workshop typically involved 5-10 staff 
who represented a cross-section of 
people involved in each process and 
who could contribute to defining 
agreed good practice (in accordance 
with National Standards).  

created a ‘portal’ front-end for PROMS
which provided a user-friendly point of
access to the three main types of 
process: Managing Offenders (Courts, 
Offender Management and 
Interventions processes) Supporting 
the Business (HR, Finance, IT 
processes) Managing the Business (e.g. 
Planning and Governance processes). 
PROMS is now available for all staff 
simply via their web browser. It gives 
them access to process maps, 
document templates, performance 
data and all supporting documentation 
at local and national levels.     

It was important to launch PROMS 
with an effective communications 
program to ensure all staff became 
aware of the benefits. This included 
posters, flyers, briefings and a staff 
conference. To raise the profile a 
competition to design the PROMS logo 
was successful. The Project Team 
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