
Bangor University

MASTERS BY RESEARCH

Checkpoint Cymru: A process evaluation of the introduction of a custody suite
diversion scheme in North Wales

Pritchard, Danielle

Award date:
2022

Awarding institution:
Bangor University

Link to publication

General rights
Copyright and moral rights for the publications made accessible in the public portal are retained by the authors and/or other copyright owners
and it is a condition of accessing publications that users recognise and abide by the legal requirements associated with these rights.

            • Users may download and print one copy of any publication from the public portal for the purpose of private study or research.
            • You may not further distribute the material or use it for any profit-making activity or commercial gain
            • You may freely distribute the URL identifying the publication in the public portal ?

Take down policy
If you believe that this document breaches copyright please contact us providing details, and we will remove access to the work immediately
and investigate your claim.

Download date: 23. May. 2023

https://research.bangor.ac.uk/portal/en/theses/checkpoint-cymru-a-process-evaluation-of-the-introduction-of-a-custody-suite-diversion-scheme-in-north-wales(289cb004-9f18-478f-8ac6-8cd2eac0f8bf).html


Bangor University

MASTERS BY RESEARCH

Checkpoint Cymru: A process evaluation of the introduction of a custody suite
diversion scheme in North Wales

Pritchard, Danielle

Award date:
2022

Link to publication

General rights
Copyright and moral rights for the publications made accessible in the public portal are retained by the authors and/or other copyright owners
and it is a condition of accessing publications that users recognise and abide by the legal requirements associated with these rights.

            • Users may download and print one copy of any publication from the public portal for the purpose of private study or research.
            • You may not further distribute the material or use it for any profit-making activity or commercial gain
            • You may freely distribute the URL identifying the publication in the public portal ?

Take down policy
If you believe that this document breaches copyright please contact us providing details, and we will remove access to the work immediately
and investigate your claim.

Download date: 11. Apr. 2022

https://research.bangor.ac.uk/portal/en/theses/checkpoint-cymru-a-process-evaluation-of-the-introduction-of-a-custody-suite-diversion-scheme-in-north-wales(289cb004-9f18-478f-8ac6-8cd2eac0f8bf).html


 

 

 

 

 

 

 

 

 

 

Checkpoint Cymru: A process evaluation of the 

introduction of a custody suite diversion scheme in 

North Wales 

 

 

March 2021 

This summary has been produced by Danielle Pritchard, MA 

by Research student 

School of History, Philosophy and Social Sciences, Bangor 

University 

Word count: 46324 

 

 

 

 



1 

 

Declaration  

 

I hereby declare that this thesis is the result of my own investigations, except where otherwise 

stated. All other sources are acknowledged by bibliographic references. This work has not 

previously been accepted in substance for any degree and is not being concurrently submitted 

in candidature for any degree unless, as agreed by the University, for approved dual awards. 

 

 

Signed:D.Pritchard 

Date: 01.01.2022 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



2 

 

Acknowledgements 

I would like to thank Prof. Martina Feilzer and Prof. Stefan Machura for their 

guidance throughout this project. I would also like to thank NWP, the PCC and the navigators 

working for Checkpoint Cymru for their participation in this project. 

As a young, single mother, it is important that I dedicate my thesis to my daughter 

Hallie (age four). From the day she was born, she has inspired me to push myself in order to 

give her the life she deserves and in order to show her we can always surpass expectation.  

I would also like to dedicate this thesis to my granddad, Edward Terrance Pritchard, 

who has hugely supported my academic career. Thank you for all your support. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  



3 

 

Contents 

Abstract .......................................................................................................................................................... 7 

Background .................................................................................................................................... 7 

Method ........................................................................................................................................... 7 

Results ............................................................................................................................................ 7 

Conclusion: ..................................................................................................................................... 7 

Limitations ..................................................................................................................................... 7 

Introduction ..................................................................................................................................................... 8 

The research ................................................................................................................................... 9 

What is Checkpoint? .................................................................................................................... 11 

Literature review .......................................................................................................................................... 14 

Improving Identification of vulnerable people: The Guidelines .................................................... 16 

Low level, vulnerable and eligible offenders ................................................................................. 18 

Out of Court Disposals ................................................................................................................. 21 

What is an OOCD? ..................................................................................................... 21 

How out of court disposals influenced police custody diversion ............................... 22 

General diversion: What is it? ...................................................................................................... 24 

Police Custody diversion schemes in the UK: what do we know? ................................................. 27 

Part two ........................................................................................................................................................ 31 

The Challenges associated with Partnership projects ................................................................... 31 

Recommendations ........................................................................................................................ 32 

The replication crisis .................................................................................................................... 36 

Methods Section ........................................................................................................................................... 39 

Pre covid methodology ................................................................................................................. 39 

Original research design ............................................................................................................... 40 

Data source one: Observation approach ....................................................................................... 40 

Research position for Observation ................................................................................................ 42 

Recording the observation data .................................................................................................... 43 

Reporting the Observation data: a narrative approach ................................................................ 45 

Data source two: The interviews ................................................................................................... 46 

Original Interview protocol: face to face interviews ..................................................................... 48 

Analysing the interview data ........................................................................................................ 49 

Data source three: Quantitative data ............................................................................................ 50 

What was achieved from the original plan? .................................................................................. 51 



4 

 

What had to change and why? ...................................................................................................... 52 

Exact procedure for remote interview data collection ................................................................... 54 

Analysing and reporting the interview data .................................................................................. 54 

Insufficient data collection ............................................................................................................ 55 

What next? ................................................................................................................................... 56 

Participants .................................................................................................................................. 56 

Ethical considerations ................................................................................................................... 57 

Results and Discussion ................................................................................................................................. 58 

Observation: narrative analysis .................................................................................................... 59 

Training ....................................................................................................................................... 59 

Recommendation: ....................................................................................................... 60 

Implementation and structure (prelaunch): Delays, job roles and early tensions .......................... 60 

Post launch observation: referral, location, promotion ................................................................. 61 

Recommendation: ....................................................................................................... 62 

Referral issues, Checkpoint Casework and shifting criteria.......................................................... 62 

Recommendation: ....................................................................................................... 64 

Governance .................................................................................................................................. 64 

Navigator experience .................................................................................................................... 65 

Recommendation: ....................................................................................................... 66 

Meetings: informal and formal ..................................................................................................... 66 

Thematic analysis ......................................................................................................................................... 68 

Theme 1: Professional Feedback................................................................................................... 69 

Subtheme 1: Initial perception .................................................................................... 69 

Perceived Client Benefit ............................................................................................. 72 

Subtheme 2: Checkpoint the ‘hard option’ ................................................................................... 80 

A ‘harder option’ ........................................................................................................ 80 

Restorative Justice ...................................................................................................... 83 

Subtheme 3: Reoffending .............................................................................................................. 84 

The Majority ............................................................................................................... 84 

The Minority ............................................................................................................... 85 

Subtheme 4: Professional experience at Checkpoint ..................................................................... 90 

Job satisfaction ............................................................................................................ 90 

Satisfaction.................................................................................................................. 90 



5 

 

Dissatisfaction ............................................................................................................. 92 

Subtheme 5: Professional Rapport ............................................................................................... 93 

Navigator Rapport ....................................................................................................... 94 

Rapport with Management .......................................................................................... 95 

Partnership rapport .................................................................................................... 101 

Power Imbalance ....................................................................................................... 102 

Management perspective on Rapport ........................................................................ 104 

Theme 2: structural issues .......................................................................................................... 107 

Subtheme 1: Poor structured training ....................................................................... 107 

Subtheme 2: Lack of structure .................................................................................. 108 

Subtheme 3: Low awareness ..................................................................................... 110 

Theme 3: Practical barriers ........................................................................................................ 114 

Subtheme 1: Barriers to referral ................................................................................ 115 

Subtheme 2: Intervention Concerns ........................................................................................... 121 

Theme 4: Improvements ............................................................................................................. 126 

Subtheme 1: Navigator Perspective .......................................................................... 126 

Managers Perspective ............................................................................................... 127 

Concluding Remarks .................................................................................................................................. 132 

What happens now? .................................................................................................................................... 140 

Post implementation evaluation .................................................................................................. 140 

Fidelity ....................................................................................................................................... 140 

Implementation fidelity .............................................................................................................. 141 

Recruitment ................................................................................................................................ 141 

Training ..................................................................................................................................... 142 

Reach .......................................................................................................................................... 143 

Consistency ................................................................................................................................. 144 

Amendments ............................................................................................................................... 145 

Theoretical fidelity ..................................................................................................................... 146 

A wider discussion ....................................................................................................................................... 148 

Checkpoint Cymru and Checkpoint Durham ............................................................................. 148 

Replication crisis ........................................................................................................................ 150 

Limitations.................................................................................................................................................. 151 

Coronavirus Pandemic ................................................................................................................................. 155 

Bibliography ................................................................................................................................................ 157 



6 

 

Appendix ..................................................................................................................................................... 217 

Appendix A: Ethical approval ....................................................................................................... 217 

Appendix B: Consent sheet .......................................................................................................... 218 

Appendix C: Information Sheet .................................................................................................... 220 

Appendix D: Interview schedule ................................................................................................... 221 

Appendix E. Example of coded transcripts (anonymised and broken down for anonymity purposes)

 ................................................................................................................................................... 225 

Appendix F: Debrief sheet ............................................................................................................ 227 

Appendix G: Thematic maps 1,2,3 and 4. ...................................................................................... 228 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



7 

 

Abstract 
 

Background: The evidence demonstrates the need to study diversion from policy 

custody. For clarity, police custody diversion is a process where offenders are diverted away 

from being charged or prosecuted and receive support to diminish the risk of recidivism.  

Method: The original plan was to conduct a process evaluation of the implementation 

of Checkpoint Cymru using a mixed methods design. Due to the coronavirus pandemic, it 

was not possible to achieve the original aims and objectives. A new plan was implemented, 

and the researcher evaluated the implementation process through the experience of those 

facilitating, managing, and advising Checkpoint Cymru.  

Results: The results from the research project indicated Checkpoint Cymru had a 

positive impact on recidivism and life change from a professional view. However, this was 

overshadowed by the navigator’s frustrations and several organizational issues posing risk to 

employee wellbeing, the long-term success of the scheme and requiring attention. The wider 

findings relate most to the impacts of organizational conflict, the importance of effective 

communication and several take-home lessons for future research. 

Conclusion: This thesis offers an honest and rare insight to the complexities of 

conducting research between two major organizations during a global pandemic. It 

demonstrates how things can go wrong when a partnership is fractured with minimal desire to 

acknowledge and deal with identified barriers.  

Limitations: Methodological limitations inhibited the project achieving its initial aims 

and objectives. However, this was not detrimental to the project. In fact, this gave the 

researcher more scope to explore professional experience, producing important findings 

which otherwise may have remained undisclosed.  

 



8 

 

 

 

Introduction 
 

This thesis reports on a fascinating research project conducting a process evaluation 

of Checkpoint Cymru, a diversion scheme to support vulnerable offenders and remove them 

from police custody in North Wales. The research adopted an inductive approach and was 

conducted without expectation or hypothesis. Instead, the research had one objective, to 

evaluate checkpoint from as many viewpoints as possible and to let the raw data determine 

the research focus. Although the pandemic caused several elements to change, the original 

objective was achieved, and the finished article offers a rare and candid account of the 

professional’s experience of Checkpoint Cymru. Particularly, the barriers to implementation 

and the complex partnership between North Wales Police and the PCC. The purpose of this 

thesis is two tailed. On one hand the primary objective is to present the findings from the 

research project as intended but on the other, it aims to provide an independent place for 

some important truths to be heard. The aim is not to place blame on either organisation nor to 

aggravate already fractured relationships, but to encourage all involved to acknowledge 

wrongdoings and take the necessary steps to improve practise and diminish the risks posed to 

employee wellbeing and the longevity of a very promising scheme.  

It begins with the original aims and objectives of the research project along with a 

summary of how the coronavirus pandemic changed the course of the project. This is 

important to clarify what was intended, what had to change and why. Next, there is a brief 

introduction to the diversion scheme evaluated in the research project to clearly outline what 

it is, who it is for and how it came to be operationalized in North Wales. Next, there is a 

review of the most relevant literature to demonstrate the project in a wider research context. 
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This review is split into two halves. Part one focuses on the empirical evidence and the need 

to shift away from formal sentencing structures and towards police custody diversion 

schemes and part two focuses on some prevalent research barriers affecting research in this 

domain. Once complete, the researcher’s rationale behind the methodology is depicted 

alongside a detailed explanation about how covid-19 inhibited the original plan. Once 

complete, the findings from the project will be presented and discussed against the literature 

and later summarized in several concluding remarks. These remarks will depict the wider 

project findings along with the researcher’s recommendations moving forward.  

The research 
 

In 2019, an independent research student from Bangor University was chosen by 

North Wales Police to evaluate the implementation process. This process was intended to 

take one year, starting in October 2019, and ending October 2020. The researcher was tasked 

with two primary duties. The first was to observe the implementation of Checkpoint Cymru 

and provide regular feedback to North Wales Police (NWP) and The Police and Crime 

Commissioners Office (PCC) regarding any issues, barriers, or concerns to implementation. 

The second duty was to evaluate the implementation of Checkpoint Cymru and present the 

research findings in a thesis at the end of the first year. In return, the researcher was paid via 

a stipend and received a Master of Research degree in Criminology and Criminal Justice 

under scholarship from Bangor University.  

The researcher was able to plan and execute the project as they saw fit. The initial aim 

was to approach the project without hypothesis and/or expectation. Instead, using an 

inductive approach to allow the data determine the research focus. The researcher chose this 

approach for two reasons: 1) to reduce the risk of external influence and/or organisational 

bias, 2) to allow the research approach to evolve as and when required (Soiferman, 2010). 

Next the researcher chose to use a mixed methods approach. The aim was to combine 
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qualitative and quantitative data to evaluate checkpoint from different viewpoints (Kumar, 

2018). For the qualitative data, the researcher planned to collect observation and interview 

data. The plan was to start with observation and use the early findings to inform the PCC and 

NWP of any issues, barriers and/or concerns surrounding implementation. Next, the plan was 

to conduct a series of interviews, starting with the professionals most involved with 

Checkpoint and rippling out to explore the experience of less involved professionals, service 

users and if time permitted, victims and/or families. In theory, this approach would enable a 

panoramic view of Checkpoint at different stages of implementation (Jewitt, 2012). To 

collect quantitative data, the plan was for the researcher to attend the police headquarters 

and/or research facility and access police data to monitor referral and evaluate the impact of 

Checkpoint Cymru on recidivism rates.  

However, in March 2020, the coronavirus situation changed the course of the project 

and the research was unable to access data and achieve the original aims and objectives. All 

face-to-face research activity had to cease with immediate effect and only virtual and/or 

remote research could resume for the foreseeable future. The researcher had to decide 

whether to abandon the project or merely re-design it. Fortunately, the researcher had 

collected five months of rich observation data before the covid outbreak. Moreover, the 

researcher had already completed one face-to-face interview and this data was rich. However, 

alone, this data was not sufficient for a Master of Research Project. To proceed, the 

researcher had to consider alternative methods to generate new data and complete the project 

on time. Since quantitative analysis was no longer an option, the researcher decided to change 

the design to a qualitative approach. The new plan was to use the pre-existing observational 

data for context and to continue the interview process remotely. There is a full depiction of 

this later in the methodology section, but it is summarized here for clarity since this change 

enabled the project to survive.  
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The next section includes an introduction to the police custody diversion scheme 

evaluated in the research project. This section is important because it describes its prior use 

and success which encouraged its introduction in North Wales. Most of the information was 

collated from Gillian Porters paper “A Protocol and Experimental Trial: The Checkpoint 

Desistance Programme in Durham” (2015) since this is one of few available sources 

reviewing the initial trials.   

What is Checkpoint?  
 

Checkpoint was first introduced in 2015 and was created by a team of researchers 

from Cambridge University. Their objective was to conduct a radical policing experiment to 

see whether an alternative to formal prosecution could limit crime (Porter, 2016). Broadly 

speaking, Checkpoint was created on the premise of out of court disposals and offender 

management principles. More specifically, it is a four-month police custody diversion scheme 

which aims to address the underlying causes of offender behaviour such as mental health 

issues, adverse childhood experiences and substance misuse and/or abuse. The voluntary 

scheme uses a legally binding contract as means to deter clients from reoffending. Based on 

theories of deterrence and desistence, the contract includes several conditions tailored to meet 

the needs of the individual offender, their victim and/or society. In signing the contract, the 

offender agrees to complete the project adhering to the contract conditions and without 

reoffending. If the offender fails to adhere to the contract conditions, they are prosecuted in 

the traditional way. For those who complete Checkpoint successfully, they can bypass 

traditional prosecution. Subsequently, avoid a criminal record and have a second chance to 

live a better life away from the ramifications of crime. 

In 2015, researchers from Cambridge University approached Durham Constabulary 

with aim trial Checkpoint under their authority. Durham Constabulary agreed to be the first 

force to operationalise Checkpoint. More than 2000 offenders from Durham and Darlington 
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agreed to take part in the initial trials. After two years, initial analysis found 90% of 

Checkpoint clients had successfully completed the programme without reoffending. Further, 

checkpoint clients demonstrated significantly lower recidivism rates (13.9%) than 

comparable out of court disposal cohorts. The early findings saw Checkpoint depicted as the 

most promising deferred prosecution scheme England had seen in a long time. In 2019, 

Durham Constabulary won the prestigious global Goldstein award for problem solving in 

policing and this influenced several different Constabularies to try and implement replicate 

schemes.  

In 2019, North Wales Police and The Office of the Police and Crime Commissioner 

joined forces to launch a version of Checkpoint in North Wales. They coined their version 

Checkpoint Cymru and aimed to offer support to offenders in both the Welsh and English 

language. North Wales Police employed nine specialist navigators to prepare, coordinate and 

deliver the Checkpoint contracts. A representative from the PCC was chosen to line manage 

the navigators and an Inspector from North Wales Police was employed to monitor and 

advise the implementation process. As North Wales is quite large, the plan was to introduce 

the scheme in three areas: St Asaph, Llay, and Caernarfon. To be eligible for Checkpoint 

Cymru, the offender must live local to the scheme and be over the age of 18. They must also 

be suitable for an out of court disposal and must not be subject to a court order or be on 

police or court bail. 

Checkpoint Cymru also demands an admission of guilt and a sufficient level of 

evidence to proceed with traditional prosecution if needs must. Key decision makers are 

responsible for the identification of eligible offenders. Usually, this is the professional 

providing the first point of contact following the offence. In most cases, decision makers are 

police officers and/or custodial sergeants employed by North Wales Police. The decision to 

refer to Checkpoint exists at the professional’s discretion. Subsequently, referral depends on 
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the decision makers knowledge of Checkpoint, the eligibility criteria, and the referral process. 

After a referral is made, it must be accepted by the line manager from the PCC. Once 

approved, the line manager allocates the case to a specialist ‘navigator’ who meets with the 

offender to draw up the Checkpoint contract. The navigator uses a carefully designed 

assessment tool to identify the criminogenic needs of each offender. At the end of the 

assessment, the navigator must review the answers to identify the most appropriate pathway 

for intervention and support. Once the assessment is complete, female offenders are referred 

to an external organization called Women’s Pathfinders as a matter of routine. The specialist 

organization was commissioned by North Wales Police in 2014 and it provides tailored 

support to women in the criminal justice system. Male clients remain under the care of 

Checkpoint and it is the navigator’s duty to monitor their progress until the end of the 

contract. If a client reaches the end of the contract without reoffending, they are discharged 

without further action. If they fail to complete, the client receives the original charge for the 

offence.  

The next section includes a literature review to put the project in its wider context. As 

previously explained, the literature review is split into two halves and is comprised of the 

most relevant empirical evidence. Part one focuses on the need to shift away from formal 

arrest, charge, and prosecution and towards police custody diversion where the needs of 

offenders can be addressed. It goes on to explore the current evidence base for police custody 

diversion schemes to highlight what seems effective and ineffective with regards to 

diminishing recidivism, harm reduction and victim satisfaction. Conversely, part two is brief 

but addresses some research barriers related to custody diversion research and between 

organization work. Reviewing this literature is not only an important part of the researcher’s 

preparation but will also be useful to reflect upon during the post implementation evaluation. 
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Literature review 
 

This literature review starts broadly with the reason diversion was introduced. In 

2018, Her Majesty’s Inspectorate of Constabulary proposed a national mental health crisis, 

stating police bodies were having to support mentally vulnerable individuals more than they 

should. The Constabulary declared officers were overwhelmed and overstretched by “a 

broken mental health system” that fails to support those in need before they deteriorate and 

become a danger to themselves and/or commit a minor crime (Charette, Crocker, & 

Billette, 2014). They stated forces are unable to respond proportionately and appropriately to 

vulnerable individuals in crisis and in most cases, they are arrested, remanded in custody, and 

criminalized unnecessarily (McKinnon, Thomas, Noga & Senior, 2016). Subsequently, 

they’re problems only expand, and they fail to receive the support they need. In the United 

Kingdom, the number of interactions between the police and those in crisis has risen by 41% 

in the last five years, with an estimated 40% of incidents involving a mental health element 

(Bird & Shemilt, 2019; Livingston, 2016; Home Affairs Select Committee, 2015). The 

estimated economic cost of arresting, convicting and/or supervising people with mental 

health issues in the criminal justice system amounts to £1.6 billion criminal justice per year 

(Corner, Jones, & Honeyman, 2007). Arguably a disproportionate cost to pay for those who 

would better benefit from early intervention.  

Several years prior (in 2009), Bradley published an incredibly influential report that 

looked at how people with mental health problems and/or special educational needs were 

dealt with in the criminal justice system (Home Affairs Select Committee, 2015). In the 

report he made a total of 82 recommendations to improve police interactions with vulnerable 

individuals (Lord Bradley, 2009; Prison Reform Trust, 2021; Durcan, Saunders, Gadsby & 

Hazard, 2014). The recommendation most relevant to this thesis being, the need for officers 

https://onlinelibrary.wiley.com/doi/full/10.1002/cbm.2112#cbm2112-bib-0007
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC6850079/#cbm2112-bib-0032
https://onlinelibrary.wiley.com/doi/full/10.1002/cbm.2112#cbm2112-bib-0024
https://onlinelibrary.wiley.com/doi/full/10.1002/cbm.2112#cbm2112-bib-0009
https://onlinelibrary.wiley.com/doi/full/10.1002/cbm.2112#cbm2112-bib-0024
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to identify and divert low level/vulnerable offenders away from arrest, formal sentencing, and 

police custody and instead, towards assessment and treatment services. 

Of course, the ability to divert offenders away from the criminal justice system 

depends upon the severity of the crime committed and the perceived degree of risk 

(DeMatteo, LaDuke, Locklair & Heilbrun, 2013). If appropriate, Bradley proposed pre arrest 

diversion could be used as an alternative to formal disposal to improve access to mental 

health support, reduce recidivism and save money (Heilbrun et al, 2012; Kane, Evans & 

Shokraneh, 2018). Interestingly, The Prison Reform Trust and the government accepted most 

of Bradley’s recommendations (78 to be exact) and committed £50 million to a development 

programme to prioritise the evolution and introduction of diversion schemes (Durcan, 

Saunders, Gadsby and Hazard, 2014; Prison Reform Trust, 2021). However, as you may 

expect, there is little evidence to suggest Bradley’s recommendations have influenced actual 

police practice (Birmingham, Awonogun & Ryland, 2018). In fact, research suggests 39% of 

custody suites in Wales and England are occupied by vulnerable individuals suffering from a 

mental health issues and/or learning difficulties (Royal college of Psychiatrists, 2020; 

Committee on the Science of Changing Behavioural Health Social Norms; Board on 

Behavioural, Cognitive, and Sensory Sciences, 2016; HIMC, 2015). That is despite 

knowledge of the negative impacts on their health and wellbeing (HIMC, 2015). 

 If that was not concerning enough, an investigation by HMIC (2015) reported several 

inconsistencies in procedure and practice in police custody (both between and within forces), 

suggesting vulnerable adults had been subject to “poor treatment”. The report stated custodial 

officers had removed clothing and used restraints (body belts or handcuffs) on vulnerable 

individuals as means to reduce harm and risk to the detainees. That is despite guidelines 

stating such restraints should only be used for individuals acting with violent intentions and 

should not be used on those experiencing mental distress (College of Policing, 2013). After 

https://onlinelibrary.wiley.com/doi/full/10.1002/cbm.2112#cbm2112-bib-0013
https://onlinelibrary.wiley.com/doi/full/10.1002/cbm.2112#cbm2112-bib-0023
https://onlinelibrary.wiley.com/doi/full/10.1002/cbm.2112#cbm2112-bib-0028
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all, studies suggest misusing this equipment exasperates a detainee’s mental state and in 

severe cases, this can be and has been fatal (Equality and Human Rights Commission, 2015). 

Understandably, this report encouraged policy makers and governing officials to revisit 

Bradley’s recommendations to improve the identification of vulnerable individuals prior to 

arrest, with aim to divert them away from the criminal justice system and towards support 

(Disley et al, 2016; Disley & Liddle, 2016).  

The next section starts with the recommendations for identifying vulnerable people 

for diversion and the associated barriers. It then looks at the target demographic for 

Checkpoint Cymru. This is important to demonstrate how people should be identified for 

Checkpoint Cymru and who the clients are likely to be.  

Improving Identification of vulnerable people: The Guidelines 
 

Guidelines state police officers are responsible for the identification of vulnerable 

and/or eligible offenders (The Home Office, 2009). When a vulnerable adult is correctly 

identified by decision maker two responses could be considered appropriate. Should an 

individual meet the criteria set by the Mental Health Act 1983, a section II can be used as a 

community resolution, to divert a vulnerable individual into hospital admission (Department 

of Health, 2021). Where the individual falls short of the criteria, custody diversion presents as 

the most appropriate response to access support. However, the available literature suggests 

the identification and referral to diversion schemes is often inhibited by decision makers 

negative perceptions of diversion schemes.  

One early study found professionals working in the criminal justice system (chief 

probation officers, clerks to justices, managers of mental health units and purchasers of 

mental health services) felt negatively towards diversion schemes because of poor transport 

arrangements, difficulties in hospital admissions and an overdependence on key people 
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(Blumenthal & Wessley, 1992). A more recent study found professionals felt custody 

diversion schemes were “positive in theory” but less effective in practice due to the 

increasing demand for them and resource limitations (Tyrrell, Bond, Manning & Dogaru, 

2017). Another study by Meijer (2017) found professionals felt more negatively towards 

diversion schemes if they had worked in the criminal justice system for a longer period, 

demonstrating a resistance to move away from formal prosecution and punishment (Meijer, 

2017). Arguably, this is because many of those working within this sector begin with the 

intention to punish those who commit crimes (Maculan & Gil Gil, 2020; Disley et al, 2016). 

CPS also voiced their scepticism of custody diversion schemes due to an adverse net 

monetary effect and fear of financial loss (Disley et al, 2016). The implementation of the 

National Model (2014) can be used to demonstrate the scale of this impact for CPS, as the 

number of cases diverted away from the criminal justice system and towards custody 

diversion schemes almost doubled per 1,000 arrests (Disley et al, 2016; Durcan, Saunders, 

Gadsby & Hazard, 2014). This resulted in a significant decrease in the demand for court use 

and an increased risk court closure. However, in attempt to avoid damage to the criminal 

justice system and courts, diversion schemes incorporate legal binding contracts, whereby an 

offender is redirected through postal requisition, should they fail to meet the demands of the 

agreement. Professional perceptions of diversion are important to consider in relation to the 

implementation of Checkpoint, for professional resistance towards the program seems likely 

and it may create a barrier to referral. 

In the next section, the literature is used to review the target demographic. With aim 

to demonstrate the type of offender officers eligible for referral.  
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Low level, vulnerable and eligible offenders 
 

For clarity, to be eligible for Checkpoint Cymru an offender must meet the following 

criteria: 

1.           The offender must be over 18 

2.           The offender must live in North Wales 

3.           The offence must have taken place within North Wales 

4.           The offence must be suitable for an out of court disposal 

5.           The offender must not be subject to a court order or be on bail 

6.           There must be an admission of guilt or sufficient evidence to charge 

7.           The subject must agree to participate. 

Besides the above criteria, there is limited amount of information about the type of 

offender Checkpoint targets. Further, in general, there also a limited amount of research 

which has specifically explored first time and/or low-level offenders as most research focuses 

on severe criminality post sanction (Clark et al, 2016; Duwe, 2017; Cullen. Johnson and 

Nagin, 2011). Due to this, it is a relatively ambiguous domain and most of what we know 

comes from out of court disposals and prearrest diversion studies. 

In most cases, out of court and prearrest diversion cohorts are made up of first-time 

offenders. A first-time offender is someone with no previous convictions who enters the 

criminal justice system as an adult (Prison Reform Trust, 2019; Motz et al, 2019). In most 

cases, this type of offender poses minimal risk to society and their crime was most likely 

unplanned. Rather, their offence is likely the by-product of poor decision making or a “one 

off” influenced by alcohol, substance misuse and/or strong emotion. If provided with an 

opportunity, first time offenders are likely to demonstrate remorse for their crime, take 
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responsibility and are unlikely to offend again (GOV, 2015). Still, if arrested, these offenders 

are criminalised, charged, and/or likely to receive a criminal record for their crime. Many 

consider this to be a disproportionate response to the crime, as criminal convictions change 

the direction of offender’s lives by limiting life and job opportunities (Polaschek, 2012). 

Police custody diversion schemes were created with these individuals in mind and aim to 

offer them a second chance to learn from their mistakes, change their behaviour and lead a 

life without the ramifications of a criminal record. 

Alternatively, some guidance permits the use of out of court disposal for low-level, 

habitual offenders, if proportionate to the crime (Dadashazar, 2017). This type of offender is 

likely to have a different set of needs to the average first time offender and their delinquency 

most likely started in adolescence as a by-product of trauma and/or adverse childhood 

experiences. To be clear, adverse childhood experiences include (but are not exclusive to) 

physical, sexual, and emotional abuse, neglect, and household dysfunction. Developmental 

research suggests the impact of childhood adversity on the brain’s development and how 

trauma is associated with a higher resting level of proactive and reactive criminal thinking 

alongside impulsive decision-making. Studies suggest this is often a stress response fuelled 

by heightened cortisol levels which means these individuals live in a state of fear or threat, 

causing them to act in aggressive and/or antisocial ways. Because of this, they are considered 

more vulnerable to mental health issues, substance misuse disorders and less likely to have 

access to support and intervention. Subsequently, they are more likely to engage in a 

criminality as a by-product of their life circumstances and/or dependencies.  

Studies have found these low level, habitual offenders account for much of the ‘repeat 

business’ in police stations and courts, but often fall in the gaps between services. In most 

cases, their individual needs fall below individual service thresholds, particularly those of 

secondary mental health care. Left unsupported, their difficulties can often escalate leading 
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them to a succession of episodes in and out of the criminal justice system building up 

significant additional costs for the public purse. Checkpoint aims to offer low-level habitual 

offenders the rare opportunity for life change, to access support, intervention and have the 

chance to address previous trauma which otherwise would main unaddressed. Although it is 

unclear how many first time and/or habitual offenders will be accepted on Checkpoint 

Cymru, it is probable both types of offenders will be referred to the scheme.  

However, the evaluation of The National Liaison and Diversion model (2014) could 

be used to gauge a possible proportion of offender type and need. For example, in the trial 

phase, most people referred to the scheme had committed theft, public order offences, 

violence against a person and/or a sexual offence. This is an interesting finding as sexual 

offences are not considered eligible for an out of court disposal and/or Checkpoint Cymru. 

Although, studies suggest ineligible cases often slip through the net at officers’ discretion. 

Nonetheless, they also found some interesting data about the needs of those referred. They 

found 90% of people referred had at least one vulnerability, three quarters (71%) had a 

mental health need, over half (52%) had experienced substance and/or alcohol misuse and 

26% reported having no previous contact with support services. Additionally, they found 

people with substance use vulnerabilities were most likely to decline referral and/or 

intervention.  

The next section takes a closer look at Out of Court disposals as they were an 

important stepping-stone to police custody diversion. After this, there is a review of prearrest 

diversion and police custody diversion schemes, to demonstrate the knowledge of what works 

and what doesn’t, pre–Checkpoint Cymru.    
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Out of Court Disposals 
 

This section is split into two halves. It begins with a summary of what an out of court 

disposal is and how it is operationalized in practice. The second half explores the limitations 

of Out of Court Disposals and these challenges influenced the decision to introduce police 

custody diversion schemes in Wales. 

What is an OOCD?  
 

Out of Court disposals were introduced as an alternative to prosecution (Ames, 

Antonio, Hitchcock & Webster, 2018; Neyroud, 2018). They were intended to benefit police 

practice by simplifying decision making and improving the flow of information and 

transparency, to provide the best overall service to the public (Glen, 2017). They were also 

intended to create a gateway to criminal courts to ensure the right cases were sent to court 

and the less serious cases could be managed effectively away from court, constituting the 

most appropriate disposal for the offence, offender, and victim (CPS, 2017; Ministry of 

Justice, 2020). The introduction of OOCDs was accepted by Governments and 

Constabulary’s as a cost efficient, proportionate, and effective response to low-level 

offending (Gibson, 2021). Traditionally, there are six types of OOCDs available: community 

resolutions; cannabis/khat warnings; Fixed Penalty Notices; Penalty Notices for Disorder; 

simple cautions; and conditional cautions (National Police Chief’s Council, 2017). However, 

in 2015, the Ministry of Justice, College of Policing and National Police Chiefs’ Council 

(NPCC) developed a new two-tier system to replace and/or simplify the current model 

(NPCC, 2018). The two-tiered approach retained fixed penalty notices but limited the other 

options to a community resolution (for less serious offending/offenders with limited 

offending histories) and a conditional caution (for more serious offending/offenders with 

more significant offending histories) (Ames, Antonio, Hitchcock, & Webster, 2018). Along 
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with this simplified framework, both disposals allowed the police to attach rehabilitative 

conditions and involve the victim in decision-making. The aim of this was to support 

vulnerable people in society through providing ‘rehabilitative opportunities to offenders to 

turn their life around at the earliest opportunity’ (NPCC, 2018).  

Further, it was intended as a solution to help manage cases without requiring the cost 

of court time (NPCC, 2018). The new framework was not mandatory and the NPCC 

encouraged police forces to implement it at their convenience and when it was operationally 

viable for them to do so (NPCC, 2018). In 2020 it was adopted by 11 forces, North Wales 

Police included. A review of the framework suggested professionals preferred the simplified 

framework, victims appreciated the increased clarity during communication and the 

opportunity to be involved in the intervention process. Moreover, partner agencies reportedly 

felt the new framework had a more positive impact on offender’s lives and desistance (Ames, 

Antonio, Hitchcock & Webster, 2018). However, as it was not mandatory, it could be argued 

the forces who implemented the new framework are more likely to have a biased opinion of 

its efficacy. After all, independent reviews found there was no difference between the 

efficacy of the old and new framework and both frameworks appeared equally meaningful 

and appropriate therefore to low level crime (Glen, 2014).  

How out of court disposals influenced police custody diversion 
 

The consensus seems to be, Out of Court disposals were an important steppingstone 

towards custody diversion. Remarkably, there were no experimental trials conducted before 

2011 to explore the effectiveness of Out of Court Disposals against prosecution in England or 

Wales. Since then, the research is still quite limited and a lot of it comes from outside the 

United Kingdom and exclusively focuses on juvenile offenders. Nonetheless, most of the data 

suggests out of court disposals are more effective than formal processing, particularly if 



23 

 

elements of restorative justice were included in the conditions. For instance, one systemic 

review of 19 studies found diversion to intervention reduced criminal recidivism, drug use 

and improved psychological functioning. Further, it was considered most effective in older 

individuals (i.e., closer to adulthood) (Harvey et al, 2007). Moreover, an evaluation by the 

Victoria Crime statistics agency explored the efficacy of police led diversion in drug users 

and found a significant reduction in reoffending levels compared to formal sentencing 

(Coughlan, Sutherland & Millsteed, 2016). Even more, some studies suggested interventions 

that incorporate elements of cognitive behavioural therapy were effective for anger issues, 

substance misuse disorders drug and in all psychoeducational schemes targeting general 

offending. There is also some evidence to suggest education and employment support benefit 

offenders’ lives. For example, Sampson and Laub (1993) found having a job was one of the 

most important elements to encourage someone to desist from crime. Moreover, most of the 

evidence suggests drug treatment can be effective. Although it is less clear what interventions 

work best for different drug users.  

Whilst OOCDs provide some possible benefits, there were several pitfalls to be learnt 

from. The main concerns include whether appropriate decisions are made, whether the use of 

OOCDs results in net widening and up-tariffing, and whether there is consistent decision-

making in their use between and within police forces. For instance, a joint inspection of Out 

of court disposals by the police, the Crown prosecutors, and the joint Criminal Justice 

Inspectorate (Neyroud, 2016) found officers overuse OOCDs to meet performance targets 

and implementation is varied and at times, inappropriate. Moreover, as there is a lack of legal 

legislation to guide the use of OOCD’s in practice (there are brief guidelines) they can be 

flexibly used or not used at the decision maker’s discretion (Hucklesby & Wahidin, 2013; 

Ministry of Justice, 2020). Different forces were found to use OOCD’s at different 

frequencies, dependent upon operational and financial viability, their knowledge of the 
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framework and the associated benefits (Her Majesty’s Inspectorate of Constabulary, 2011). 

Even more, there were some latter concerns about the use of Out of Court Disposals for 

women and the use of out of court disposals for domestic violence and hate crimes. For 

example, two studies found Out of court disposals were not appropriately tailored to the 

needs of women and that custodial officers felt untrained and unprepared to handle the 

complexity of the disposal conditions for female offenders. Further, another study found it 

was more effective to divert female offenders to a specialist women’s center to address their 

criminogenic needs opposed to formal processing (Brennan et al, 2016). To be clear, this 

meant replacing an out of court disposal (arrest and police custody visit) with tailored 

intervention and they found this reduced recidivism in comparison to a cohort processed 

through the criminal justice system. Alternatively, National guidance discourages the use of 

OOCDs for domestic violence and/or hate crimes yet research suggests misuse often occurs 

“under the radar”. One study by Westmarland et al (2017) found there was regular and 

widespread use of OOCDs for domestic abuse in the UK despite studies suggesting diversion 

intervention is not effective for domestically violent offenders. Unaddressed, these concerns 

posed a risk to public confidence and this influenced several compelling arguments to explore 

other a less formal alternative to pre-court diversion (Gibbons, 2021).  

The next section explores the less formal disposal method of diversion.  

General diversion: What is it?  
 

To be clear, the term ‘diversion’ covers a wide range of models across the criminal 

justice system, from initiatives that seek to keep ‘at risk’ individuals out of the criminal 

justice system altogether to those that provide an alternative to custody. The concept of 

diversion stems from two theoretical ideas. The first, labelling theory (Becker 1963) 

suggested processing people through the criminal justice system does more harm than good, 
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because it inadvertently stigmatizes and ostracizes people for having committed relatively 

minor acts that can be dealt with outside the formal system. The second, differential 

association theory (Cressy 1952; Sutherland 1974), suggested unnecessary exposure to the 

criminal justice system causes antisocial attitudes and behaviours modelled by delinquent 

peers. Although diversion is delivered outside of criminal courts, it still requires offenders to 

be accountable for their behaviour (Mackin et al, 2010; Beck et al. 2006). It also offers 

offenders the rare opportunity to address the root cause of their offender behavior via broader 

community service alternatives (Harris et al, 2011; Leve & Chamberlain 2005; Osgood & 

Weichselbaum, 1984).  

Historically, diversion schemes in the United Kingdom were reserved for the juvenile 

offenders. The decision to trial diversion in an adult offender demographic was considered a 

crucial turning point for the criminal justice system yet the roll out of diversion in this 

demographic has been slow (Kelly & Armintage, 2015; Birmingham, 2001; Sainsbury Centre 

for Mental Health, 2009). To date only half of England and Wales have access to some type 

of diversion scheme (Birmingham, Awonogun & Ryland, 2018). Additionally, it is 

notoriously difficult to study the impact of diversion in real world settings and most studies 

are inhibited by methodological challenges (Compton, Bahora, Watson, & Oliva, 2008: 

Parker et al, 2018). Subsequently, there is a limited amount of reliable research- conducted in 

the UK- assessing the efficacy of diversion. Having said that, internationally, there is strong 

evidence to suggest general pre-court diversion reduces reoffending, improves victim 

satisfaction, and reduces the costs to the criminal justice system. Further, there is promising 

wider evidence to suggest pre-court diversion is particularly effective for vulnerable women, 

young adults, and individuals with substance misuse and mental health illnesses. Scholars 

from the Centre of Justice Innovation reviewed the international evidence and created a 

https://onlinelibrary.wiley.com/doi/full/10.1002/cbm.2112#cbm2112-bib-0008
https://onlinelibrary.wiley.com/doi/full/10.1002/cbm.2112#cbm2112-bib-0038
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number of ‘promising principles’ intended to guide ongoing trials in the UK. The principles 

state diversion should aim to: 

• Deliver timely needs-based interventions based on individual risk levels and to 

address the cause of the offender’s behaviour. 

• Reduce net widening as research suggests this frees up resources and improves 

systemic effectiveness and public safety.  

• Adopt a broad eligibility criterion to avoid unnecessarily low referral numbers and to 

ensure all suitable offenders have access to support. 

• Consider how remorse and a formal admission of guilt may depend on subjective trust 

in the criminal justice system and be mindful of this when assessing individual 

eligibility. 

• Ensure the referral process is quick and simple to build compliance and encourage 

police officers and/or other decision makers to make a referral to the scheme. 

• Make victim satisfaction and procedural fairness a priority to maintain and/or improve 

public trust 

• Avoid ‘overdosing’ offenders with intense interventions which some may struggle to 

complete 

• Ensure partnerships are strong and that all the agencies involved share the aims of the 

scheme and a vision of how it should be delivered. 

 Collectively, the recommendations offer some insight to what works broadly in 

diversion. Although the international research can not be directly applied to a UK setting. 

The next section takes a closer look at the specific evidence base for police custody 

diversion schemes as already stated, diversion is broad, and it is important to focus on the 

literature most relevant to Checkpoint Cymru.  
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Police Custody diversion schemes in the UK: what do we know?  
 

To be clear, police custody diversions scheme -like Checkpoint Cymru- aim to divert 

low level offenders away from the criminal justice system entirely. Rather, providing eligible 

offenders with the chance to receive support from community support services. 

Unfortunately, there is not yet a large enough evidence base to demonstrate the efficacy of 

police custody diversion on recidivism rates. This is because most UK trials are ongoing, and 

evaluations are yet to be complete. Nonetheless, the general early evidence for this domain is 

positive and suggests police custody diversion schemes increase the likelihood of desistence 

and reduce offender behaviour (Webster, 2018). Further, by allowing offenders to avoid the 

criminal justice system altogether offenders bypass self and societal labelling effects known 

to reinforce criminal identities (Wilson & Hoge, 2012; Wilson, Brennan & Olaghere, 2018). 

Research also shows individuals who take part in police custody diversion schemes are less 

likely to struggle with severe mental health issues in the future and less likely to be held The 

Mental health Act in comparison to offenders punished via formal prosecution (Prison 

Reform Trust, 2021). However, due to the challenges of conducting research in this area, 

some studies have produced conflicting results. For instance, Schwalbe et al (2012) initial 

analysis found the impact of police custody diversion to not be significant. However, a latter 

review of the evidence suggested police custody diversion scheme was effective, particularly 

if family and restorative justice elements were used. The evaluation of The National Model 

(2014) was also inhibited by methodological limitations in a similar way. For example, The 

National Model (2014) was implemented in ten trial sites in April 2014. Each site was 

evaluated against a comparative site with no available diversion services. However, it was not 
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possible to devise a robust evaluation of the model because there was an issue obtaining a 

sufficient level of qualitative data across certain geographical locations, in particularly where 

access to L&D services was lacking (Disley, 2016). 

Subsequently, comparison was only possible at four out of ten trial sites (Disley, 

2016). In addition to this, there was an issue obtaining data relating to the impact of the 

model on mental health outcomes, substance misuse issues and other vulnerabilities covered 

by L&D services. This was because several sites had L&D services prior to the model’s 

introduction, thus support was already available. Many others have experienced a similar 

issue whereby studies exploring the efficacy of diversion is inhibited by inconsistencies in 

design, aims, content, program delivery and the nature of comparison groups (Birmingham, 

Awonogun & Ryland, 2018; Little & McGovern, 2014; Adler et al, 2016).  

However, two recent evaluations of new police custody diversion schemes 

demonstrated more success and were less inhibited by methodological limitations. Although 

still in the early stages of implementation, Operation Turning Point and Checkpoint Durham 

have shown early signs of promise regarding their impact on recidivism and victim 

satisfaction. The next section includes a brief review of these evaluations to explore what 

worked. 

Operation Turning Point (OTP) is a randomised controlled trial based in Birmingham. 

It was created by a team of scholars from Cambridge University, and it was operationalized 

by West Midland’s Police. Much like Checkpoint Cymru, the scheme aims to “compare the 

relative effectiveness and cost benefit of police prosecuting low harm offenders with 

treatment and a turning point contract, which combines a deferred prosecution with a set of 

conditions agreed with the offender, which are intended to support desistance” (Neyroud, 

2018; Coutts, 2018). The evaluation of Operation Turning point has been ongoing for five 

years and the early findings suggested the scheme reduced recidivism rates and improved 
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victim satisfaction by 43%. On this basis, the researcher team offered several 

recommendations in terms of early achievements and areas for improvement. These included 

the importance of treatment plans, using measurable conditions, attainability, and elements of 

restorative justice (Robin-D’Cruz & Whitehead, n.d.). The researchers also noted an 

organisational reluctance to refer eligible cases to the scheme. Decision makers (custodial 

officers, police officers and other relevant professionals) were found to reallocate eligible 

cases away from the scheme despite acknowledging the offender met the referral criteria. A 

barrier to bear in mind during the evaluation of Checkpoint Cymru.  

Comprised off the recommendations of OTP and based on theories of deterrence and 

desistence, Checkpoint was implemented in Durham Constabulary in 2015. Like Operation 

Turning Point, Checkpoint is a voluntary deferred prosecution scheme that offers an 

alternative route to criminal justice proceedings (Marder, 2018). Through a mutually agreed 

contract, individuals must comply with a set of contract conditions with the added ‘Sword of 

Damocles’ that state ‘should an offender fail to comply with the contract conditions, they will 

be formally prosecuted (Weir, Routledge & Kilili, 2019). To ensure the individual remains 

eligible for postal requisition, the checkpoint contract must be completed within a period of 

four months. The implementation phase was reviewed by a team of researchers from 

Cambridge University, with intent to found out if Checkpoint offers a more effective 

alternative to criminal justice process. The early findings offered some evidence that 

Checkpoint reduces the level of re-arrests, reoffending, harm, and cost to police (Weir, 

Routledge & Kilili, 2019). For example, re-offending rates for checkpoint clients who 

completed the initiative dropped to 4%, in comparison to clients who failed to complete the 

initiative (19%). Further, checkpoint participants exhibited a greater reduction in the severity 

of reoffending offences opposed to a comparative OOCD cohort (Checkpoint (94) V OOCD 

(106)). What this means is that on average, someone who reoffends from the OOCD cohort 
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incurs 12 more days of custodial sentence than someone from the Checkpoint cohort. 

Therefore, to put it simply, it appears, to some degree, Checkpoint Durham works.  

Durham Constabulary (2016) also reported a cost saving of £160,000 in the first year 

of implementation. However, some argue Checkpoint Durham was likely to produce more 

positive outcomes because it is a voluntary diversion scheme. Studies show offenders who 

are motivated, engaged, and ready to change, are more likely to accept a voluntary referral to 

Checkpoint and desist (Claes & Shapland, 2019; Lauwaert & Aersten, 2015). Therefore, 

Checkpoint’s success may, to some degree, be mediated by the Checkpoint client prototype. 

Additionally, although considered successful, Weir’s (2019) evaluation suggested 

methodological limitations were still inhibitory to some degree, particularly around the 

projects design. For instance, as a quasi-experimental methodology was used the sample size 

was small and this meant there were no random allocation to conditions. This means the 

impact of individual difference was more likely and we cannot yet confirm that Checkpoint 

has the potential to diminish recidivism and harm posed to victims on a mass scale (Neyroud, 

2017). Still, the early success of the scheme was recognised at a global level for its effort to 

break the negative cycle of crime and punishment and Checkpoint Durham won a National 

Award from The Howard League for Penal Reform for diminishing reoffending rates, 

reducing police and court time, and giving offenders the chance to avoid a criminal record or 

identity. Further, Her Majesty’s Inspectorate of Constabularies (HMIC) reviewed the scheme 

hailing Durham Constabulary the “Best force in the Country” with special mention to 

Checkpoint as a ‘revolutionary way to deal with low level offenders’ (Durham Constabulary, 

2015). Still, the potential impact of methodological limitations is something to consider when 

evaluating Checkpoint Cymru as although improvements have been made, limitations remain 

noted.  
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Now the evidence base has been explored, the next section takes a brief look at some 

issues which may or may not affect the current project. These issues are most relevant to 

partnership work and may be used for reflection at the end of the project. 

Part two 
 

             Part two includes a summary of some limitations related to conducting research 

within a criminal justice context. To be more specific, it starts with the challenges associated 

with partnership work and then it explores the replication crisis. 

         Since the literature related to partnership work is rather limited, this section is shorter. 

Still, it was important to include this section to demonstrate the researcher’s knowledge of 

some potential barriers which may or may not inhibit the project.   

 The Challenges associated with Partnership projects  
 

            This section begins with a brief review of the reason partnership work was introduced, 

before exploring research recommendations to reduce the risk of partnership challenges. In 

the last few decades, police organizations have had to adjust to a new way of working to 

combat rising crime rates, increasing demands from stakeholders, and diminishing public 

resources (The House of Commons, 2018). Governing officials introduced partnership 

projects to combine resources, skills, and knowledge to achieve better results in managing 

problems more effectively and efficiently (Lasker, Weiss, & Miller, 2001). However, 

research suggests the outcomes of partnership work are less successful in practice. 

Academics report it is often difficult to conduct research in the criminal justice environment 

due to the nature of police culture (NPCC, 2015). For example, the core values of police 

loyalty, hierarchical organizational structures and the use of discretion can make it difficult 

for researchers to obtain truthful data and this reduces data quality and the likelihood of 
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organizational change (Bradford & Quinton, 2014; NPCC, 2015). Although little is known 

about the exact factors which contribute most to this issue, some scholars have made 

recommendations based on personal research experience. The recommendations used in this 

thesis were made by Jenny Wise (2010) and were included as they felt most relevant to the 

current project. 

Recommendations 
 

• Researchers should remind the partner organization of their shared stake in the 

project. Additionally, that their aim is to intent help the organization without 

judgement or placing blame. Instead, to rectify problems and work towards best 

practice. This is important to reduce the negative impacts associated with 

external evaluation but also build rapport. Research suggests police 

organizations prefer working with researchers who want to help and improving 

their agency, as well as researchers who demonstrate they value the knowledge 

of police officers.  

• Researchers should also emphasize partnership work is mutually beneficial and 

can be a two- way exchange. For example, reminding the police organizations 

that they can benefit from a fresh research perspective and utilize the researchers 

experience with statistical analyses, survey designs, sampling, data quality 

control and/or evaluation designs. Additionally, the researcher should remind 

the organization of their right to challenge the researcher if they challenge the 

traditional assumptions of the organization. Reiterate discussions are welcome 

and they are welcome to question how ideas could be implemented and what 

impact they would have in their specific setting (Rynes, Bartunek, & Daft, 

2001). If comfort can be found in this dynamic, it is likely project will benefit 

from empirical research with agency experience. 
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• The researcher may also find it helpful to remind the partner organization of the 

value of honest, independent research and how findings can be used to improve 

practice and project outcomes. In line with this, the researcher can remind the 

organization that partnership work improves third party credibility which 

provides an internal utility to agencies and improves trust with stakeholders and 

the public. This may improve their perception of the cost/benefit related to being 

observed. 

• It is also important for the researcher to be empathetic and supportive towards 

the partner organization as it can be difficult to be observed and receive 

constructive feedback from an outsider. 

• Research also suggests both sides of the partnership should commit to 

effectively managing interpersonal relationships. To be clear, this involves 

building trust between partnership members and establishing effective and 

ongoing communication about expectations, roles, and long-term goals for the 

project. Both police organizations and researchers will need to feel comfortable 

with the state of the working relationship.  

• Additionally, the organization should attempt to limit turnover rates as this can 

create a barrier to the projects development. This is because change requires 

new members to be brought up to speed, buy in must be re established and 

interpersonal relationships must be renewed and improved. Thus, during the first 

year of implementation, too much change should be avoided.  

• Scholars also suggest the importance of geographical proximity. They found 

organizations preferred researchers located in or near their community. This 

proximity allowed for a higher level of researcher involvement and interaction.  
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• Researchers should also be aware of the institutional Demands for Both Partners 

and how this can influence project outcomes. For example, the police 

organization exists in an agency whilst the researcher resides in an institution. 

Subsequently, an academic institution carries a broader set of rules and 

regulations which can result in agency concerns, or the concerns of legal 

representatives. This can create difficulty in the sharing of data with researchers 

due to confidentiality, data control issues, and potential liability.  

• It is also imperative for the organization partner to communicate what they 

expect and/or want expected from the researcher, and the researcher must 

explain what is needed from the agency to conduct the research. This 

communication includes discussing the various roles for all participants, 

procedures for accomplishing the project, and the work products that will result. 

• It is important for both partners to inform each other about issues, changes, and 

progress. The most successful partnerships involve partners who have mutual 

respect and genuinely like each other. 

• It is important for the law enforcement executives and officers to trust the 

researcher as it relates to the project, it is more important for the researcher to be 

trusted as a person. The researcher’s motives for engaging in a partnership are 

central to this trust, with concern about whether the researcher enters with 

objectivity or bias and whether the researcher will exploit the relationship for 

personal gain. In addition, addressing these concerns and forming a strong 

relationship is not only the key to establishing the partnership, but it is necessary 

to sustain one. One study found successful partnerships were mediated by the 

level of trust built between partnership organizations and the external 

researchers. Where trust was achieved, the data was more transparent and easier 
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to collate but where trust was absent, partnerships were found to be less 

successful and the data more ambiguous. To build trust, research suggests 

factors such as grant funding and the geographical proximity of partners can be 

used to influence the success of the partnership and the quality of data. If 

achieved, studies suggest there is a higher level of researcher involvement and 

interaction, which the practitioners preferred and viewed as facilitating the 

interpersonal relationship between partners. 

• Scholars note it is best to adopt a narrative approach to data reporting and 

analysis. This is because it offers an opportunity for researchers to reflect not 

only on the personal experiences described by participants in a qualitative study, 

but also on their own research process. Bell (2002) found that the narrative 

approach could highlight the unexpected impact of the research or learning 

process on the researcher. 

• Some researcher suggests practical difficulties occur even where official 

permission to conduct research has been granted. These problems include fear 

and suspicion about what the research was examining and fear of reprisal from 

senior colleagues about what was said to the researcher. This fear led to some 

participants declining to answer certain questions, or when they did answer, 

using ambiguous responses. 

 

Prior to the start of the project, the researcher reviewed these recommendations and 

used them to prepare for any obstacles. However, unlike the traditional partnerships depicted 

(between a police organization and an external researcher) the partnership in the current 

project is a little bit more complex. It is comprised of three separate organizations (North 
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Wales Police, The PCC, and an external researcher). Therefore, it is unclear to what extend 

this will heighten or defuse some of the issues mentioned.  

 

 

 The replication crisis 
 

Interventions that are successful in promoting behaviour change typically influence 

attempts to replicate (Bell, Bhana, McKay & Peterson, 2007). There is often an expectation 

that successful interventions, like Checkpoint Durham, should be replicable and able to be 

“scaled up” for much wider use. However, this is rarely the case. In fact, most of the 

empirical evidence suggests successful intervention outcomes become less effective or 

completely ineffective upon replication (FitzGerald, Martin, Berner & Hurst, 2019; Carroll et 

al, 2017). In fact, only one third of all psychological studies published in premier journals 

demonstrate successful replication (Diener & Biswas-Diener, 2021). Scholars coined this 

issue ‘The replication crisis’ whereby most behavioural science studies are unlikely to be 

replicable (Hillary & Medaglia, 2020; Diener & Biswas-Diener, 2021). Academics created 

several theories to try and explain why this issue exists. The most prevalent theories are 

explored.  

Some early studies inferred that social priming inhibits replication (Dijksterhuis & 

van Knippenberg, 1998; O’Donnell et al, 2018). For clarity, priming is “the process by which 

a recent reference (often a subtle, subconscious cue) can increase the accessibility of a trait” 

(Diener and Biswas-Diener, 2021. Pp.1). However, latter studies failed to replicate the impact 

of priming on replication and subsequently, belief in this theory was diminished (Shanks et 

al, 2013). Other theorists offered a more defensive and accusatory explanation for this issue, 

blaming a minority of unskilled professionals who attempt to replicate original findings and, 

https://nobaproject.com/modules/the-replication-crisis-in-psychology#reference-6
https://nobaproject.com/modules/the-replication-crisis-in-psychology#reference-6
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in some cases, even falsify data. For example, several well-known psychologists (Marc 

Hauser and Karen Ruggerio) admitted to faking their results on a number of occasions to 

demonstrate successful replication (Diener and Biswas-Diener, 2021; Roediger, 2012). This 

theory was problematic for psychological science, for it led many to question the credibility 

of psychological research (Laraway, Syncerski, Pradhan & Huitema, 2019). Conversely, 

others suggested small sample sizes inhibit successful replication for results may be the result 

of chance and less to do with an accurate representation of an entire population (Vasileiou, 

Barnett, Thorpe & Young, 2018; Faber & Fonseca, 2014). Others argue the ‘quality of 

replication’ influences replication outcomes, stating new interventions fail to follow the 

original procedures closely enough and substantive changes are often made to adapt the 

intervention to a new site, to keep them up-to-date, or to tailor them to a new population 

(Davis et al, 2015). In this case, scholars query, “under what conditions can we expect an 

intervention of demonstrated efficacy to continue to be efficacious; how far, or in what 

dimensions, can we change an intervention and still be confident that it is the same 

intervention, and will have the same effects” (Hillary and Medaglia, 2020; Earp & Trafimow, 

2015).  

Other theorists argue the replication crisis reflects poor levels of control, 

standardisation, and resource differences (Oberauer & Lewandowsky, 2019). For example, 

several studies found successful replication, even if replicated by the same person, is often 

unachievable due to the issue of time, individual difference and issues surrounding fidelity 

(Stroebe & Strack, 2014; Barnow & Greenberg, 2013; Zwann, Etz, Lucas & Donnellan, 

2019). This is because time impacts replication, as there is always a change to the original 

environment because the exact moment in time is not a replicable thing (Diener & Biswas-

Diener, 2021; Fidler, 2018). Additionally, individual differences in new or old participants 

(mood changes, tiredness, life factors etc.) mean replication can be inhibited (Stults-
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Kolehmainen & Sinha, 2014; Troy et al, 2018). However, large sample sizes can arguably 

diminish the impact of this (Kaplan, Chambers & Glasgow, 2018).  

A more recent discovery surrounds the suiting of the intervention to the cultural 

context of participants (Howarth et al, 2016). Research suggests this inhibits the strict fidelity 

of replication, which for years was considered the gold standard recipe for successful 

replication (Earp & Trafimox, 2015). For clarity, scholars used to advocate strict fidelity to 

the content and procedures of the original project underpinned success (Hagger & Weed, 

2019). However, more research has suggested that interventions with strict fidelity are still 

not likely to reproduce the same results for uncontrollable factors mean interventions may be 

a replicate of the original but without the same essence (Morrison et al, 2009). Scholars have 

explored this issue as a ‘tension between fidelity and adaptation’ and state that is not an easily 

resolved issue nor is it yet clear. Others refute this suggesting successful replication depends 

upon the exact replication of a set of core elements underpinning an interventions success 

(Deaton & Cartwright, 2018; Dallery, Cassidy & Raife, 2013). Yet studies infer it is often 

unclear which core elements (most often design, methods and content) are most importance 

for successful replication, making replication difficult (Losel, 2018). An important issue to 

highlight for the analysis of Checkpoint Durham remains incomplete. 

Nonetheless, it is important to reflect upon these theories during the post 

implementation evaluation, to review whether Checkpoint Cymru fell victim to this 

replication issue in any way and if changes in time, environment, cultural context and 

differences in application variables (methods, designs and context) impacted the 

implementation outcomes.  
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Methods Section  
 

The methods section is structured to reflect the exact evolution of the project plan, 

before and after the covid-19 outbreak. At the start of the project, there were several aims and 

objectives. Then due to covid most of the research aims could not be achieved. To complete 

the project, the researcher had to come up with an alternative plan to maximize pre-existing 

data and continue to evaluate Checkpoint remotely. The aim of this methods section is to 

clearly outline the research journey as intended and achieved. It starts with the research aims, 

approach and plan for data collection and then explores what was achieved before covid 

struck. It then explores the researcher’s thoughts behind the amendments chosen, to clearly 

outline the shift towards a new project plan.  

Pre covid methodology 
 

Before covid, the researcher approached the project without hypothesis and/or 

expectation. Instead, using an inductive approach to allow the data determine the research 

focus. This approach was chosen because it is flexible and considered an effective way to 

reduce the risk of organisational influence and bias. Further, it is considered an effective way 

to condense extensive data into a concise report (Thomas, 2003; Aspers & Corte, 2019). 

However, the researcher was asked to identify any issues, barriers, or concerns surrounding 

implementation. Arguably, this might have caused the researcher to pay closer attention to 

negative findings. Nonetheless, neither the stated aims nor research approach changed 

following the covid-19 outbreak. In fact, the flexibility of the research approach was 

fundamental in the survival of the project. This was because the new restrictions meant 

several elements had to change (depicted later in this section) and had a more stoic approach 

been chosen, the project might not have survived.   
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The next section explores the original research design and plan for data collection. 

Both of which were amended due to covid-19 yet declared for transparency. 

Original research design 
 

Before covid, the original plan was to adopt a mixed methods approach and combine 

rich qualitative data with quantifiable statistics. The researcher reviewed the empirical 

evidence and felt this was the most holistic approach to evaluate the implementation process 

and research outcomes with integrity. The plan was to collect data from three different 

sources to fulfil three separate aims, as listed: observation for context, interviews to represent 

rich, subjective experience and quantitative data to measure the dose, scale, and impact of 

Checkpoint on recidivism (across one year).  

Data source one: Observation approach 
 

From the start, the plan was to start with observation and continue to observe the 

participants in their natural environment and/or context until the end of the year (October 

2019-October 2020). The plan was to gather as much rich and/or raw data as possible to help 

the PCC and NWP identify and overcome barriers to implementation. The researcher 

intended to make notes and create observation transcripts and/or reports to present to both 

organizations and to include in the final thesis.  For clarity, the researcher managed to 

complete five months of observations before covid-19 struck. Subsequently, this aspect of the 

original plan was achieved as intended.  

During the five months of observation, the researcher adopted a naturalistic approach, 

observing behaviour within its natural context. The researcher felt this was the best way to let 

raw data generate new theory, without manipulating or controlling the environment. They 

researcher felt this would make the data more ecologically valid than if it was to be observed 

within an unnatural clinical environment. 
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To be clear, the observation data used in the final project only focuses on the 

navigators, the line manager and the advisor from NWP. This is the case because covid-19 

inhibited the researchers access to other professionals, service users and/or other people of 

interest. Nonetheless, it is important to depict the original target demographic as was it was 

intended.  

The original plan was for the navigators to be the core focus of the observations and 

to take a phased approach to explore their interactions with other people of interest across the 

year. The researcher chose this approach for several reasons, including they were most 

involved in the day to day facilitating of Checkpoint Cymru, they were the first professionals 

in post, and they are the only cohort which interacts with all the other people of interest (line 

manager, advisor, NWP professionals, third sector workers, clients and so on). Subsequently, 

the researcher felt it was important to shadow this group of professionals and build a strong 

rapport with them, to enhance access to participants who might be busy, difficult to reach 

and/or difficult to engage with. 

Additionally, the researcher adopted a strategic plan to approach the observations in 

stages. Essentially, starting with internal professionals and rippling out to explore the view of 

external participants. The exact protocol is depicted below: 

• Phase 1: the researcher should start by observing all aspects of the navigators 

training, gather as much data as possible and provide regular feedback. 

• Phase 2: Once the navigators are trained and in post, the researcher should 

follow the navigators into their day-to-day role (as much as clearance and/or 

research restrictions allowed). 
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• Phase 3: The researcher should then begin to observe the navigator’s 

interactions with their line manager from the PCC and the advisor from NWP, 

in both formal and informal settings.  

• Phase 4: Next, the researcher should begin to utilize their rapport with the 

navigators to speak with and observe their interactions with other relevant 

professionals (for example custodial sergeants, officers, or police officers).  

• Phase 5: then the researcher should begin to observe the navigator’s 

interactions with service users, third sector organizations and other people of 

interest.   

During the first five months, the researcher managed to complete phase 1, 2, 3 and 4 of the 

original protocol. Ideally, the researcher would have repeated the observations across the 

year, but this was inhibited by covid.  

             The next section depicts the original plan for the researchers position during the 

observations. This position was not compromised by covid although made difficult by 

extraneous variables. 

Research position for Observation 
 

The researcher decided to overtly participate in the observation sessions because the 

empirical evidence suggests overt participation improves trust, rapport and the quality of the 

data obtained (Thomas, 2016). It is also an ethically considerate approach as there is no 

deception involved and participants can provide informed consent to participate (Lugosi, 

2006; Pols, 2017). Additionally, the researcher felt this approach was the best way to observe 

behaviour in a closer proximity, making it is less likely desirable behaviours would be missed 

(McLeod, 2015; Crilly & Cardoso, 2017; Carston, Tracy-Bronson & MacLeod, 2015). 

However, the researcher remained mindful direct observation increases the risk of Hawthorne 
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effects and social related bias (McCambridge, Witton & Elbourne, 2014). To diminish the 

risk of bias, the researcher took precautionary measures and told the participants the data 

would be anonymized. This meant telling participants all behaviours would be recorded 

without identifiable markers and the focus was to observe the general behaviour of the entire 

group. Moreover, the researcher chose to flexibly transition between an inside and outside 

research position, to gain the best insight to the scheme but also to maintain professional 

boundaries and distance (Duwyer & Buckle, 2009). Again, no part of the research position 

was compromised by covid-19.  

The next section depicts how the researcher recorded the observation data. This is 

important to enable replication but also to identify potential strengths and limitations.  

Recording the observation data 
 

The researcher reviewed the literature to determine the most appropriate way to 

document behaviour in alignment with an inductive approach. The researcher felt it was best 

to adopt an unstructured approach and record all relevant and/or interesting behaviour 

without too much structure or system (Austin & Sutton, 2014). This approach was chosen as 

it allowed the research focus to be guided by behaviour without external (conscious or 

subliminal) influence and/or bias. The plan was to record behaviours of interest in note like 

form (mostly bullet points) for ease of recording and to be discrete. The researcher planned to 

convert the notes into in-depth, reports the same day or the day after the observation had 

taken place. The researcher decided to adhere to this approach to enable the most accurate 

recall but also to ensure recall was not inhibited by burn out. After all, some of the 

observation sessions exceeded typically nine to five hours (if travel was included). Moreover, 

the researcher felt this slight flexibility would allow them to add additional observations, 

notes, or reflections the following day, for narrative context. This was particularly beneficial 
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post covid-19 outbreak since more observation data was required to make up for the loss of 

quantitative data. Although observation was mostly unstructured, the researcher created a 

brief protocol/ set of guidelines to follow for their safe practice and to enable replication.  

The researcher followed this protocol during each observation session carried out pre 

covid: 

• North Wales Police and professionals from the PCC are responsible for providing the 

researcher with all relevant information and/or schedules to enable observation.  

• Ideally, the researcher should be given the relevant information with at least one 

weeks notice to ensure they can attend and to plan travel. This is important because of 

the naturalistic approach and since the navigator’s train and work across North Wales 

(mostly across Llay to Caernarfon). 

• The researcher must try to observe as much as possible across the year of 

implementation and consistently commit to objective observation- this means 

adjusting the research position if the researcher feels their objectivity is becoming 

compromised. 

• The researcher must agree to withdraw from the observation sessions or miss a 

session if they feel inhibited by fatigue or if the researcher feels their objectivity is 

compromised and the research position can not be amended. This should be 

documented in observation notes and/or reflective dairies. 

• To ensure best and safe practise, the researcher must not engage in observation 

sessions which exceed six hours.  

• The researcher should try and prioritise observation sessions and limit them to four 

per week. This is important to ensure notes can be written up without affected recall 

or fatigue. 
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• During observations, the researcher must take regular five-to-ten-minute breaks at the 

end of each hour, to eat, drink or get some air. This is important to avoid fatigue 

and/or adverse affects to attention or focus.  

• Before each observation session, the researcher should remind the participants they 

will be observed and inform them of their right to withdraw their data from the 

observation notes. Alternatively, that they can ask to be excluded from the 

observations altogether as it is not a condition of their working contract. 

• The researcher should regularly inform the participants that they are being observed 

as a cohort and the interest is general themes of behaviour. This is important to 

highlight the researcher is not directly observing individual behaviour.  

• The researcher should keep all notes confidentially without identifiable marls and 

convert the notes into anonymous detailed reports after the session or the following 

day.  

• Ideally, all observations notes should be recorded on a laptop and written up using 

Microsoft word. However, if a laptop is not accessible or appropriate, the observation 

notes can be made on paper and then shredded once written up (as depicted above) 

• None of the data should contain identifiable information, including sex and/or gender.  

 

The researcher followed this protocol during the first five months of observation. 

Limitations of this approach are discussed in the post implementation evaluation. The next 

section depicts how the researcher interpreted and reported the observation data.  

 

Reporting the Observation data: a narrative approach 
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                Due to the subjective nature of observation, the initial aim was to use a narrative 

approach and include the data in the final project for context only. This approach was chosen 

because it does not compromise the quality and transparency of this project, yet it respects the 

importance of the researcher’s experience and/or reflections (Jahan, Naveed, Zeshan & Tahir, 

2016). Additionally, it is considered a good way to synthesise and interpret a lot of data into 

perceivable and enlightening report which represents behaviour within its social and cultural 

context (Moen, 2006; Sharp, Bye & Cusick, 2019). It is important to note, this approach was 

chosen before covid and was used in the final project. The reporting approach is mentioned 

briefly here as it was a part of the original plan, but a more detailed depiction of can be 

reviewed later in the final revised design.  

             The next section introduces the original plan to collect interview data. Arguably, the 

primary data source in this project.  

Data source two: The interviews 
 

For clarity, the interviews account for most of the data used in the final project. 

However, the methods used to acquire the data remains one of the most affected elements of 

the research project. Before the covid outbreak, the researcher managed to complete one 

interview using the original data collection plan. The rest of the interview data was collated 

post covid using alternative methods. Still, it is important to be clear about the original plan 

and to explain how the first interview was carried out. 

Broadly, the original plan was to conduct regular interviews using a semi structured 

interview schedule. The researcher chose a semi structured approach as it is flexible enough 

to explore avenues of interest but also structured enough to keep the interviews on track and 

diminish unhelpful rumination on one subject. The plan was to begin the interview process a 

few months after the observations had began and use the observation data to create an 
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interview schedule. The plan was to include set questions to obtain more information about 

what we already observed but also to keep that flexibility to explore new avenues or areas of 

interest. Further, the researcher planned to incorporate some questions about the impact of 

Checkpoint on recidivism and life change. This was important to gauge if Checkpoint was 

achieving its aim from an internal or external view. The researcher planned to continually 

review the interview plan and adjust the structure if required. Further, the plan was to update 

the interview schedule every few months to reflect the stage of implementation, the most 

current issues and to explore if any planned changes occurred.  

The aim was to use a phased approach to the interview process, starting internally and 

rippling out towards those on the receiving end of Checkpoint. In align with this, phase one 

would explore the experience of the navigators, the line manager and the advisor from NWP. 

The researcher felt it was best to start with this cohort as they are most involved with the day-

to-day delivery of Checkpoint and subsequently likely to offer the most accurate insight. 

Then the plan was to start phase two and interview the professionals less involved but still 

relevant to the scheme. These professionals include police officers, custody sergeants, the 

PCC, the Chief Constable and external third sector organizations. The aim was to use phase 

two to explore an external professional view of Checkpoint and get a new angle of what 

works and what doesn’t. In the third phase, the researcher intended to explore the service 

users experience to understand if they felt the service was effective if it met their needs and 

how it could improve. Lastly, if time permitted, phase four and five would be used to explore 

the experience of victims and family members. This would allow an understanding of the 

schemes impact on their sense of safety and/or desire for revenge.  

In theory, all five phases would enable the most well-rounded view of Checkpoint 

Cymru. However, if time was an issue, the researcher planned to focus on the first three 

phases as this still enables a look at Checkpoint from different viewpoints. Once complete, 
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the plan was to repeat the interviews every few months to explore and/or monitor any issues 

and/or changes in experience. However, covid inhibited this approach and the final interviews 

were restricted to accounts by the navigators, the line manager and the advisor from the PCC.  

Additionally, it is important to note that due to the literature review, the researcher 

remained mindful that conducting in-depth interviews, in a criminal justice context, can be 

challenging. This is because police and political organizations are largely closed 

organizations who are resistant to externally based research. Although it is unclear if these 

issues will inhibit the current project, it is important to document.  

The next section introduces the original protocol for the face-to-face interviews.  

Original Interview protocol: face to face interviews 
 

The researcher created an interview protocol for consistency. The researcher planned 

to review the interview protocol (depicted below) before each interview to ensure the same 

format was used for all.  

• All face-to-face interviews should take place in a confidential room.  

• Each interview should follow the semi structured interview schedule without 

time restriction.  

• All new points of interest should be explored. The participant must read the 

information sheet and provide consent to participate.  

• The researcher must explain the interviews will be recorded on a secure, 

password protected recording device, used to create anonymous transcripts, 

and then deleted. 

• The researcher should inform the participants of their right to withdraw from 

the project during and/ or after cessation. 
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• The researcher should then start the recording device stating the date, phase, 

and job role of the participant.  

• No identifiable information beyond this should be given. The researcher will 

then complete the interview schedule.  

• At the end of the interview, the researcher should ask the participant if they 

have any questions and provide them with a debrief sheet.  

• The researcher should thank the participant and end the recording.  

• The interviews should be transcribed within 5 days of the interview using 

Microsoft word. 

• Once transcribed, the original recording should be destroyed to protect the 

anonymity of the navigator.  

As already stated, this protocol was followed for one face to face interview completed before 

the covid outbreak.  It is merely included for transparency and to enable replication should 

restrictions lift in the future. The next section introduces the approach chosen to analyse the 

interview data.   

Analysing the interview data 
 

The researcher reviewed the literature and chose to analyse the interview data using 

Braun & Clarke six phase (2006) model. It uses an inductive approach to thematic analysis 

and enables the data to determine the research focus by generating key themes of interest. 

Although many elements of the original plan changed after the covid outbreak, the approach 

to interview analysis remained the same. The exact process used is depicted later in 

conjunction with the revised project plan. It is merely mentioned here to demonstrate how 

this approach was part of the original plan.  
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The next section introduces the original plan to collect quantitative data. Although 

inhibited by covid and clearance restrictions, the plan is included for transparency. 

Data source three: Quantitative data 
 

The quantitative data was most reliant upon access to external research facilities and 

specific security clearance. At the start of the project (October 2019), the researcher 

completed the appropriate paperwork and applied to North Wales Police for the appropriate 

clearance to attend the police research facility and access the RMS database. The researcher 

was informed approval may be subject to delays of up to six months, as approval was 

prioritized per protocol and/or police system. This matter was outside the researcher’s 

control. Due to police recruitment and ambiguous delays, the researcher did not receive full 

clearance until March 2019 which corresponded with the outbreak of covid-19. Subsequently 

the researcher was unable to attend the police research facility to access the RMS database 

and/or conduct quantitative analysis as planned. Still, the research plan is depicted to be clear 

about what was intended.  

The researcher planned to approach the data with an open mind as until access was 

granted it was not clear which type or how much data they could have access to. At the start 

of the project, the researcher met with a statistician from North Wales Police and discussed 

some areas they could start to look at once clearance was approved. Because of the nature of 

Checkpoint and police interest, the researcher and the statistician agreed it would be 

appropriate to monitor the dose and scale of Checkpoint to evaluate the schemes impact on 

recidivism rates. The advisor from NWP also expressed they were keen for the researcher to 

compare the outcomes of Checkpoint Cymru with an OOCD and/or Checkpoint Durham 

cohort to see how they compare. Additionally, the advisor wanted to researcher to explore the 

characteristics of some of the offenders. After all, there is little information about this 

demographic. Separately, the researcher was interested in how the police data could be used 
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to track referral rates across the year and how the police data could be combined with 

qualitative reports to identify and remove barriers to the referral process and/or service user 

engagement. However, as previously stated, this was not possible due to the covid outbreak. 

The plans to collect quantitative data are explored in greater detail during the post 

implementation evaluation, to infer what we might have learnt from this data under different 

circumstances.  

To ensure the reader has clarity, the next section briefly summaries all the elements 

achieved from the original plan and taken forward into the final project. As already depicted 

in part, this is important to avoid confusion. 

What was achieved from the original plan? 

                From the original plan, the following was achieved: 

• The researcher completed the first five months of the observation plan and collected 

rich observation data focused on the navigators, the line manager, the advisor, and 

some other police-based professionals.  

• The researcher also managed to complete one face-to-face interview with a navigator 

in the week prior to covid. Although alone, the interview transcript was not sufficient, 

it provided an hour-long transcript which could be and was utilized moving forward. 

• The researcher also managed to partially complete the first research duty and used the 

observation data to provide feedback to the PCC and NWP regarding barriers to 

implementation. However, it is important to note, the efficacy of the feedback 

sessions was inhibited by several governance issues, particularly an ambiguous power 

imbalance between NWP and the PCC. It seemed further aggravated by the PCC’s 

discomfort with negative findings. However, this matter is thoroughly reviewed in the 
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results, discussion and concluding remarks section for it is a small part of a much 

wider issue.  

 

 The next section attempts to clearly outline the reasons elements from the original plan had 

to change and the researchers thought process behind the choices made. 

What had to change and why?  
 

Once covid struck, the first step was for the researcher to assess the new research 

context and understand what had to be abandoned with immediate effect. The first decision 

was to abandon the quantitative aspect of the project and change the design from a mixed 

method to a qualitative approach. This decision was influenced by three factors: 1) initial 

vetting delays inhibited data collection for the first few months, 2) covid prevented the 

researcher from attending the police facility to access RMS and collect police data, 3) the 

advisor from NWP was redeployed to deal with covid and was unable to help the researcher 

explore alternative avenues for quantitative data analysis. Subsequently, there was no way to 

obtain a quantifiable measurement of referral or recidivism to compare the outcomes against 

an OOCD/Checkpoint Durham cohort.   

The next logical decision was to cease all observations and any further face-to-face 

interviews to prevent the spread of covid. The researcher carefully reviewed what had already 

been achieved (one interview transcript) and how to proceed. As stated in the previous 

section, the researcher had five months of rich observation data and one lengthy interview 

transcript, therefore it made sense to find a way to maximize the pre-existing data and obtain 

more. The researcher knew direct observation was not going to be an option for a long time 

thus had to consider the best way to obtain more interview data remotely (virtual interviews 

V written responses).  
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The researcher explored the possibility of conducting virtual interviews over zoom, 

attend anywhere or Microsoft teams. However, the researcher felt this was not the best way to 

proceed since the participants were working from home and this meant other members of 

their family or household may be present. Subsequently, this may have compromised their 

confidentiality and been disruptive or distracting. Even more, the researcher felt the virtual 

interviews might be unhelpful, as both the participants and the researcher were adjusting to a 

new kind of social isolation and subsequently, felt the interviews may be misused as means to 

socialize. Because of this, the researcher felt it was best to provide the interview questions in 

writing as this seemed to be the most appropriate way to keep the interviews focused on 

Checkpoint opposed to the effects of the pandemic. 

 The researcher was aware this approach has its limitations relating to structure 

flexibility/data quality control and these will be discussed in the final limitations section. 

However, at the time, it felt like the most ethical and considerate option since the 

professionals were adapting to a new way of life and they could complete the interviews at 

their convenience (Fox, 2006). Additionally, the researcher was aware the navigators were 

wanting to use the interviews as means to formally document some ongoing issues with the 

line manager from the PCC and their general dissatisfaction in post. By providing set 

questions in writing, the research felt this might limit unhelpful ranting and instead, give the 

participants time to focus on each question and think about their response to ensure they got 

their point across. The researcher also tried to encourage the participants to open and up and 

provide as much detail as possible by including prompts at the end of each question. The 

researcher also created a contingency plan to follow up any answers which might benefit 

from further explanation.  

              Therefore, the new simplified interview protocol was: 
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• The researcher will provide the interview questions over email and ask the 

professionals to return their answers (and consent forms) within two weeks. 

• The new interview schedule should include the same 18 questions intended for 

the face-to-face interviews with the addition of prompts for elaboration or 

examples.  

The next section depicts the exact procedure to enable direct replication. 

Exact procedure for remote interview data collection 
 

The researcher sent ten interview packs via university email to eight of the navigators, 

the line manager from the PCC and the advisor from NWP. The professionals were asked to 

start by reading the information sheet (Appendix C) and then complete the consent form 

(Appendix B). They were then asked to complete the interview schedule and provide as much 

detail as possible (Appendix D). Once complete, the participants were asked to read the 

debrief sheet and to contact the researcher if they had any questions (Appendix F). The 

participants were asked to return their responses and consent forms within two weeks via 

email. Once the data was received, the protocol was to anonymize the data and remove all 

identifiable markers, including gender and/or sex references. The researcher should compile 

the data into one document and begin to read, code, analyze and interpret the data using 

Microsoft Word (to view an example of a coded transcript see appendix E). As depicted 

earlier, the researcher followed the original plan and used the same approach to analyze and 

interpret the qualitative data. To clarify, the observation data was written up using the 

original plan to take narrative approach and the interview data was reviewed and interpreted 

using Braun and Clarks (2006) thematic analysis model.  

Analysing and reporting the interview data 
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For note, the covid-19 restrictions did not affect or change the original plan for the 

analysis and reporting of the interview data. As planned, the researcher used Braun & Clarke 

(2006) model and adopted an inductive approach to thematic analysis. This approach was 

chosen as it provides a flexible and trustworthy approach to analysis by generating new 

theory from raw data (Braun & Clarke, 2006; Nowell, Norris, White and Moules, 2017; 

Gabriel, 2013). The researcher followed Braun & Clarke’s (2006) six-phase process. In phase 

one, the researcher became familiar with the interview data. In phase two, the researcher 

generated initial codes and systematically coded data using an inductive approach. In phase 

three, the researcher reviewed the codes to identify the most prevalent themes and subthemes 

across the data. In phase four, the researcher reviewed the themes and identified four key 

themes. These were comprised of multiple sub-themes (see full thematic map in Appendix).  

In phase five, the researcher used a thematic map to define and refine the themes with regards 

to the essence of meaning. In phase six, the researcher reformulated the data into a detailed 

report, using the empirical evidence to explore each theme and subtheme in context.  

Insufficient data collection 
 

Two months after the first round of interviews, the researcher attempted to obtain 

more interview data in a second round of interviews. A new interview package was created 

and distributed to nine navigators, one line manager and the advisor from NWP. The 

interview package was comprised of a new set of 6 questions related to the Covid-19 

situation and how this was impacting the implementation process. Participants were asked to 

return written responses within four weeks. Only 3 limited responses were returned, and the 

data was considered insufficient for analysis. For this reason, this data is not included in this 

thesis as it does not add to what we already knew. Still, the attempt to obtain more data is 

declared for transparency. 
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What next?  
 

            The next step was to decide how to bring the data together to evaluate the entire 

implementation process. The aim was to conduct a post implementation evaluation to 

determine whether the project was delivered as intended, to highlight mediators of impact and 

to ensure the project was credible. Theoretically, this approach would give the researcher a 

good insight to what extent outcomes may have been different, how issues and/or barriers 

could be improved and why certain interventions can work for some populations but not 

others (Leask et al, 2019; Clarke, 2019). This design also allows the researcher to use the 

experience of the professionals to better comprehend their understanding of the components 

of the intervention to ensure structures are clear and service users needs are met (Bee, 

Brooks, Fraser & Lovell, 2015). The current guidelines depicted by The Medical Research 

Council (MRC) state, process evaluations should “assess the fidelity, dose, amendments, 

reach and quality of implementation” to thoroughly evaluate the implementation process 

(Limbani et al, 2019). Therefore, this framework will be used during the post implementation 

evaluation.  

The next section clearly outlines the participants involved in the final project and the 

ethical considerations and commitments made before the project began. 

Participants 
 

Participants were recruited using a purposive sampling method (Palinkas et al, 2015). 

In the final project, 11 participants took part. Due to the small number of participants, all 

identifiable markers beyond a job title and/or previous experience have been removed from 

the thesis. They are removed to protect the participants anonymity and for confidentiality 

purposes. The participants include the navigators who facilitate the scheme, the line manager 

from the PCC and an advisor from North Wales Police. Throughout, the participants are 
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referred to using their job titles for example “a navigator said” or “the line manger felt”. For 

transparency, the line manager and the advisor may be identifiable to stakeholders, other 

professionals, service users or peers involved with the scheme. This is unavoidable because 

of the nature of their roles. However, the researcher followed the ethical guidelines depicted 

in the next section to ensure safe practice and to ensure the psychological safety of all 

involved.  

Ethical considerations 
 

This section demonstrates the steps taken to conduct an ethical project and protect the 

participants and the researcher.  

Prior to starting the project, ethical approval was sought after and obtained from the 

Ethics Board at Bangor University (Appendix A). The researcher followed BPS guidelines 

and committed to conducting ethical and valid research (British Psychological Society, 

2014). 

The researcher reviewed the risks posed to the participants and considered them to be 

minimal because there was no deception used, the participants were informed of the research 

aims and each participant had the choice to participant or disengage from observation and 

interview. Although the risks were minimal, several ethical considerations were made to 

protect the participants from harm. 

 The participants were informed of their right to withdraw from participating at any 

point. They were told they could withdraw from observation and interview at any time 

without having to provide reason. In the case of distress, the participants would be given 

external agency details (Samaritans) to access additional support. To protect the identity of 

participants, the researcher removed all identifiable markers from the observation reports, 

interview data and final thesis. No line and/or page numbers are used in the transcripts to 
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heighten the anonymity. Following BPS guidelines, navigator’s names are replaced with their 

job title (for example: a navigator, the line manager and the advisor from NWP) and no 

gender or sex references are included in the thesis. However, the line manager from the PCC 

and the advisor from NWP may be identifiable to those working for or in partnership with 

Checkpoint Cymru. This is declared for transparency purposes. 

There were several ethical risks to consider for the researcher due to the length and 

nature of observation and the fact it is a partnership project. The risks include but are not 

exclusive to the risk of fatigue, emotional stress, disruption, and professional boundaries. To 

counter the risks, the researcher committed to taking regular breaks at the end of every hour, 

kept a reflective journal to monitor the emotional impact of the observations and/or project on 

their wellbeing and consulted with their mentor at Bangor University on a regular basis for 

support. The researcher purposeful chose to transition between an insider and outsider 

research position to make sure they could maintain professional boundaries.   

Now the research methods have been outlined, the next section includes the project 

findings via narrative and thematic analysis.  

 

Results and Discussion 
 

There were no pre-existing expectations or hypotheses used in the final project. The 

researcher used an inductive approach and decided to let the data determine the research 

focus. As the researcher was chosen to conduct a process evaluation of the implementation of 

Checkpoint Cymru to inform the PCC and NWP of any issues, barriers and concerns 

surrounding implementation, it could be argued the researcher was, to some degree, 

subliminally influenced to pay closer attention to the barriers inhibiting the project. However, 
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the researcher made a conscious effort to let the raw data from the narrative and thematic 

analysis speak for itself.  

The results section begins with the observation narrative to put the project in context. 

Once depicted, the most prevalent themes and subthemes from the thematic analysis are 

identified and explored in alignment with the empirical evidence. Later, the researcher makes 

several concluding remarks related to some wider research findings (based on both data 

sources). After this, the research embarks on a post implementation evaluation intended to 

demonstrate whether the scheme and/or research project was delivered as intended.  

Observation: narrative analysis 

The observation sessions took place during the first five months of implementation 

(October 2019-March 2020). All observations were made before covid-19 and due to this, no 

social distancing measures or face coverings were required. The observation data has been 

constructed into a narrative which adopts a chronological structure. This reflects the exact 

order the participants behaviour was observed.  

Training  
 

Before the launch of Checkpoint, the navigators embarked on a training package that 

intended to prepare them for their role. The training programs included in the package ranged 

from practical elements of working in a police context such as training on RMS and in first 

aid to specific skills and program training such as ACEs (Adverse Childhood Experiences), 

Drug and Alcohol Awareness, Restorative Justice, Cocaine Misuse (not delivered to all 

navigators) and Female Offender training. Parts of the training package were delivered by 

NWP and other aspects of the training were delivered using external training agencies such as 

Rockpool and Her Majesty’s Prison and Probation Service. The researcher felt the initial 

training package was disorganized and inhibited by last minute communication of changes to 
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the training timetable which left the navigators feeling frustrated. Reviews relating to the 

efficacy of the training were mixed, particularly reviews of training quality and the extent to 

which the navigators felt their training would be used in practice. The ACES training 

provided by Rockpool and the First aid training provided by NWP received glowing reports 

whilst HMP’s training on females in the criminal justice system was considered less 

successful. Anecdotal evidence infers the training sessions had little relevance to the 

navigator’s role or skill required in practice. Conversely, it was several weeks before cases 

began to be referred to the initiative. On this basis, it is likely the navigators may have lost 

the skills and knowledge gained in the training and this may impact use of the training in 

practice.  

Recommendation: Review the efficacy of the training package. Assess training 

alternatives and review what sessions would better suit to the actual role of the navigators. 

Should this be available, refresher training should be considered.  

Implementation and structure (prelaunch): Delays, job roles and early tensions 

The initiative was intended to launch its service in October 2019. However, due to 

several unanticipated delays (undisclosed) the start date was delayed until December 2019. 

During this period, nine motivated professionals (the navigators) were recruited and 

embarked on a training program set up by NWP and the PCC. The navigator cohort included 

a varied set of professionals with a breadth of experience, ranging from assistant 

psychologists to ex-prison and probation officers. These professionals were used to thriving 

in fast paced, busy working environments and juggling high case loads. However, at the start, 

they experienced a lack of work and no clear expectation of what to do with their time. This 

significantly inhibited their motivation and enthusiasm in post, leaving some of the 



61 

 

navigators feeling they were de-skilling and questioning whether they had made the right 

decision to leave their previous job. 

The Checkpoint manager was appointed by the PCC and held responsibility for the 

coordination of the navigators. A custody diversion Inspector, appointed by North Wales 

Police, was there to provide guidance, liaise with and advise the navigators and the line 

manager at the start of the project. The navigators and line manager lent on the advisor for 

RMS support. This appeared most beneficial to the line manager from the PCC, who had 

limited knowledge of police process and technology. The advisor’s post was temporary and 

was subject to review in March 2020. In March 2020, the Custody Diversion Inspector started 

to withdraw day-to-day support to focus on supporting the research project. However, the 

navigators struggled to accept this change as the advisor played an important role in defusing 

rising tensions and/or conflict between the navigators and their line manager. They also 

seemed to prefer the advisor’s management style and approach to communication.   

Post launch observation: referral, location, promotion 

Referral to Checkpoint depended upon North Wales Police, as policing professionals 

are responsible for the identification of eligible offenders and referral. Referral seemed 

mediated by professional’s knowledge of the scheme and knowledge appeared varied across 

different locations. Referral also came via custody sergeants, although the scheme prefers 

referral via voluntary attendance to avoid booking into custody. The navigators are based in 

the three custody suites in Caernarvon, Llay, and St Asaph. Between these locations, 

knowledge of the initiative seemed high. This is because the navigators spent a lot of time 

without work at their base, thus had time to build up relationships with custody sergeants and 

visiting officers. The navigators in Caernarvon appeared to have an additional advantage of 

familial relations that seemed to benefit networks in the custodial setting.  
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The initial communication and promotion of the Checkpoint scheme to North Wales 

Police staff came from the line manager from the PCC via e-mail. Anecdotal evidence 

inferred the reach of this approach was limited and not well received by many policing 

professionals who were too busy to read their emails. This resulted in a slow onset of case 

referrals, which created frustration amongst the navigators. Some of the navigators used their 

personal contacts within the criminal justice system to attend morning briefings and this 

improved awareness of the scheme and willingness to refer. However, the navigators felt the 

line manager was reluctant to pass the promotion responsibility over to them, despite 

indication of positive effects. Reasons for this seemed unclear. Withal, this made the 

navigators feel they were being micromanaged by their line manager. They felt their line 

manager did not feel comfortable with them leaving their base and/or using their own 

connections with police professionals. They felt this was because the line manager was to 

some degree threatened by their connections within the police.  

Recommendation: review the navigator’s approach to attending briefings and 

increasing awareness of Checkpoint with intent to improve the flow of referral and reach of 

the scheme.  

Referral issues, Checkpoint Casework and shifting criteria 

The remit of Checkpoint was kept under review in the early stages of the scheme, and 

it was revisited several times due to low numbers of referrals. A small number of 

inappropriate referrals have been reported and it seems the current referral process and the 

process of case allocation to individual navigators remains unclear – to the navigators, some 

police representatives, and the researcher.  

Upon referral to the scheme, navigators conduct a needs assessment with all new 

clients. Navigators work directly with some clients for the duration of the checkpoint contract 
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and refer others to program delivered by third sector organizations. This is the case for female 

clients who are referred to the Women’s Pathfinder program. An initiative funded by North 

Wales Police, providing support to females in the criminal justice system. Several concerns 

have been expressed with regards to the referral process, particularly regarding delays in 

referrals by North Wales Police and some referrals being missed by the navigators due to 

poor communication. A key issue with this process appears to be the navigators and 

Checkpoint managers struggle with RMS, which seemingly causes delays. Moreover, other 

concerns have been expressed about referrals from Checkpoint to the Women’s Pathfinder 

program. There was anecdotal evidence of one female client who reportedly ‘failed’ the 

scheme as she re-offended while waiting for engagement with a Women’s Pathfinder 

caseworker in her area. This resulted in the female being remanded in custody and attempting 

to hang herself. There was no further information provided on this matter. Timely referrals 

and engagement with clients are considered key to ensure clients take up the opportunities 

provided and have maximum chance of successful engagement and completion.  

Low numbers of referrals and shifting referral criteria suggests there is a problem with 

suitable cases coming forward, which has led to a discussion of widening referral criteria to 

higher risk cases, e.g., the inclusion of some domestic violence offenders. However, an active 

plan to implement these amendments remains unclear to the navigators and the researcher. To 

clarify this, the researcher proposed the need to review the referral process, to provide a 

revised visual process map and ensure the referral pathway is clearly communicated to all 

police staff, navigators, and other relevant professionals. However, this never came to fruition 

and whether these changes were made remains unclear. Nonetheless, the navigators reported 

concerns related to these amendments. The navigators felt uneasy about supporting domestic 

violence perpetrators on the scheme. The navigators felt this was because of previous 

experience working with perpetrators of DV or no experience at all, and the fear the training 
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package did not provide the necessary skills to help them deal with or sufficiently monitor 

perpetrators of domestic violence. It seemed the navigator’s concerns were overlooked by the 

line manager and the advisor.  

Recommendation: 

• Review communication and engagement.  Support from the navigators towards 

female clients may be a suitable avenue to explore during the referral to WPF, to 

avoid disengagement and recidivism. 

• Develop a clear map of planned amendments for the clarity of the navigators, policing 

professionals, and the researcher 

• Review the planned amendments to widen the eligibility, in alignment with the 

training provided. Consider providing more training to increase the navigator’s 

knowledge around handling and monitoring DV offenders.  

Governance 

The governance of Checkpoint Cymru is ambiguous and complicated. Checkpoint 

Cymru was funded by the PCC and the Checkpoint line manager is employed by the PCC. 

The Custody Diversion Inspector (the advisor) is employed by NWP and provided some early 

managerial support to the navigators and the line manager and acted as a liaison to North 

Wales Police staff. In turn, the navigators are employed by North Wales Police, but line 

managed by the Checkpoint Manager, someone outside their employing organization. The 

governance and line management processes are complicated by the involvement of these two 

separate organizational entities. From the start, there have been tensions between navigators 

and the line manager and the navigators often turned to the advisor for support and advice. 

The confusing governance structure has left navigators feeling a lack of support and clear 

sense of organizational belonging.  This matter is further complicated as the second line 
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manager was employed by the PCC, despite the navigator’s desires for the second line 

manager to be from NWP. Additionally, communication received from the NWP advisor and 

the line manager is conflicted at times causing further confusion and concern. Navigators 

reported not knowing who to listen to and felt unclear on “who outranks who”. As the 

program progressed and as Covid-19 situation developed, the involvement of NWP, even as 

an advisory source, reduced. Anecdotal evidence suggests this made the navigators feel 

abandoned by NWP, for they relied on the advisor for support.  

Recommendation: Review the governance of the program and consider ways to 

increase the degree of support from NWP to diminish the impact on the navigators.  

Navigator experience 

At the start, the navigators had a great deal of experience, motivation, and enthusiasm. 

As a group they bonded well and those with prior experience of working in criminal justice 

mentored those less experienced in the field. However, poor training, a lack of work, and 

some communication problems with the line manager had a detrimental effect on the 

navigators’ morale and engagement with the organization. Further, as there was a slow onset 

of referral and low caseloads, the navigators were not busy and had more time to ruminate in 

their dissatisfaction. This seemed to further inhibit morale. The impact of this seemed to 

differ between bases. For instance, Caernarvon seemed to ruminate less, have more work and 

be happier in post. Llay appeared to ruminate a little yet had low but steady case referrals and 

St Asaph seemed to ruminate the most, experience low case loads and low referral rates and 

struggle the most with communication with the manager- although this seemed to be a by-

product of one of the navigators feeling targeted by the line manager following an extension 

of a probationary period (this was later dismissed). Across the bases, many of the navigators 

expressed their frustrations around being unable to bring their experience and skills onto the 
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Checkpoint program. They felt doing so would benefit and promote the initiative across 

North Wales. There have been many reports of feeling untrusted, micromanaged and 

concerns related to de-skilling. Further, some of the navigators talked openly about searching 

for new employment and some of the navigators reported feeling regretful they left their 

previous post. It was unclear how widespread the intent to act was or if this was gossip, 

rumination or merely a discussion.  

Conversely, the tensions between some of the navigators and line management 

appeared to further develop over time having a significant effect on navigator wellbeing. The 

researcher used early implementation reports to highlight the impact of the tensions on the 

navigators. NWP acknowledged the impact and expressed concern, but they seemed unable to 

implement change and/or elevate some of the pressure. However, the navigators’ 

commitment to the principles of the Checkpoint program and working with the clients 

remained strong.  

Recommendation: Management may consider a feedback or mediation session to 

address some concerns about program management and reduce rumination, dissatisfaction, 

and impact on their wellbeing.  

Meetings: informal and formal 

There were several informal and formal meetings that took place throughout the five-

month observation period. The researcher observed some of the interactions between the 

navigators and the advisor from NWP and on one occasion, a meeting with their line manager 

from the PCC. 

During navigator meetings, the strength of the rapport was evident. There appeared to 

be a great degree of support and balance between professionals, and this created a friendly 
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and informal environment. Their openness, honesty, and trust to disclose information to the 

researcher was also clear and it seemed the navigators wanted to use the meetings with the 

researcher to have their experiences recorded. The navigator’s experiences with their line 

manager were primarily negative and many of them reported feeling unheard, micromanaged, 

distrusted and without organizational belonging. Many of them took the time to share 

anecdotes of how the conflict with management was inhibiting their home life and personal 

wellbeing, although to protect the confidentiality and privacy of the participants, this 

information is not included in this report.  

Meetings between the navigators and advisor from NWP appeared harmonious. The 

navigators used their time with the advisor to express their concerns relating to how the line 

manager from the PCC was treating them. The advisor from NWP was very supportive and 

this appeared to provide initial reassurance to the navigators. However, over time, the 

navigators felt the advisor failed to act as promised and this created a degree of distrust 

between them, hindering their professional relationship.  

Moreover, the meeting between the navigators and the line manager from the PCC 

also appeared harmonious. It appeared structural issues were well addressed, and the line 

manager seemed open to explore the navigator’s opinion. The line manager asked the 

navigators if they had any additional issues to discuss there were no additional comments 

made. This was interesting because the navigators were usually very open about their issues 

or concerns about the line manager’s management style. After the meeting, the navigators 

approached the researcher and reported they did not feel comfortable addressing their 

concerns and/or issues with line management. They said they would only feel comfortable to 

disclose their concerns if an independent third party was present due to low trust and fears of 

loss of employment. Several of the navigators reported instances where they have tried to 
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address their issues with the line manager and said they were dismissed quite abruptly 

without review. They reported that because of this, they adopted a ‘put up and shut up 

approach’ and would not address issues moving forward.  

Recommendations: To improve honest communication and for the navigators to feel 

comfortable enough to be open about their experience, it is recommended that - during 

monthly meetings, a third party, that has no affiliation with the PCC should be present.   

This marks the end of the narrative analysis. The next section is comprised of the 

most prevalent themes and subthemes from the thematic analysis based on the interview data. 

 

 

Thematic analysis 
 

In this section, the results from the thematic analysis are explored, presenting the most 

prevalent themes and subthemes in alignment with the empirical evidence. Due to the scope 

of this project, more prevalent and/or interesting themes are explored in greater detail. Each 

theme is presented with a few examples from the transcripts to represent the professionals 

experience in their own words. All quotes are intentionally included without numeric, page or 

line markers to ensure the highest level of anonymity for the participants. This is important to 

diminish the risk of the reader being able to guess who might have said what. The data 

collated from the interviews represents subjective experience reported by the navigators, the 

line manager and the advisor from the PCC. Subsequently, the results are not affiliated with 

the view of the researcher. The reader should also remain mindful that the results may be 

most representative of the navigators experience due to the imbalance between the number of 
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navigators (11) and the number of managers (2). From the analysis, four primary themes 

emerged, and each theme is explored separately. The themes are: Professional feedback, 

Early issues, Practical barriers, and Improvement information.  

Theme 1: Professional Feedback 
 

Professional feedback was the most prevalent theme to emerge from the thematic 

analysis. It is comprised of five subthemes: Initial perception, Checkpoint as a hard option, 

Re-offending, Professional experience, and rapport. Each theme is made up of several 

subthemes and these alternate between the navigators, the line managers and the advisor’s 

perspective.  

Subtheme 1: Initial perception 
 

This subtheme explores the navigator’s initial perception of Checkpoint. It is 

comprised of three further subthemes: Initial support, diminishing support and perceived 

client benefit.  

Initial support 
 

This subtheme focuses on the reasons the navigators felt supportive of Checkpoint at 

the start, for they felt the ethos of Checkpoint aligned with their own personal ethos, core 

principles and values, “I feel supportive of the programme”, “The principles of the program 

are ones that I value and agree with”, “The basic principles that founded Checkpoint and its 

ethos work well”, “The appeal of doing something new and trying to turn a negative situation 

into a potentially very positive one in the long run is huge”. The examples infer the 

navigators were attracted to the initiative because of what it stands for and the chance to be 

involved in something that turns a negative action into a chance for change.  
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The empirical evidence suggests professionals who seek employment in initiatives for 

moral reason are intrinsically motivated individuals who seek work associated with long-term 

fulfilment and increased satisfaction (Raza, Husnain & Ahkatar, 2015; Bergstrom and 

Martinez, 2016; Järnström & Sällström, 2012). This is best depicted as the experience of 

intrinsic reward, a psychological experience, sub-served by the dopaminergic system and 

sought from meaningful work, delivered well (Domenico & Ryan, 2014; Van Wingerden & 

Van der Stoep, 2018). The experience of intrinsic reward is considered to have positive 

effects on employees and organizational outcomes, improving drive, innovation, 

psychological wellness, and enthusiasm in post (Fischer, Malcha & Schafmann, 2019). 

Further, studies show working for an initiative which doesn’t compromise your personal 

values is associated with better personal and professional development, increased 

interconnectedness and improved health and wellbeing outcomes (Zwetsloot, 2013). 

Subsequently, it seems this cohort of intrinsically motivated individuals, responsible for the 

delivery of Checkpoint, could seek benefits to their own wellbeing and benefit organizational 

outcomes. However, it is important to remain mindful that external reward, autonomy, feeling 

ineffective and unanticipated adverse events pose a significant risk the intrinsic motivation of 

employees (Domenico & Ryan, 2014). 

Diminishing Support  

The second subtheme explores how the navigator support for Checkpoint and 

motivation in post began to diminish as their employment progressed, “My enthusiasm was 

there on day one however from the lack of structure I felt less supportive of Checkpoint as I 

wasn’t confident, they knew how Checkpoint was going to work”, “Some elements have 

changed – such as a shift in focus to the Drug Education Program rather than the needs 

assessment stage. I see this as a potential pitfall as we could miss opportunities to support 

individuals to our full abilities, as well as making it more difficult for those individuals to 
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come forward and express their needs to us”, “I believe the program was misleading to what 

the role would entail…the current manager has no clear plan about how things should be 

done and regularly changes processes by simply sending an email or telling us verbally”. The 

examples demonstrate how the changing elements and poor structure inhibited the 

navigator’s enthusiasm and confidence in checkpoint management. To be specific, it seems 

the navigators felt negatively about the changes introduced, for they felt they opposed the 

initiatives core goals and objectives, and this posed an unanticipated risk to their intrinsic 

motivation. They appeared disappointed and like they weren’t supported through change. But 

they also seemed to feel mislead with regards to what they were told their employment would 

entail. 

The literature acknowledges change is disruptive and resistance to change amongst 

intrinsically motivated employees is common (Jalaget, 2016; Fors, 2017). This is because 

unanticipated change, considered disruptive to the core principles, morals and aims of the 

employee, creates a negative behavioral response (a resistance), fueled by fear, anxiety, and 

apprehension about uncertain outcomes (White & Cameron, 2000; Wortler, Van Yperen, 

Mascaerono & Barelds, 2020; Wisse & Sleebos, 2016). The American Psychological 

Association (APA) published a report in 2017 to demonstrate the adverse impact of change 

on employee health, wellbeing, and the wider organization. They found change accounted for 

45% of turnover rates, a 34% reduction in trust towards an employer and one out of two 

employees suffered from chronic stress because of ineffective change management (APA, 

2017). Moreover, studies infer employee’s who negatively experience change at an early 

point of their employment, adopt a resistance to change in the future (Rafferty & Jimmieson, 

2016). Therefore, NWP and the PCC should try and increase support and effective 

management of change in the future to mediate resistance. There are several empirically 

evidenced change models (for example: McKinsey 7-S Model, Lewin’s change Management 
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Model or Kotter’s change management theory) available to guide future implementation of 

change. Such models are considered to diminish anxiety, uncertainty employee frustration 

and reduce resistance (Stouton, Rousseau & De Cremer, 2018).  

Perceived Client Benefit 
 

This subtheme explores the professional view, Checkpoint benefits the livelihood of 

clients because it provides a rare opportunity for change. An opportunity which otherwise 

might not be available and/or accessible. It is comprised of three further subthemes: navigator 

perspective, case type frustrations and management perspective. 

 

Navigator perspective 
 

The first subtheme explores the navigator’s reports that Checkpoint provides an 

exciting opportunity for life change and how the scheme could improve available 

opportunities. “I believe it will improve people’s lives”, “Checkpoint is a positive as it means 

she will not have a criminal record for a mistake that she has made”, “For those who are 

entering the criminal justice system for the first time, this can have a huge positive effect and 

serve as a stern warning, but also a second chance”, “If they had not had this opportunity the 

offence may have had a negative impact on their lives if they had received a charge for the 

offences in relation to further educational, employment or travel opportunities”. The 

navigators also go on to highlight how Checkpoint provides an opportunity for clients to 

address issues that have previously or would usually remain unaddressed in the criminal 

justice system, “Many participants may not have had the opportunity to talk about underlying 

issues which is or has affected them in some way or other…brilliant opportunity for them to 

receive support”, “There are individuals who have been on my caseload that have made 

lifestyle changes since coming onto Checkpoint e.g. a client of mine who had smoked 
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cannabis for years to help with mental health has completely quit and another client who has 

been on various courses and been given a safe space to talk through the difficulties she had 

been experiencing reports that it has significantly improved her life”. Collectively, the 

examples demonstrate the professional view that Checkpoint improves life opportunities and 

access to otherwise unavailable support. Further, the anecdotes demonstrate how Checkpoint 

helped one client cease long-term drug use which improved their mental health outcomes.  

The empirical evidence supports the notion that diversion schemes serve as a second 

chance and offer a rare opportunity for life change (Brown, 2018). This is because, as 

previously disclosed, the needs of low-level offenders are largely overlooked within the 

criminal justice system due to resource limitations (Sherman, 2013; Evans, 2016: Wooditch, 

Tang & Taxman, 2014). Additionally, research shows the offender population is typically 

made of up of people from more disadvantaged backgrounds in low socioeconomic areas, 

where access to therapeutic resources within the general community is also lacking (Clark, 

2018; Cook, Swartz & Kaslow, 2017). Subsequently, without Checkpoint, some clients might 

struggle to access support and may be more likely to reoffend. This means for many, 

Checkpoint may provide the first opportunity to talk about mental health issues, substance 

misuse disorders and life issues and/or trauma (Birmingham, Awonogun & Ryland, 2018).  

The empirical evidence also supports the adverse relationship between a criminal 

conviction and opportunities for housing, employment, and travel (Pager & Western, 2009). 

Studies show employers, landlords and governing officials typically adopt a risk-averse 

approach to employment, housing, and travel, pre-emptively excluding ex offenders at a 

much higher rate (Heydon & Naylor, 2018; Minor, Persico & Weiss, 2018). Arguably, this 

issue is most prevalent in careers not covered by the Rehabilitation of Offenders Act (1974), 

for instance supporting vulnerable people, children and/or working with confidential sources 

of data, as persons with a conviction become ineligible (McIntyre, 2017). Therefore, the 
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opportunity to take part in Checkpoint and avoid the ramifications associated with a 

conviction, eradicates the risk of the associated stigma and clients get the best chance to 

move forward from their mistakes without falling victim to offender discrimination (an issue 

particularly inhibiting members of the Black and Ethnic Minority communities) (Radford, 

Sturgeon, Cuomo & Lucas, 2018).  

Even more, there is a plethora of evidence that demonstrates the efficacy of talking 

therapy and intervention for mental health issues, substance misuse disorders and unidentified 

adverse childhood experiences, particularly in the offender population (van Duin et al, 2018; 

Stevens, 2019; Cannon & Hsi, 2016; Turner, 2020). Where mental health and substance 

misuse disorders improve as a by-product of intervention, studies have shown there is an 

increased likelihood of life change, desistance, and positive organizational outcomes 

(Wooditch, Tang & Taxman, 2014). This is because interventions focus less upon blaming 

offenders for their crime and instead, they focus on helping offenders understand the reasons 

they offend and intern, it is easier for them to be accountable and they are more likely to take 

responsibility for any harm caused (Pickard, 2014). When you consider this in alignment with 

the voluntary nature of Checkpoint, research suggests clients are more likely to be engaged 

and motivated to make a change, improving intervention outcomes (Hardcastle et al, 2015). 

Much like that reported, research shows engaged, and motivated offenders demonstrate better 

intervention outcomes including better management of emotions, lower levels of impulsivity, 

improved relationships, increased life achievements and diminished likelihood of recidivism, 

post intervention (Maguire et al, 2019). However, despite early signs of promise for one 

individual, the anecdote represents subjective experience and at present, the ability to 

generalize this finding, across a wider population, is limited.  
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Case type frustrations 

The first subtheme explores the navigator’s frustrations around the type of offender 

referred to Checkpoint and how they feel there is a ‘missed opportunity’ to use the scheme to 

benefit more entrenched offenders. “I personally haven’t had a case where I think I have 

changed their life”, “None of the cases I have been allocated have been on the cusp of being 

repeat offenders so therefore need little help”, “We should also be making efforts to focus on 

working with persons who have real potential to ruin their lives by being involved in 

criminality and this |I feel has been a missed opportunity”, “I feel like we need to support 

individuals who are more vulnerable and higher risk if we are to make a real change as the 

vast majority of cases are working full time, have no major health issues, physically or 

mentally and have been caught committing a very low level offence”. The examples indicate 

the navigator’s personal frustration in having to support clients who have little to no need.   

This seems to negatively impact the personal agenda of these professionals, who are 

keen to positively affect life change, benefit service users and seek intrinsic reward.  

Research shows dissatisfaction at work is associated with reduced motivation, an 

increased risk of turnover, low levels of engagement, poor communication, and diminished 

productivity (Khamisa, Oldenburg, Peltzer & Llic, 2015; Rajgopal, 2010). Arguably, this is 

most inhibitory for intrinsically motivated employees, who require intrinsic reward to feel 

content in role and engaged with the wider organization (Bergstrom and Martinez, 2016; 

Singh. 2016). In this case, it could be argued the navigator’s frustrations are mediated by their 

prior knowledge of the offender population, awareness of a greater need elsewhere and desire 

to feel like they are making more of a difference (Pemberton, Balderston & Long, 2019). 

Studies infer more experienced professionals, particularly those with previous work 

experience in the criminal justice system or prison and probation service, may be less 

satisfied supporting those with minimal need, for they have experienced or are simply more 
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aware of the potential intrinsic reward that could come from helping more serious offenders, 

with an increased need (Marsh, McKay, Pelly & Cereda, 2019; Sirdfield & Brooker, 2020). 

An understandable frustration when you consider potential knowledge of the cyclical 

relationship between mental health, substance misuse, resource limitations, high caseloads, 

overcrowding problems and recidivism in the more serious offender population (Prison 

Reform Trust, 2019). However, it is important to note, that irrespective of personal desire to 

experience greater intrinsic reward, the potential benefits of Checkpoint to more serious 

offenders or the navigators prior experience, Checkpoint currently aims to target low-level or 

first-time offenders. Therefore, clarification of this and the probability of helping more 

serious offenders in the future may be required to reduce rumination and speculation. Future 

research may want to explore the relationship between the increased experience of some of 

the navigators and how this manifest into an increased need for intrinsic reward. Moreover, 

how this may mediate motivation and engagement in the face of dissatisfaction.  

Management perception of life change 
 

This subtheme explores the reports from the line manager (PCC) and the advisor 

(NWP) and their perspective of the possibility of life change post Checkpoint. It is comprised 

of two further subthemes: PCC perspective and NWP perspective.  

PCC Perspective  
 

This subtheme explores the line manager’s view of the possibility for life change. The 

manager replied “Indeed” when asked whether they believed the program would change 

people’s lives. The line manager went on to explain, “A big part of this is harm reduction for 

substance users.  In addition, it’s also a form of CBT in terms of addressing underlying needs 

and the thinking patterns behind someone’s offending, their triggers, and their ability to 

understand consequential thinking.  All of these can only help toward reduction or abstinence 
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in substances and an improved insight into life, consequences and aspirations in addition to 

working on traumas they have had to endure in life that may have not been addressed”. The 

response shows the line manager believes Checkpoint has the potential to change lives. 

Further, it seems that in their opinion, providing support to substance users through CBT 

based intervention is the most important component for life change.  

Many studies have shown line managers have a major influence on intervention 

outcomes, although many failed to uncover the role of the line manager during 

implementation and how they are influenced by the context of intervention at different levels, 

(Christensen et al, 2019; Tafvelin, Schwarz, Nielson & Hasson, 2018). Still, most agree, the 

line manager’s support and belief in an interventions potential to influence life change is an 

essential component for success (Stouten, Rousseau & De Cremer, 2018; Christensen et al, 

2019). However, the literature neither supports nor refutes the line manager’s belief, 

substance misuse intervention is the most important component of Checkpoint regarding life 

change. This is because most of the data exploring the impact of diversion schemes on harm 

reduction and substance misuse disorders has produced mixed results (May et al, 2019; Hawk 

et al, 2017; Pemberton, Balderston & Long, 2019). Still, there is a good amount of evidence 

available to justify the belief that providing support to substance misusers is important, for 

studies on youth offenders have demonstrated a small but significant impact of diversion-

based intervention on substance misuse and quality-adjusted years of life (Substance abuse 

and mental health services administration, 2016). With that said, recent reviews suggest data 

in this domain is not completely reliable, for it is often inhibited by poor methodological 

quality (sample size issues, no random allocations to conditions, limited follow ups, 

retrospective data collection and a high attrition rate) and publication bias (Speith et al, 2016; 

Viswanathan, 2017; Kennedy et al, 2019). Subsequently, knowledge of the long-term benefits 
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of diversion for drug users remains unclear and this inhibits comprehension of how important 

it will be regarding life change.  

However, the line manager was keen to highlight the benefits of using CBT 

components in the drugs education program. CBT is one of the most empirically supported 

forms of therapy used to treat substance misuse disorders and criminality because it is 

considered an effective tool to target the ‘criminal thinking’ that underpins criminality 

(Carrol & Kiluk, 2017). This is because it teaches offenders to understand the thought 

processes and choices that precede their criminal behaviour and substance misuse (Chandler, 

Fletcher & Volkow, 2010). However, it remains unclear whether the line manager is aware 

that the efficacy of CBT on substance misuse in criminality is mediated by the intensity and 

duration of treatment (McHugh, Hearon & Otto, 2010). After all, the DEP incorporating 

components of CBT intervention is delivered over one to two sessions. Arguably, as 

Checkpoint targets low-level offenders and as the navigators reported most drug users have 

minimal need perhaps one or two sessions of CBT intervention can be sufficient (Hoffman et 

al, 2012). Withal, without further exploration, this remains ambiguous. To remove this 

ambiguity, future research should conduct a longitudinal study to explore the long-term 

impacts of the DEP with regards to the relationship between the duration of sessions and 

future drug use, cessation of use and life change.  

NWP Perspective 
 

This subtheme explores the perspective of the advisor from NWP and their view of 

the possibility of life change, “I certainly think it should change peoples lives. Early, 

professional, intervention for those most at need is essential. The introduction of the ACEs 

recovery toolkit is something that has not been introduced elsewhere in the UK – there is a 

plethora of scientific research into ACEs that this presents us with an opportunity to address 
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not just the here and now, but a generation of families. For lives to be improved there needs 

to be rapid intervention and association with professional bodies within the health and social 

sectors, early access to these specialist services is key”. The example demonstrates the 

advisor shares the belief Checkpoint has the potential to change client’s lives. However, 

unlike the line manager, the advisor feels the ACES toolkit is the most important component 

for life change and that it is essential to unpick the adverse childhood experiences of 

offenders to encourage desistance.  

Exploring this view, the literature supports the importance of addressing childhood 

adversity (ACES) when attempting to reduce recidivism, for many studies indicate a strong 

relationship between those reporting ACES and an increased engagement in the risk-taking 

behaviours involved with criminality (Reavis, Looman, Franco & Rojas, 2013; Hughes, 

Lowey, Quigg & Bellis, 2016). Studies show exposure to adversity in childhood disrupts 

health and neurological development and this can cause emotional and conduct problems in 

adulthood (Levenson et al, 2016).  In many cases, this manifests in substance and alcohol 

abuse, deprivation, poor educational attainment, mental health problems and subsequently, 

criminality (Centers for Disease Control and Prevention, 2015; Mcllean, 2017). Studies have 

shown trauma informed approaches and ACES awareness during offender rehabilitation 

significantly improved life outcomes and resulted in actual behavioural change (Bradley, 

2017). Moreover, The Welsh ACES study (2015) found those within the welsh criminal 

justice system reported four or more ACES and were 15 times more likely to perpetrate crime 

and 20 times more likely to serve time in prison (Welsh Government, 2021). Therefore, the 

advisors desire to focus on ACE’S, as a key component for life change, appears empirically 

supported.  

With that said, the contextual evidence infers there is little to no observed use of the 

ACES toolkit in practice. One of the navigators also touched upon this, reporting, “The 
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ACES training, although it was some of our best training… we’ve never spoken about it and 

its highly unlikely we are ever going to run a course…there is no even inkling that we can, no 

one has discussed logistics with us”. Therefore, despite need, the empirically supported 

impact on behavioural change and the support of the NWP advisor, the ACES toolkit is not 

used. It could be argued the discrepancy between the agenda of the PCC and NWP underpins 

this, for the line manager felt Checkpoint was best used for drug rehabilitation and the NWP 

advisor see it best for ACES support. The literature suggests this discrepancy is a common 

challenge identified in partnership projects or during multi organization collaboration, if a 

shared agenda is not agreed at the start (Johnston, Goldsmith & Finegood, 2020). The term 

the ‘dark side’ is used within the literature to refer to a variety of adverse impacts these types 

of discrepancies can cause, such as ill-intended behaviours, unethical practice, biased 

preference and organization dysfunction or failure (Oliveira & Lumineau, 2018).  Therefore, 

perhaps PCC and NWP could come together to review this evidence and consider ways to 

create a shared agenda and incorporate the ACES alongside the DEP.  

 

Subtheme 2: Checkpoint the ‘hard option’ 
 

This subtheme is comprised of two further subthemes: ‘A harder option’ and 

‘Restorative Justice’.  

A ‘harder option’  
 

This subtheme explores the professional view (across navigators, line management 

and advisor) Checkpoint serves as a ‘harder option’ in comparison to formal prosecution. 

This is discussed in relation to how Checkpoint requires an offender to be accountable for 

their actions and how the needs assessment can be intrusive, “Checkpoint is not a soft 

option”,  “Much easier to take a caution or a fine in Court, bury your head in the sand and 

change nothing”, “I feel having to take accountability for what you’ve done and address the 
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underlying issues behind those decisions can be quite profound in its effects”, “Checkpoint is 

not a soft option. It requires participants to discuss very personal details with their 

Navigator…and requires them to answer each question honestly. This can be quite intrusive”, 

“Having to take accountability for what you’ve done and address the underlying issues 

behind those decisions can be quite profound in its effects”. The examples demonstrate the 

professionals believe custody diversion is much harder than formal prosecution due to the 

increased focus on accountability.  

At first glance, this finding does not appear supported by most of the literature, for 

most studies suggest professionals consider custody diversion to be a soft alternative to 

formal prosecution (Kelly & Armitage, 2015; Blumenthal & Wessley, 1992; Tyrrell, Bond, 

Manning & Dogaru, 2018; Meijer, 2017; Maculan & Gil Gil, 2020; Disley et al, 2016). 

However, upon closer inspection, most of these studies interviewed professionals not 

affiliated or actively involved in the delivery of such schemes (i.e., police, custody officers or 

other professionals relevant to formal prosecution and punishment). Subsequently, it could be 

argued these professionals were more likely to offer a less positive, biased view of diversion, 

for the premise of it opposes the premise of their day-to-day role, to enforce, assist or 

implement punishment (Marsh, McKay, Pelly & Cereda, 2019). Still, most studies in this 

domain indirectly agree with the premise of the Checkpoint, components of restorative justice 

and the benefits associated with accountability (Jacobson & Fair, 2017; McCartan et al, 2014; 

Clarke, Brown & Vollm, 2015). For example, several criminal justices’ system-based studies 

show being accountable, for any degree of harm caused to others, is a painful yet effective 

process that yields positive effects for the individual and society but also requires a great deal 

of support and hope for societal acceptance (Alm, 2019; Sherman & Strang, 2007; Rakovec-

Felser, 2014). To be specific, being accountable, demonstrating remorse and in some cases, 

taking action to repair harm caused yields potential for personal growth, moral development 
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and diminishes the risks of repeat offending (Garrigan, Adlam & Langdon, 2018). Academics 

also suggest the importance of a co-dependent relationship between support and 

accountability, with some even suggesting support without accountability leads to moral 

weakness and accountability without support is a form of cruelty (Mkandawire, 2010). 

Therefore, it seems the difference between perspectives is perhaps about a resistance to move 

away from formal punishment, for most people working in the criminal justice system seem 

to consider offender accountability essential.  

Conversely, one of the navigators also felt the intrusive nature of the need’s 

assessment made custody diversion more difficult for clients than formal prosecution. 

However, there is a lack of research exploring the intrusive nature of diversion assessments in 

comparison to formal prosecution, inhibiting direct comparison. However, it could be argued 

custodial methods like strip searches and the use of unnecessary physical restraints are far 

more intrusive and more difficult for vulnerable adults than a list of personal questions 

(Equality and Human Rights Commission, 2015). Withal, the nature of a need’s assessment is 

to draw out essential information or experiences that fuel offender behaviour and in more 

vulnerable adults, with adverse childhood experiences or those with learning difficulties, 

recalling difficult experiences can evoke stress, flashbacks, and adverse physical and mental 

health symptoms (Centre for Substance Misuse Treatment, 2014; Hayes, VanElzakker & 

Shin, 2021). Because of this, Bradley’s (2009) proposed all professionals delivering needs 

assessments in custody diversion schemes should have specialized mental health and learning 

disability training, for without this the professional may lack awareness and handle the needs 

assessment in an unintentionally harmful way. However, reviews of the use of Bradley’s 

(2009) recommendations in practice suggest very few schemes do so. Thus, perhaps NWP 

and the PCC could review and consider a trauma informed approach to conducting needs 

assessments to counter these risks (Champine et al, 2020). However, at present, there are no 
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recorded professional reports of distress as a by-product of the need’s assessment process. 

Therefore, future research should review this through a service users’ perspective to increase 

comprehension.   

Restorative Justice 
 

This subtheme focuses on the cases that involved elements of restorative justice. It 

explores the navigator view that there is an increased benefit associated with having to make 

an apology to the victim and how this process makes recidivism less likely. “Where 

restorative justice is required, even if this only occurs in the form of a letter where 

appropriate. I have found that individuals on my case load have as a rule of thumb felt great 

shame and regret where a victim has been involved, and their willingness to engage with 

restorative justice where possible has been plentiful”, “He was required to apologize to the 

victim, something that he may have not been required to do had he not come on to 

Checkpoint. I feel that apologizing and admitting when you’ve done wrong can be much 

harder at times than it is to face punishment”.  Although there were only two reports 

exploring RJ cases, the examples show eligible clients were very willing to engage and 

apologies to their victim. However, the act of making an apology appeared difficult for it 

seemed to evoke, shame, regret, and remorse.  

The empirical evidence supports the significance of making an apology, but it does so 

with caution because the efficacy of restorative justice is mediated by forgiveness (Lloyd & 

Borril, 2020). Shapland (2016) produced a report exploring this in detail, suggesting 

restorative justice can be a complicated process whereby forgiveness exists on multiple levels 

and is not always guaranteed. For many, an apology needs to be extended to the victim and 

the State, whilst forgiveness is both internal (self) and external (victim, State, families, and 

society). Where an apology is sincere and considered proportionate to the crime, as in the 

case of custody diversion schemes, research suggests an apology is related to constantly 
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lower recidivism rates (Boriboontha, 2006). To be specific, a review of most of the existing 

literature, across the UK, America, and Australia, found those who apologize to their victim 

were significantly less likely to reoffend over two years than those who do not participate 

(Wilson, Brennan & Olaghere, 2018; College of Policing, 2015; Strang et al, 2013). This was 

because interacting with a victim inhibits an offender’s ability to justify their crimes or deny 

impacts on their victim and this enables morale development. However, the impact of 

restorative justice on each offender was found to be subjective and the likelihood of 

recidivism varied across studies (between 7% to 45%). Still, the benefits of restorative justice 

extend beyond the offender. Research shows victims who take part in restorative justice and 

receive a sincere apology, demonstrate a diminished desire for revenge in comparison to 

those who do not receive an apology (Sherman & Strang, 2007). Further, several studies 

found victims who receive a sincere apology feel more secure and more satisfied with the 

process of achieving justice (Bennett, 2006; Hayes, 2006). However, it is important to note, 

restorative justice is a voluntary process and because of this, the data available for review is 

limited by a self-selection bias, for those unwilling to forgive their perpetrator are less likely 

to engage with the process (College of Policing, 2015; Strang et al, 2013).  

Subtheme 3: Reoffending 
 

This subtheme explores the early signs of Checkpoints influence on recidivism. It is 

comprised of three further subthemes: The Majority, The Minority and Managerial 

perspective.  

The Majority 
 

The first subtheme explores the navigators view that most Checkpoint clients were 

“very engaging and appreciative of the support to better their lives” and “that the whole 

process of being involved with the police has ‘scared’ them and were grateful of the support 
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of Checkpoint to put it all behind them”. To expand, navigators report, “So far I am not aware 

of any of my clients reoffending”, “I am yet to experience an individual reoffending”, “I 

think that for many people, particularly if they have a job to protect or a family to support, 

Checkpoint serves as a warning to them that yes they’ve been able to access support this time 

and a more holistic approach, but the reality should they reoffend, repeatedly in particular, is 

a big contrast”. This subtheme was the most prevalent subtheme related to recidivism and the 

anecdotes infer early signs of success.  

The literature appears to support the notion that first time offenders are very grateful 

for custody diversion and for the opportunity to ‘redeem’ themselves (Birmingham, 

Awonogun & Ryland, 2017; Tolan, Grayham & Seymour, 2014). Further, because clients are, 

in most cases, grateful for redemption, they are found to engage more with available support, 

and this is an important factor associated with successful behaviour change (Allen, 2018). 

Even more at this stage, it seems that most checkpoint clients adhered to the conditions of 

their contract, completing the program without re-offending. However, despite signs of 

promise, it is too early to determine the efficacy of the program in relation to recidivism over 

time, for as the program grows, components change and the client base increases, this may 

change (Davis, Sheidow & McCart, 2015).  

The Minority 
 

The second subtheme explores navigator reports of ‘the minority’ of clients who 

reportedly reoffended. This subtheme was least prevalent subtheme related to recidivism but 

is explored for transparency. “I have had one female client re-offend”, “I know of one 

individual who has been referred to Checkpoint to have reoffended which is unfortunate 

however she was supported by Women’s Pathfinder which meant that they were not dealt 

directly by their navigator”, “There has been an occasion that someone was allocated to 

myself who I didn’t meet due to the individual reoffending before we could go forwards with 
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it who was a prolific offender in the area and was also a heavily entrenched drug user… the 

nature of the referral went against the grain of Checkpoint’s basic remit”. The examples are 

quite vague yet demonstrate at present, female clients and ineligible prolific offenders are 

most likely to reoffend out of the entire checkpoint population. 

With regards to females, the literature does not appear to support this finding, for 

male offenders across England and Wales typically have a higher recidivism rate than 

females, are more likely to be remanded in custody, receive a conviction and face prison 

(Ministry of Justice, 2020). Having said that, studies show although less women end up in the 

criminal justice system, those who do have more complex needs and females are more likely 

to commit offences because of mental health problems, drug dependencies and previous 

abuse/trauma (Pemberton, Balderston & Long, 2019). In fact, a survey found 48% of female 

offenders are drug users, in comparison to 22% of males (Light, Grant & Hopkins, 2013). 

Further, female offenders are twice as likely to suffer from a mental health condition in 

comparison to a male and 60% will have experienced domestic violence and subsequently, 

are much more likely to suffer from PTSD as a direct consequence (Ministry of Justice, 2018; 

Howard, Karatzias, Power & Mahoney, 2016). Therefore, it could be argued that degree of 

need between male and female clients on Checkpoint and the circumstances fuelling 

criminality mediates the likelihood of recidivism. After all, studies infer men are more likely 

to commit a low-level offence because of substance infused anger or due to a ‘drunken 

mistake’ opposed to complex mental health needs and/or trauma (Davies & Joshi, 2018). 

Subsequently, the risk of female recidivism may be greater for Checkpoint as females may 

have greater need, be more complex and subsequently, outcomes are less certain. With that 

said, as stated by the navigator, female clients are supported by WPF and the efficacy of this 

service will be explored in a later theme.  
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On the contrary, it is important to review the entrenched and prolific client who went 

on to reoffend, particularly as they were not eligible for referral. In alignment with the 

literature, this type of offender is categorized as a higher risk/level three offender who is 

likely to have already attended court, custody and have a lengthy criminal conviction (Kelly 

& Armintage, 2015). This raises the question, why was the offender referred to the scheme in 

the first place, for the premise of Checkpoint is to target low-level offenders and avoid 

criminal convictions and interactions with the criminal justice system altogether. The 

literature infers it would be more appropriate for a prolific offender to be referred to a court-

based diversion scheme, for these schemes are better equipped to deal with more serious 

offenders, with greater need and who are more likely to recidivate (Adler et al, 2016). This is 

because entrenched and prolific offenders typically require additional measures or sanctions 

whilst they await a referral for support, for example they may need to be remanded in custody 

to prevent repeat offending (Bateman, 2017). However, in North Wales, access to court-based 

diversion schemes appears limited, thus this referral may reflect officers attempts to get 

support for an entrenched individual through the only available resource, despite the offender 

surpassing the eligibility criteria (Robin D’Cruz & Whitehead,n.d). However, as the offender 

failed Checkpoint, it seems they required a different service and greater degree of support, 

better suited to their needs. Research exploring the prevalence of and motivation behind 

ineligible referral appears limited. Therefore, to better comprehend this, future research 

should systematically review the prevalence of ineligible referral to Checkpoint and seek a 

reason for each to rectify this issue.   

Management perspective 

This subtheme explores management’s perspective of recidivism and if they are aware 

of any cases that have failed Checkpoint due to recidivism. It starts exploring the NWP 
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advisor’s perspective and latter explores the view of the PCC line manager. Their reports are 

presented together for ease of comparison. 

The advisor reported “The early findings seem to attest to this with only one failure; 

however, we are only four months into the program. Most individuals coming onto the 

Checkpoint program are first time offenders having committed low-level offences, such as 

drugs possession, drunk and disorderly etc. It is quite possible that simply being caught and 

offered the opportunity to engage is enough to prevent any re-offending, like the speeding 

drivers who get to keep their license because of attending a driver awareness course, it is 

debatable how far one’s attendance on the course changes the behaviour that caused the 

offending behaviour in the first place. The real test is when we seek to address complex 

offending behaviour, the repeat, revolving-door offenders with deep social, economic and 

health problems”. Conversely, the PCC manager gave a rather short response stating it was 

“too early to tell” if Checkpoint would be successful in diminishing reoffending rates. The 

two responses are very different and the advisor from NWP gave a detailed response and the 

line manager from the PCC was rather vague.  

The NWP advisor was aware of one-failed case, which juxtaposes the information 

provided by the navigators. This infers there is a lack of clarity between professionals 

regarding the actual number of failed cases. Still, the advisor seemed keen to highlight their 

view Checkpoint clients are less likely to reoffend for they are very low-level and likely to be 

shocked by their experience. It appears his report is based upon his experience working 

within the criminal justice system and with this type of offender, as there is a lack of research 

directly exploring shock as a deterrent in adult custody diversion schemes. There is some 

research exploring this in youth diversion schemes but because of methodological limitations 

the data is mostly inconclusive (Adler et al, 2016). Therefore, at present this remains unclear. 

Moving on, the advisor also compares the premise of Checkpoint to a speed awareness 
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course, an interesting comparison that does not yet appear to have been explored in the 

literature. With that said, many studies have explored the efficacy of speed awareness courses 

finding people who attend these courses are 23% less likely to be caught speeding again in 

the six months after the course, in comparison to those who accepted the penalty points 

(Ipsos, 2018). This finding indicates a short-term impact of driving based diversion schemes 

on driving behaviour. However, to test this theory, a comparative study between the two 

diversion schemes and their impact on behaviour post intervention is required. Moreover, the 

advisor suggests the biggest challenge related to recidivism will be in the management of 

repeat, entrenched offenders. However, it is the researchers understanding that Checkpoint 

targets low-level offenders. This makes it unclear whether Checkpoint has changed or is 

planning to change is target demographic to benefit more entrenched and repeat offenders. 

Clarification on this is required to remove any ambiguity between professionals and for the 

researcher.  

Conversely, the brief response from line manager makes their opinion of recidivism 

difficult to explore. Yet the brief nature of their response is interesting. On one hand, the 

empirical evidence supports the claim it is too early to comment on recidivism, for it takes 

three to five years to gain a valid measurement of the impact of an intervention of recidivism 

(King & Elderbroom, 2014). Although, some query whether we can ever obtain a valid 

measurement of recidivism, for we can only measure what is detected, and a large percentage 

of criminal behaviour occurs without detection (Turner, Medina & Brown, 2019). Still, the 

premise of this response is empirically supported and perhaps the line manager held back 

from elaboration because of this. However, it could also be argued the length of response 

indicates a resistance to elaborate on the early findings, for the line manager facilitates the 

referral and deferral process. Subsequently, it is likely the line manager is aware of the failed 

cases reported by the NWP advisor and navigators. It is important to explore the possible 
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explanations for this to comprehend why the line manager may not want to disclose. The 

literature infers this may represent a response bias, whereby the manager may not want to 

respond openly to a negative question due to the fear of being perceived negatively (Muller & 

Moshhagen, 2019). Research suggests it is quite common for line managers to hold back 

when probed about issues like recidivism for they can perceive it to be confrontational and in 

turn be defensive in their response (Saundry et al, 2014). Moving forward, recidivism should 

be reviewed away from professional perspective and instead, researchers should monitor the 

quantitative data to assess recidivism. Doing so will remove ambiguity and risk of response 

bias. However, the ability to do so may be limited by Covid-19 and access to RMS.  

Subtheme 4: Professional experience at Checkpoint 
 

This subtheme explores the navigator’s professional experience at Checkpoint. It is 

comprised of two further subthemes: Job satisfaction and Professional rapport. 

Job satisfaction 
 

This subtheme is comprised of two further subthemes: Satisfaction and 

Dissatisfaction. 

Satisfaction 
 

The first subtheme represents the view of a number of navigators and the manager 

from the PCC who report satisfaction in role, “Yes I am enjoying my role. I have made a 

strong working relationship with police officers and enjoy being able to support individuals 

who are genuinely in need”, “I thoroughly enjoy my role and feel supported by my 

colleagues, manager, and the wider North Wales Police family. I look forward to seeing how 

we develop as a team. Hope to achieve long term success in helping participants live a crime 

free life”, “I feel passionate about my work and want the best outcome for all the participants 

that have been referred to Checkpoint”, “Overall, yes. The team is brilliant and so wide-
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ranging in their knowledge and skills… it’s a pleasure to work with them. The work itself is 

enjoyable and I thoroughly embrace working with people on a one-to-one basis”. “Yes, I 

enjoy my role, I am passionate about the program, its potential and all those people who have 

been missed in the past”. The examples demonstrate a real sense of job satisfaction, which 

appears to be fuelled by their passion, team morale and a sense of belonging to the policing 

community. 

The empirical evidence suggests those who are passionate about their work and those 

who feel a sense of be-longing, experience greater levels of job satisfaction and in turn, 

perform better (Spehar, Forest & Stenseng, 2016). Additionally, research supports the 

positive relationship between strong professional relationships and job satisfaction, for it is 

associated with an increase in innovation and achievement, alongside better employee 

wellbeing, diminished work stress, reduce HR costs and less voluntary turnover (Davidescu, 

Apotescu, Paul & Casuneanu, 2020; Bryson, Forth & Stokes, 2014). However, the literature 

suggests it is less prevalent for female professionals to report a sense of organizational be-

longing within the police community. One study found females working in the criminal 

justice system are less likely to feel that they belong, for police communities are male 

dominant and the sense of community can be heavily mediated by their perception of 

masculinity (Veldman, Meeussen, Van Laar & Phalet, 2017). This was because male officers, 

particularly those in positions of power, demonstrate gender-work identity conflicts with 

females and because of this, the satisfaction of female employees was found to be implicated. 

When this occurs, there several risks posing risk to female employee’s including high 

turnover rates, an increase in burn-out symptoms, lower job satisfaction, lower work 

performance and lower perceived performance (Veldman, Meeussen, Van Laar & Phalet, 

2017). Having said that, most of the navigators and the line manager from the PCC are 

female and although employed by NWP, the checkpoint professionals primarily spend time 
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together. Subsequently, it could be argued in this issue is less likely to inhibit the experience 

of the navigators. This finding is merely something to be mindful of when interacting with 

other departments.  

Dissatisfaction 
 

The second subtheme heavily juxtaposes the prior and explores the job dissatisfaction 

reported by most of the navigators, “I deeply regret leaving my previous position and have 

enquired about returning however at present this is not possible. I do not feel satisfied in my 

role and I certainly do not feel challenged and do not have confidence that valued”, “I feel 

that the management have been unhelpful, unsupportive, lacking in knowledge and behaved 

unprofessionally on many occasions and this has led me to feel insecure in my role and 

having regrets about leaving my previous very successful role within offender management”, 

“Will I say I’m happy? No. No I’m not. No. I don’t think I’m challenged; I don’t think I’m 

utilized; I don’t think my experience is used, I feel like I am de skilling”, “The moment my 

12 months is up I’m gone. I do not plan to stay with Checkpoint. Because I don’t feel valued, 

and my experience is not being used”. Collectively, the examples demonstrate the navigator’s 

regret in their decision to leave their old jobs, join the scheme and for some this has resulted 

in a desire to leave the scheme at the end of the contracted year. Their regret and 

dissatisfaction seemed fuelled by feeling unchallenged, under valued and like their skill set 

was not appreciated or being utilized. This seems to inhibit the navigators personally.  

In the literature, the discussion around decision-making and regret is prevalent, 

particularly regarding employment (Willits & Franco-Wakins, 2021; Yu, Chen, Zhao & Yu, 

2017). The decision to remain or leave a job can be extremely emotional and it requires a lot 

of cognitive consideration for the potential consequences and benefits of the decision 

(Overton & Lowry, 2013; Lerner, Li, Valdesolo & Kassam, 2014). When individuals have to 

make a decision, there is often anxiety and fear around the impact of their choice on their 
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wellbeing and career and it is common for employees to feel sad should the outcomes of their 

decision be different to expectation (Hartley & Phelps, 2012; Lerner, Li, Valdesolo & 

Kassam, 2014; Grupe & Nitsche, 2014). Where employment-based regret is reported, studies 

suggest there is an increased risk of burn out as a by-product of emotional stress and self-

blame (Tian et al, 2019; Shepard, 2013.). In this case, it could be argued there are signs of 

emotional stress, but the navigators appear to place more blame on the organization as 

opposed to themselves. Albeit self-blame can be unconscious, difficult to identify or perhaps 

the navigators may not have wanted to disclose this (Guglielmucci et al, 2018).  

Moreover, the empirical evidence also infers several negative consequences 

associated with feeling under challenged and under valued at work. Research shows 

employees who do not feel challenged demonstrate higher levels of workplace boredom, 

which is positively related to a depressed mood at the end of the day and into the evening 

(van Hoof & van Hooft, 2012: Van Hoof & van Hooft, 2015). Moreover, a study by the APA 

(2012) found a link between feeling valued at work, wellbeing, and performance (Van De 

Voorde, Van Veldhoven & Pauuwe, 2011). They found 98% of employees who felt valued at 

work were motivated to perform to the best of their ability and were engaged with the 

organization, in comparison to 33% of employees who reported feeling under valued. 

Further, 21% of valued employees reported intent to search for a new job at the end of the 

year in comparison to 50% of under valued employees. Subsequently, it seems employee 

dissatisfaction poses risk to both the navigators and the organization. It is advised the PCC 

and NWP review this matter and work with the navigators to try and improve their sense of 

value to diminish regret. 

Subtheme 5: Professional Rapport 
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This theme explores the relationships between the professionals at Checkpoint. It is 

comprised of three further subthemes: Navigator Rapport, Rapport with Management and 

Managements perspective of Rapport. 

Navigator Rapport  
 

The first subtheme relates to the rapport built between the navigators and how well 

they work as a collective, “we work very well together”, “I rang a colleague (a navigator) this 

morning for some bits and pieces and he asked me a question and we have no problem with 

that. We have a wealth of knowledge we can share which is great”, “The team is brilliant and 

so wide-ranging in their knowledge and skills, its a pleasure to work with them”. The 

examples demonstrate the strong rapport between the navigators and that there is a real sense 

of team spirit within the team. It also seems like they feel able to approach each other with 

professional queries but also to use their own experiences and knowledge of the criminal 

justice system to benefit others. 

The empirical evidence infers positive interpersonal relationships at work fulfil a 

fundamental human and positively affect employee mental health, health behaviors, physical 

health, and mortality risks (Dinis et al, 2019; Ohrnberger, Fichera & Sutton, 2017; Umberson 

& Montez, 2010). This is because our psychosocial systems respond to positive social 

situations and positive relationships release oxytocin in the brain, linked to trustworthiness 

and motivation to help others in the workplace (Gordon, Martin, Feldman & Leckman, 2011; 

Jones et al, 2017). Further, when relationships in the workplace are characterized by 

cooperation, trust, and fairness, the reward centre of the brain is activated, and this has a 

positive impact on trust, respect and confidence (Geue, 2017). Because of this, employees are 

found to exhibit more altruistic behaviours providing co-workers with help, advice, and 

feedback on work-related matters (Lodisso, 2019).  
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Moreover, positive interactions between co-workers are found to improve job 

satisfaction and positive emotional responses such as empathy, compassion, positive feelings 

at the end of the working day, increased motivation, and positive shared experience (Rosales, 

2015; Houtson, 2020). These relationships also have organizational benefits. Studies show 

employees reporting positive social interactions with their co-workers demonstrate higher 

levels of engagement, improved business outcome, lower business costs and fewer safety 

incidents (Houston, 2020; Witters & Agrawal, 2015). Further, as appears to be the case with 

the navigators, positive social interactions also benefit knowledge and productivity transfers 

between trained and un-trained workers (Cornelissen, 2016). An early study by Mas & 

Moretti (2009) found knowledge transfer improved productivity in less experienced 

professionals, as they worked quicker and efficiently when working alongside more 

experienced peers. However, it remains unclear how the positive professional relationships 

are implicated by the dissatisfaction reported in other areas, if at all. Future research could 

explore this in relation to the navigator’s experience but also how this team spirit may or may 

not elevate some of the pressures in other areas.   

 

Rapport with Management  
 

The second subtheme relates to the rapport between the navigators, the line manager 

and the advisor from NWP. It is comprised of two further subthemes: Positives and 

Negatives. 

Positives  

This subtheme represents a partial, positive view of the state of the professional 

relationships between some of the navigators and management, “I believe I have a strong 

professional relationship with both managers. I am comfortable to approach them and speak 

openly with them about any queries or concerns”, “I believe that my professional relationship 
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with both managers is very good. I am constantly reassured that I can call and ask for support 

with any aspect, not only professionally but personally also”, “The manager from NWP is 

very approachable and always replied to emails quickly. We are not allowed to have any 

contact with him now”, “They are both passionate about what they do and its clear they both 

want to see Checkpoint succeed”. The examples infer both managers are approachable, 

reassuring, and supportive and that they really want Checkpoint to succeed. There is also a 

subtle tone of unity and togetherness in the pragmatics of the navigator’s reports.  

Across domains, the empirical evidence supports the benefits of having an 

approachable, reassuring, and supportive boss or leader (Dally et al, 2014; Cortellazzo, Bruni 

& Zamperini, 2019; Diaz & Mazuera, 2014). The benefits include but are not exclusive to an 

increase in employee trust, improved employee confidence, more positive means of 

communication and overall, an effective way to achieve best practice (Chanana & Sangeeta, 

2020; Osbourne & Hammoud, 2017). When employees feel comfortable enough to approach 

their boss, studies show they are more likely to engage in the ‘flow of idea’s’ process and 

subsequently, enhance the efficacy of delivery (Bauer, 2020). Studies infer this improves 

organizational outcomes as employees delivering interventions know the most of what works, 

what does not work and what may improve the efficacy of the service (Nielson et al, 2016).  

Further, there are several independent benefits associated with being able to gain 

reassurance from an employer, particularly in a new role and during times of uncertainty 

(D’Auria & De Smet, 2020; Yawson, 2020). Scholars suggest this is because open lines of 

communication during change or uncertainty, diminishes negative consequences and installs 

deliberate calmness, a sense of unity and elevates bounded optimism (Hasana & Manxhari, 

2017; Smith, 2017; D’Auria & De Smet, 2020). Research suggests during times of crisis, like 

the coronavirus pandemic, this helps productive practice resume without too much 

implication (Brassey & Kuyt, 2020).  



97 

 

Studies also show employees who feel supported by their boss, in both personal and 

professional instances, report higher levels of job satisfaction and subsequently, perform 

better and work harder (Hammig, 2017; Bryson, Forth & Stokes, 2014). In addition to this, 

research shows that being a supportive boss also benefits the efficacy of the wider 

organization because awareness of personal and professional issues can help leaders 

determine who is best for what job and how each employee is best utilized to maximize their 

potential without compromising their wellbeing (Kumar, Adish & Chauhan, 2015); Osborne 

& Hammon, 2017). The literature infers leaders who are approachable, reassuring, and 

supportive are more likely to be a passionate leader and their passion and energized presence 

is likely to be infectious (Li, Zhang & Yang, 2017). Therefore, this is likely to positively 

impact all involved.  

Negatives 
 

The second subtheme ‘Negatives’ represents a very different view of the state of the 

professional relationships between the navigators and management. It is arguably the most 

prevalent theme related to rapport. It is comprised of three further subthemes: PCC line 

manager, NWP manager and Collective concerns. The separate subthemes ensure the 

different experiences between the navigators and the two different managers are represented 

clearly.  

 

PCC line manager 

This subtheme explores the professional relationships between most of the navigators 

and their line manager from the PCC. Most of the data explores the navigator’s complaints of 

their line managers management style, “I have sadly felt as though the line manager from the 

PCC has been unapproachable at times in the beginning and this has meant I have kept a lot 

of things to myself since then. I feel it has slightly hindered our relationship from building 
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up”, “I am wary of the line manager with certain things as I have heard lot of negative things 

from other agencies that they have worked with in the past”, “Some of things I have heard are 

quite shocking and concerning. The line manager is not the best Manager, and I believe that 

someone should have been appointed with better knowledge of policing background. At 

present I am managing the manager”, “The line manager isn’t very approachable, and I don’t 

feel comfortable in disclosing complaints/issues to them as when matters have been brought 

up in the past, I didn’t feel that they were taken on board properly”, “I personally feel that the 

line manager has lack of Management and project skills and therefore some of their staff are 

confused with their leadership”. These examples juxtapose the experiences depicted in the 

prior subtheme. It is clear the navigators occupy several negative attitudes about their 

manager, deeming her unapproachable, untrustworthy, and lacking essential knowledge in 

policing and project management. To put it bluntly, some appear to question her ability to 

manage the project altogether and one even suggests they must manage the line manager at 

times.  

The literature suggests the navigator’s dissatisfaction with their line manager is 

problematic, for it is associated with negative organizational consequences such as a lack of 

employee motivation, poor job performance and negative attitudes (Gilbert, De Winne & 

Sels, 2020). Research supports the prevalence of employee dissatisfaction when employees 

feel their line manager lacks experience and where decision-making is perceived as confusing 

or ineffective (Jacobs, 2019). The empirical evidence also supports the importance of having 

an approachable boss, for as previously disclosed, this has a strong impact on the ability to 

build positive boss-employee relationships (Tran et al, 2018). Where this is not achieved, 

research suggests it is normal for employees to feel like they are not valued, and this can 

inhibit the employee trust. A recent survey found having an unapproachable boss causes a 

47% decrease in motivation, a 28% drop in productivity and an 18% increase in employee’s 
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pulling a ‘sickie’ as an avoidance tactic (Churchill, 2019). Further, the same survey found 

15% of employees in the UK feel like they must ‘manage their manager’ and reported 

instances where they have had to cover up their manager’s incompetence on a regular basis 

and this inhibited organizational outcomes. However, at this point, it is important to remain 

objective and to highlight that there are no specific examples given to explain why the 

navigators have had to manage their manger and when they have had to cover up mistakes. 

Nonetheless, where employees feel this way, the outcomes do not appear promising, as 28% 

of the employees in this survey sought after new employment as means to find a better boss 

and a more positive work environment, 20% became self employed and 12% pursued an 

entirely new career (Churchill, 2019). Therefore, it is important to review ways to diminish 

these risks. 

Research shows admitting to previous mistakes, demonstrating some level of 

accountability and active engagement in problem solving diminishes this risk (Metcalfe, 

2017). However, studies show only 42% of bosses in the UK are willing to admit to their 

mistakes and 28% dismiss the importance of their errors, refusing to take responsibility or 

simply blaming others (Churchill, 2019). That is not to say the line manager from the PCC 

falls into either category, nor is it clear there is sufficient evidence of their need to do so. It is 

merely explored to highlight that a failure to demonstrate accountability fuels negative 

attitudes amongst employees and these are considered infectious (Maslach and Leiter, 2016). 

Moving forward, it may be beneficial to explore the positive and negative experiences of the 

navigators together, to understand why some navigators have a better experience with the line 

manager than others. The findings could be used to adjust and work towards repairing the 

distrust reported.  

NWP advisor 
 



100 

 

The second subtheme explores the issues between some of the navigators and the 

advisor from NWP. They discuss their dissatisfaction in relation to feeling unheard and 

disappointed, “He would often undermine the PCC line manager’s response to a query and 

openly stated his frustration with her”, “We would often confide in the NWP manager about 

our frustrations with the PCC Manager and he would reassure us that things were happening 

at a senior level that he could not discuss and that senior managers were aware of our feelings 

however it was evident as time went on that nothing was changing so we learned to no longer 

display our feelings to him”, “I no longer complain about how I’m feeling as there doesn’t 

seem any point that your opinion is listened to”. “He was aware of all of the concerns and 

stated he recognized that there were issues, and the PCC knew also yet this was never 

addressed as far as I am aware. He was approachable yet remained on the outside and 

eventually we were advised not to contact him regarding Checkpoint issues”, “I have 

disclosed issues to the NWP manager in the past as well, but it didn’t seem to resolve things”. 

The examples demonstrate how repeated disclosures and a lack of action from the NWP 

advisor made the navigators loose faith and trust in them.  

Research infers it is important for employees to feel heard and supported in the 

workplace, for a lack of organizational support is associated with adverse impacts on a 

worker’s dignity and sense of value (Wilkinson, Gollan, Kalia & Xu, 2018). When 

employees do not feel supported this can create animosity, exclusion, and avoidance in the 

workplace and this can cause significant stress and job dissatisfaction (Rosales, 2015). 

Research suggests this is associated with several negative health consequences, including 

higher risk of cardiovascular disease, compromised immunity, and shortened lifespan (Holt-

Lunstad et al., 2016). It is also associated with detrimental affects to employee’s emotional 

wellbeing. For example, one study found employees experience a social pain when they feel 

isolated and undervalued in the workplace and the impact of this pain on the cerebral cortex 
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is the same as if physical pain had been experienced (Hawkley & Cacioppo, 2010; Sturgeon 

& Zautra, 2016). It is therefore of little surprise, feeling isolated and unsupported in the 

workplace is an independent predictor of medically diagnosed depression (Mustaq, Shoib, 

Shah & Mushtaq, 2014). Should the navigators feel this over a long period of time, studies 

show there is an increased risk of psychiatric and physiological health problems (Novotney, 

2019). Therefore, it is important for NWP to review this issue and explore how they can 

improve support from the organization to diminish this risk. 

Partnership rapport 
 

This subtheme explores the navigator’s perception of the relationship between the line 

manager from the PCC and the advisor from NWP. It is comprised of two further subthemes: 

Conflict and Power Imbalance. 

Conflict 
The first subtheme explores the existing conflict between the line manager from the 

PCC and the manager from NWP and how their conflict creates ambiguity and frustration for 

the navigators, “They both have different opinions on many things which can make things 

very confusing. We get told one thing by the NWP manager and another by the line manager 

from the PCC and vice versa”, “There has been some confusion at times as to who we should 

contact when seeking advice for example; the difficulty being that **** from the PCC is our 

line manager but **** from NWP offers the policing perspective which can be so helpful in 

some situations, but he is not our first point of contact”, “I am frustrated that there are 

differences in responses between the two managers”, “Recently we have been advised to not 

contact the NWP manager with any queries…It did however highlight the tension between 

the Managers and could make situations awkward”. “From the outset it was clear to see that 

there were issues between the managers and communication was shockingly poor”, “You can 

also see that there is conflict between the PCC and the Police, personally I feel this project 
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should be managed by the Police as they are more aware of the practicalities of working with 

RMS and offenders”, “There are trust issues between management and us because of this lack 

of communication”. The examples demonstrate the frustration felt by most of the navigators 

and how they feel both managers provide conflicting information, which makes their role 

more confusing.  

The literature supports the adverse impacts of conflict at a senior level on employees, 

suggesting it is disruptive and confusing (Heyden, Fourne, Koene & Ansari, 2017; Overton & 

Lowry, 2013). Studies indicate conflict between superiors is likely to impact the entire 

organizations performance and productivity, diminishing employee moral, creating stress and 

tension between employees, increasing absenteeism and employee turnover (Kachi et al, 

2020; Wang & Wang, 2020). Further, organizational conflict is associated with sleeping 

problems, loss of appetite or emotional eating and stress related headaches (Goadsby et al, 

2017). Employees are also more likely to become unapproachable and avoid meetings with 

management to diminish their exposure to conflict and reduce their degree of stress (Stults-

Kolehmainen & Sintra, 2014). Even more, should this conflict persist, studies show 

employees are more likely to ruminate, gossip and vent their frustrations instead of focusing 

on the job at hand (CIPD, 2021). Because of this, organizations are more likely to lose 

money, time, and relationships with other agencies, with an increased likelihood of project 

failure (Kiitam, Mclay & Pilli, 2016). To avoid this, the literature suggests the line manager 

and advisor from NWP should consider training in conflict resolution and consider working 

out their issues to improve teamwork, productivity, work environment and employee job 

satisfaction (Overton & Lowry, 2013).  

 

Power Imbalance 
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This subtheme explores reports of a power imbalance between the manager from the 

PCC and the advisor from NWP. This subtheme is comprised based on navigator rapports of 

a discrepancy around who outranks who, “I think there has been a blurring of lines where the 

PCC and NWP have control and even our manager has said on a number of occasions…’I am 

PCC…I out rank the police”, “The line manager thinks that she outranks people and when we 

first started she said things like ‘oh they’ll do it because they have to…because I am PCC’. It 

feels a little bit ‘I’m from the PCC’ strutting around”, “I think it complicates everything 

having PCC and NWP”, “Our Manager also likes to tell us how ‘important’ she is in the PCC 

and they can pull ‘rank’ over the Police which is not helpful when Navigators are trying to 

seek solutions in a more holistic approach rather than that’s Police and that’s PCC”. The 

examples demonstrate the navigator’s frustrations around the way their line manager asserts 

her authority over them and the police.   

Research suggests managers who assert their authority in this way often do so because 

they don’t want their authority and/or ability to be questioned (Ryan, 2015). This may be 

conscious or subconscious and typically stems from the fear of being perceived as weak 

and/or feeling threatened by the status, power and control held by a partner or organization 

(Gibson, 2016; Soriano et al, 2018). Some may perceive this to be indicative of toxic 

leadership, for a perceived threat to status, power and control seems to prompt a toxic 

behavioural response (Singh, 2018; Hitchcock, 2015). Conversely, it could be argued this 

behaviour represents fear-based management style, whereby a fear of failure, the unknown, 

criticism, change and feeling like an imposter can cause a leader to act in less desirable ways 

(Chromey, 2017). Research indicates leaders who adopt this management style can lack self-

awareness and experience and these statements can be used as means to assert dominance and 

gain control (de Lacerda, 2015). The literature suggests there are no long-term benefits to this 

leadership approach, merely several consequences and/or risks for the organization and those 
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on the receiving end of this behaviour. For example, studies have found this approach 

diminishes the perceived psychological safety of employees, enhances challenge related 

stress, diminishes employee creativity, and emotionally exhausts employees (Atmadja, 2019; 

Zhu & Zang, 2019; Berger, Czakert, Leuteritz & LEiva, 2019). Further, in some cases, 

studies have shown this management style can be an early indication of future bullying, 

emotional abuse, and the abuse of authority, for the nature of the speech alongside the 

imbalance of authority may constitute a degree of verbal intimidation (Rivara, 2016). Should 

this matter escalate, and this type of speech persist over a substantial period, it is also related 

to an increased risk of physical illness, anxiety disorders, clinically diagnosed depression and 

in extreme cases, post-traumatic stress disorder (Nielsen et al, 2015). Withal, it is important 

to acknowledge this is not an inevitable outcome, it is merely a possibility. Still, the 

navigators are frustrated and lack clarity about who governs the initiative. Subsequently both 

issues should be addressed.  

Management perspective on Rapport 
 

This subtheme explores the manager’s view of their professional relationships with 

the navigators. It is comprised of two further subthemes: PCC perspective and NWP 

advisor’s perspective. 

 

PCC perspective  
 

This subtheme explores the line manager from the PCC’s perspective of her 

professional relationships with the navigators, “There have been disagreements and 

challenges, but overall, the team has formed a good relationship and support each other, and 

in turn they support me.  It’s during times like covid that you realize how well people support 

one another.  They have been brilliant”. The response is optimistic yet vague and it seems 
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they feel there is a reciprocal degree of support between herself and the navigators. However, 

their response paints a very different picture to that painted by most of the navigators. For 

instance, they briefly highlight the experience of conflict but are quick to counter it with a 

string of positive depictions. This infers the line manager either lacks awareness of the issues 

raised by some of the navigator’s, prefers to ignore them altogether or did not want to 

disclose them during the interview.  

The literature suggests leaders who lack awareness of the impact of their actions on 

their employees or those who refuse to recognize their mistakes are more likely to 

demonstrate toxic leadership (Singh, 2018). This is because leaders influence both the 

working environment and the wellbeing of employees and subsequently, they have a 

responsibility to adopt a non-toxic leadership style to ensure a non-toxic working 

environment (Atmadja, 2018). Where toxic leadership exists, research suggests there is a 

strong relationship between toxic behaviour and adverse effects on the mental and physical 

health of employees, associated with diminished self-esteem, increased self-doubt, low self-

worth, helplessness, burnout, and cardiovascular issues (Singh, Sengupta & Dev, 2019). 

Further, these symptoms are also associated with an increased risk of anxiety, depression and 

frustration, alongside displaced aggression, where resentment and hatred can consume 

employees and they may or may not take this out on the organization (Singh, 2018). Toxic 

leadership can also increase counterproductive behaviours like coming into work late, 

absence from work and transfers (Hadadian & Sayadpour, 2018). Moreover, a recent survey 

found toxic leadership was responsible for 48% of reductions in work effort, 38% reduction 

in work quality and 73% turnover rates (Hitchcock, 2015). Subsequently, it is important to 

review the efficacy of this leadership style, for should issues persist, employees are more 

likely to ruminate, gossip and adopt/continue the cycle of other toxic behaviours (Atmadja, 

2019; Burns, 2017). This type of negativity can spread quickly, and more employees could 
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become prone to negative behaviours and attitudes, further perpetuating the cycle of toxicity 

(Burns, 2017). Withal, studies show if a leader can effectively and timeously address this, 

they can avoid further workplace toxicity (Day, Fleenor, Atwater, Sturm, & McKee, 2014). 

Scholars suggest the line manager could review more positive leadership styles and 

implement a clear and productive problem-solving plan to limit the potential for toxicity 

developing in the work environment, to positively influence the wellbeing and productivity of 

workers (Overton & Lowry, 2013; Bhui et al, 2016).  

NWP advisor perspective  

 

This subtheme explores the NWP advisors perspective of their professional 

relationships with the navigators and the struggles they experienced as they tried to reduce 

their involvement with Checkpoint, “I’d like to think that I have a good relationship with 

them but it’s a difficult balance as I try to gradually withdraw to allow the manager to 

become more involved – the danger is that they start to feel that I am disinterested, the greater 

danger is that they become confused over line management (in my head there is a clear line 

between who manages them – I am not convinced that this is the case with either the 

navigators or the manager)”. The response demonstrates the advisors hopes to have a positive 

relationship with the navigators but also, that he is concerned for their welfare and the issues 

they may experience. Further, it seems they are uncertain and concerned about how the 

navigators may feel about this transitional period. Additionally, they seem concerned that 

neither, the navigators or the line manager yet has a clear understanding of who should be 

managing them.  

Research suggests that coaching employees through organizational change is complex 

and challenging and, in most cases, upset or uncertainty, amongst employees and employers, 

is normal (Reina et al, 2017; Bordia, Hunt, Paulsen & Tourish, 2004). Studies infer where an 
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employer cares about their employee’s wellbeing, they are more likely to feel anxious about 

how their employee’s will react to change and whether the change impacts their 

understanding of their role and organizational protocol (Whitmore et al, 2018). Moreover, the 

literature suggests uncertainty during change is a cause of psychological strain for it is 

associated with the experience of lacking control (Grupe & Nitschke, 2013). To combat this, 

scholars stress the importance of communication from management but also to include 

employees in the decision-making process for studies found this reduced uncertainty and increased 

feelings of control (Bordia, Hobman, Jones, Gallois & Callan, 2004). Perhaps the NWP advisor 

could review this and take steps to improve communication and navigator involvement moving 

forward.  

Theme 2: structural issues 
 

This theme explores navigator reports of some of the structural issues that inhibited 

the implementation of Checkpoint. It is comprised of four further subthemes: Poor structured 

training, lack of structure, low awareness, and lack of resources.  

Subtheme 1: Poor structured training 
 

This subtheme explores the navigator’s experience of the training package and how 

they felt their training package was poorly organized, “There was no training package in 

place when we started which resulted in the start of Checkpoint being delayed and due to 

staff starting at different dates it meant that the first wave of staff didn’t get training when 

they started”, “I started my role believing that there was going to be a training package in 

place …However the first few months of the program was rather slow and training courses 

were sporadically placed here and there. Due to this, and having to spend a lot of time 

waiting around, it made me feel rather frustrated…my motivation and incentive slowly 

decreased”, “There was no plan in place for certain training, certain things were not 
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communicated to us, training and inductions were cancelled and moved around, that was 

never explained and it would have been really helpful at the time for the checkpoint managers 

to both go…do you know what we don’t know what’s going on”. The examples demonstrate 

the navigator’s frustration, and it seems the constant changes, delays, and lack of effective 

communication (from management) diminished employee morale and motivation. Further, it 

seems there was a lack of communication regarding the reasons for the constant changes and 

delays, which inhibited the navigator’s confidence in management.  

The empirical evidence supports the notion poor organization at the start of an 

intervention inhibits employee satisfaction, for it can be disruptive and is associated with an 

increased risk of employee stress and a decrease in trust (Bhui et al, 2016.; Gray et al, 2019). 

Further, the literature supports the adverse impact of this on the navigator’s morale and 

motivation (Tianya, 2015). Studies show this can be destructive for an intervention in its 

implementation phase, as it can lead to dissatisfaction, poor productivity, absenteeism, and 

increased turnover rates (Schyns & Schilling, 2013). This is because low morale causes a 

disconnect between employees and employers and poor management of early change can 

increase an employee’s scepticism of their leader’s competence (Hardy, Alcock & Malpass, 

2016). This can also influence employees to question their employers’ motives and studies 

show employees may resist further changes and in extreme cases, attempt to sabotage their 

employers’ efforts (Abbott, 2003; Shaban, Al-Zubi, Ali & Alqtish, 2017). Studies suggest if 

management had been more transparent with the reasons for the constant changes and delays 

at the start, they may have better maintained employee morale and trust, for employees 

typically respond well to honesty during uncertainty (Hardy, Alcock & Malpass, 2016).  

Subtheme 2: Lack of structure  
 

This subtheme explores the navigator’s frustrations around the lack of structure in 

their day-to-day role, after their training. Due to poor planning the navigators felt they had  
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“too much down time” during the first few months of employment and this appeared to 

further diminish their motivation and perception of the Checkpoint managers competence, 

“The first few months of the program was rather slow …my motivation and incentive slowly 

decreased”,  “When I arrived on my first day, I expected a ‘timetable’ with instructions of 

what we were to do daily, again, there was no information as to our plan and most days were 

sitting around a table doing absolutely nothing”, “we spent a lot of time sitting in custody 

doing nothing all day, or sitting by the computer in the control room in FHQ with nothing to 

do”, “I did not feel confident that senior management knew what the plan was or how they 

were going to achieve this. As a team, we tried to be proactive during our ‘downtime”, “there 

was no plan in place, no training packages booked and everyday in the first few months 

appeared to have been ‘made up’ that morning, we spent many days doing nothing at all”, 

“There was never any clear communication as to what time we were to attend everyday or 

what we would actually be doing. I found this position very anxiety provoking as I have a 

family and could not commit to anything as I never knew what times I would be working”, 

“It was frustrating that there was no apology for our lack of structure and I felt if 

Management didn’t know then they should have been transparent with us from day one… my 

enthusiasm was there on day one however from the lack of structure I felt less supportive of 

Checkpoint as I wasn’t confident they knew how Checkpoint was going to work”. The 

examples demonstrate the navigator’s frustrations around their lack of structure in their day-

to-day role and how they felt poor communication and a lack of effective planning left them 

with very little to do.  

The empirical evidence supports the importance of organizational structure. Studies 

show that organizations that are poorly organized diminish employee productivity, effective 

delegation, and employee incentive to work (Telda, 2016). Further, one study explored the 

impact of doing nothing on employee and found managers underestimate the impact and fail 



110 

 

to anticipate the damaging effect this can have on employee performance and well-being 

(Bergen & Bressler, 2014). Research shows that without structure, employees face an 

increased risk of stress, low job satisfaction, burnout, depression, and overall adverse impacts 

on their mental wellbeing (Bhui et al, 2016; Rajgopal, 2010). This is because most employees 

have an intrinsic need for job satisfaction and in most cases, satisfaction relies upon available 

opportunities to utilize their skills and have an active role in an organization (Slemp, Kern & 

Vella-Brodrick, 2014; Geldenhuys, Bakker & Demerouti, 2020). In fact, doing nothing solely 

predicts poor outcomes to employee wellbeing (Slemp, Kern & Vella-Brodrick, 2014).  

Moreover, it also seems the navigators lacked clarity of their set working hours and 

this appeared to compromise some of the navigator’s work-life balance. Research indicates 

the necessity of structured work hours, for irregular or uncertain work patterns are found to 

have damaging effects on the home life, of both men and women (Moen et al, 2016). 

Employees with uncertain work patterns are more likely to experience work-family conflict 

and subsequently, suffer greater work stress, emotional exhaustion, and work absence 

(Richter, Schraml & Leineweber, 2014). Arguably, there is also a financial implication 

related to employing a team of people and not utilizing their down time effectively (Moen et 

al, 2016). However, at this time, it is unclear how their time could have been better used or if 

they were simply employed to soon, as we have not explored all the data. The researcher will 

revisit this matter should it become clearer. 

Subtheme 3: Low awareness 
 

This subtheme is comprised of two further subthemes: Poor promotion approach and 

Navigator action. 
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Poor promotion approach 

This subtheme explores the view that there was and still is, a lack of awareness 

amongst the Police regarding what Checkpoint is and what it offers clients, “When we went 

live, officers were not aware of what Checkpoint was which resulted in the navigators going 

round different station explaining what it was, which wasn’t our job to do”, “Many NWP 

officers remain oblivious to the scheme”, “I believe that Checkpoint has not been advertised 

very well to promote what we can offer participants. Most officers / Sgt at NW Police are not 

aware of the project / how to refer “, “A few days ago an officer asked me what I did in NWP 

and when explained he we were led to believe had not heard of it at all yet that the program 

had been promoted by the management extensively before the navigator’s arrival in role”. 

One of the navigators went on explain their opinion that the awareness of Checkpoint was 

inhibited by the line managers ‘top-down’ approach to promotion, “we said (to the line 

manager) oh this is an officer, she didn’t know about Checkpoint and the line manager said 

well what else am I meant to do, I’ve emailed district inspectors…With respect, even the 

inspector said well I think there was an email but when I came back off holiday I had over a 

thousand emails and I deleted them all. So, it was a poor approach”. The navigator too went 

on to explain how this approach had delayed referrals to the scheme by a month, “My first 

case came through on the 20th of December. That’s not good enough” before suggesting, 

“You must cater your communication to who your audience is. If you’re dealing with high up 

ranking people, then a power point presentation is fine. But if you’re dealing with people on 

the ground, they want you to talk to them”.   

The empirical evidence supports the importance of a good approach to program 

promotion, for if police officers or sergeants do not know about the program, they will not be 

able to make referrals to it (Cordner, 2020). Where awareness is low, the evidence suggests it 

is normal for employees to become frustrated with management and feel a degree of 
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animosity towards them (Overton and Lowry, 2013). According to the literature, this is most 

common amongst employees under top-down management, for top-down managers do not 

typically involve employees in decision-making (Zhou et al, 2021). Studies show this creates 

animosity and can cause employees to act on their own accord (Annamalai, 2016). Where this 

happens, employees must develop and implement a more effective promotion strategy, 

without the resources or support needed to do the job and this can be very stressful (Bhui et 

al, 2016). For clarity, a ‘top down’ approach is the process of upper management (Heyden, 

Forne, Koene & Werkman, 2017). In this case, this approach was not considered effective 

because of the number of emails district inspectors received. The empirical evidence supports 

the notion this was the wrong approach to take for high-ranking professionals are often very 

busy and not responsible for the daily use or referral to programs like Checkpoint, nor is it 

their role to spread knowledge of its existence (Bennet, Bennet & Lewis, 2015). This means 

there is little chance district inspectors would read the email or if they do, it is less likely they 

would have the time to spread the message of Checkpoint to the police officers and sergeants 

responsible for Checkpoint referrals. Therefore, a review of a new approach to promotion is 

advised.  

Navigator Action  

This subtheme explores the action taken by the navigators to promote Checkpoint. 

They adopted a new approach to promotion, using a bottom-up approach. One navigator 

reported, “I began the role in September and no officer that I spoke with was aware of the 

scheme during the first 3 months, I promoted the program myself at police stations and in 

external services to those who I had known in my previous roles in services”. Another 

navigator wrote, “I did Rota briefings and I’ve done that in my own time at 6:30 am in the 

morning in Wrexham…they had three lots of briefings, so I did each one for them for the 

different ranks and people coming in late. But with respect, that is what should have been 
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done without us back in September…Get out there to everything single police station, 

briefing and Rota and talk to them”. They went on to explain how well this was received by 

those in attendance, “In my third briefing in Wrexham I heard one of the girls who was on 

my briefing and one of her colleagues came in and she went ‘ooooo the lady over there go 

and talk to her because she has this new thing and it will make our life easier…go and talk to 

her…Now I feel like we are getting consistent referrals”. The examples demonstrate the 

navigator’s efforts to promote checkpoint and how they felt their face-to-face approach was 

more effective than the approach used by the PCC.  

The empirical evidence suggests both ‘top-down’ and ‘bottom-up’ approaches have 

their merits and drawbacks (Annamalai, 2016). Having said that, most agree a bottom-up 

approach has increased benefits amongst policing professionals, for this approach is most 

effective for promotion and associated with greater levels of collaboration, a great sense of 

teamwork, increased morale, better productivity, and harder working employees (McQuerrey, 

2020). As the bottom-up approach appeared most effective and better received by the 

policing professionals, the use of a bottom-up approach is advised moving forward.  

Subtheme 4: Lack of resources  

This subtheme explores a resource issue at the start of implementation and how this 

inhibited the navigator’s day-to-day role, “We had no phones or laptops until late December”, 

“It took a long time for us to get our work mobiles and laptops which again impacted on our 

work. We didn’t know where our offices would be until very late on and there were many 

unanswered questions and uncertainty”, “There were no pamphlets or posters available for 

Checkpoint until January/February even though officers were asking for them so they could 

spread the word. This led to a very slow start and many people missing out on support that 

they didn’t know was available”, “In our downtime we were asking if we could visit partner 

agencies to introduce ourselves however we were told a list would be provided for us 
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however this never materialized”. The examples demonstrate how a lack of necessary 

resources at the start of the program inhibited their ability to complete their work, network, 

and guide clients to available support. Further, it seemed this created a degree of uncertainty 

for the navigators, for they were promised resources that did not materialize.  

The empirical evidence suggests how important necessary resources are to employees, 

for without them, they cannot achieve their best work (Davidescu, Apotescu, Paul & 

Casuneanu, 2020). Research shows when an employer cannot provide necessary resources, 

they give a message that they do not truly understand what is required to achieve its goals or 

do not care of the adverse affect on employee wellbeing (Bhui et al, 2016). Without access to 

essential resources, there is not a risk to employees’ performance, but also his or her 

confidence and commitment to the organization (Nielson et al, 2017). To be specific, studies 

show when managers fail to provide necessary resources but expect employees to complete 

their work-tasks as if they had them, there are a string of negative outcomes like poor 

employee morale, increased stress and distress, burnout, and the increased likelihood that 

organizational goals won’t be achieved (Nielsen et al, 2017). Scholars suggest that to create a 

successful organization, employers must motivate and engage their employees by focusing on 

meeting their needs (Ceschi, Demerouti, Sartori & Weller, 2017). In many cases, respect is a 

key factor in employee motivation and providing employees with the necessary resources is 

considered a vital tool in communicating that respect (Osbourne & Hammoud, 2017). This is 

important for employees in receipt of necessary resources are found to be more engaged and 

inspired, which results in better overall performance and reduction in the risk of workforce 

burnout (West and Dawson, 2012).   

Theme 3: Practical barriers 
 

This theme is comprised of two subthemes: Barriers to referral and Intervention 

concerns. 
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Subtheme 1: Barriers to referral 
 

This subtheme explores several barriers directly inhibiting the referral pathway. It is 

comprised of three further subthemes: Ineligible referral, referral structure and gender 

disadvantage. 

Ineligible referral  
 

This subtheme is comprised of reports related to ineligible referrals. For clarity, in this 

case, incorrect referral constitutes any referral made where the navigators felt the client did 

not meet the eligibility criteria. “My colleague had one who was referred and it turns out the 

kid was 17…but that wasn’t the referrals fault it turned out the kid had lied ... so that was 

found unsuitable by the time it was too late which was a shame”, “My other colleague has 

two cases of quite entrenched offenders who I don’t think are suitable for Checkpoint…I 

understand they need help and support but I don’t think we are the right path for them 

because with respect they have long criminal histories, history of non compliance”, “Initially 

we were not getting there correct referrals, It was a mixture of incorrect referral methods 

which meant that they were charged with a conditional caution (which does show on their 

DBS record), and individuals with convictions that are not suitable for checkpoint (Domestic 

violence related”, “there has been an occasion that someone was allocated to myself who I 

didn’t meet due to the individual reoffending before we could go forwards with it who was a 

prolific offender in the area and was also a heavily entrenched drug user”. The examples 

demonstrate the navigator’s experience of the different types of ineligible offenders referred 

to Checkpoint.  

For the young offender, it appears he was referred to checkpoint because of his 

deception instead of a consequence of poor police decision-making. It is illegal to provide 

false details to the police and this offence is punishable by imprisonment of up to six months 
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(CPS, 2019). Having said that, research suggests where an offender is below the age of 18 

and has committed an offence for the first time, they are likely to be let off with a stern 

warning (Ministry of Justice, 2019). With that said, due to a lack of information regarding 

how this matter was dealt with by the police, both the reason for and consequences of the 

deception remain unclear. The literature infers young, low-level offenders are most likely to 

lie about their age to avoid parental detection (Bateman, 2017). This is because offenders 

under the age of 18 should not be interviewed without a present parent or appropriate adult, 

unless there is a significant of risk or harm as a by-product of delaying an interview (CQC, 

2011). Subsequently, this is the most likely explanation for his deception.  

Conversely, the other ineligible offender appears to be an entrenched drug user, 

prolific offender, and an individual with a history of criminality and non-compliance. All of 

which do not appear to fit the set criteria for referral. In addition to this, offenders who had 

already received a conditional caution were also referred to Checkpoint, despite this 

juxtaposing remit of Checkpoint. The literature suggests ineligible referrals are most likely a 

by-product of poor police decision-making, most likely fuelled by limited program awareness 

and a lack of understanding around the type of offender Checkpoint is intended for (Alang et 

al, 2017; Laufs & Waseem, 2020). Scholars suggest this is because referral is decided at the 

professional’s discretion and this means their understanding around who is eligible for 

referral is of paramount importance (Fox, 2015). This is because ineligible referral and the 

risks of deferral are associated with negative consequences for offenders. For example, 

should an ineligible offender be incorrectly referred to Checkpoint and then deferred, they 

may feel let down and distrusting of the policing service and their competence (Laufs & 

Waseem, 2020; Myhill & Quinton, 2011). Further, should word of incorrect referral get out, 

it is too likely to diminish public confidence and voluntary attendance (Furlong, Richardson 

& Fiest, 2021). On the contrary, there is also a risk to clients who are incorrectly referred, for 
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they may have a greater need that cannot be sufficiently met. For example, clients may 

require detox and rehabilitation or specialist mental health treatment that is not accessible 

through this program. Subsequently, incorrect referral may provide hope of access to support 

without the possibility to fulfil this. To improve this issue, the PCC, NWP, and the navigators 

could work with all relevant decision makers to ensure they understand who Checkpoint is 

for, improving the available guidance and improving means of communication around 

referral-based decision-making. Doing this should diminish any ambiguity.  

Referral structure 

This subtheme explores a number of structural barriers inhibiting the referral pathway, 

“We are sometimes getting referrals in from different places, and this does take a lot of time 

to get processed so there does seem to be a delay in that which causes some frustration”, “The 

only issue we are facing currently is the inability for navigators to access the email address 

that sergeants email referrals to. We cannot log in to this email a to check the inbox if the 

Manager is not available to assign referrals to the navigators”, “There is a generic email 

where referrals are emailed to and then the Manager will email this onto a navigator. I know 

there is some inconsistency to this as personally I have not always received an email from the 

Manager on every occasion and only found I have been allocated a case when I go into 

RMS”. In addition to this, they went on to explain, “I feel that navigators would be better 

placed outside of custody suites as a general setup; police stations or hot-desking within other 

agencies would be more effective given the general lack of referrals made from custody”, 

“Our hours as well mean that when referrals do come from custody, we are usually on rest 

days or have finished working for the day – this is particularly true for cases of public order 

or drunk and disorderly which are more prevalent over the weekends and night time.”. The 

examples demonstrate the different barriers inhibiting the efficacy of the referral pathway.  
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Collectively, these barriers are best depicted as by-products of poor resource 

management (Dieleman, Gerretsen & van der Wilt, 2009). For clarity, resource management 

explores the process of appropriately planning and allocating resources to maximize resource 

efficacy and in turn, create successful projects and work towards organizational goals 

(Hanson, 2018). In this case, it seems access to essential resources like emails and referrals 

was lacking, inhibiting the navigator’s ability to deal with each referral swiftly and causing 

delays. Further, it seems the line manager was key in the referral process, yet navigators were 

not always notified when allocated a new referral. This appears to both complicate the 

process and create a degree of frustration amongst the navigators for it seems effective 

communication surrounding referral allocation was lacking. Moreover, it seems the 

navigators felt that their work location and shift times create an additional barrier to the 

referral process and that they feel they would be better placed outside of custody, with the 

flexibility to work during the evenings and weekends.  

Research infers challenges related to infrastructure, resource allocation and geography 

commonly impede the implementation of new programs and that effective communication, 

organization, appropriate management of technological services and leadership support are 

essential to improve program efficacy and work towards success (Buljac-Samardzic, Doekhie 

& van Wijngaarden, 2020). Where issues persist, most programs shift towards self-referral to 

bypass the barriers associated with seeking referral through general practice (Brown, 

Boardman, Whittinger & Ashworth, 2010). However, there are other ways to improve a 

programs infrastructure. For instance, there are several empirically supported referral systems 

that can be used to facilitate electronic referral and consultation, to improve access to support, 

reduce waiting times, improve the quality of referral communication and information transfer 

(Naseriasl, Adham & Janati, 2015). Perhaps this would be useful in this case. Further, to 

better comprehend the efficacy of moving to a new base, future research could conduct a 
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literature review and then evaluate the efficacy of moving to a new base, away from custody. 

This would also help improve our understanding about if there are any benefits to evening or 

weekend shifts.  

Gender disadvantage 
 

This subtheme explores the navigators view around how the referral pathway differs 

for men and women and why the process is perhaps more difficult for females who have to 

repeatedly address their issues and/or life experiences to new people, “I do think there is a bit 

of a mismatch on the level of support the men get and the level of support the women get”, 

“Women have to re complete another needs assessment with WPF, having to share sensitive 

info with another new person for the second time which I imagine is not easy”, “Ironically, 

the females that have come through the scheme are in need of the most support however all 

we do as Navigators is sign post them to Women’s Pathfinder so we don’t do any of the 

support work with them”. “For men, we are much more involved as we provide support 

ourselves or refer onwards/ co-work with other agencies…I do understand why we have to 

refer women onwards however looking to the future it may be good to be able to provide the 

same service for both men and women”, “The women complete a Checkpoint needs 

assessment with ourselves and then referred onto women’s pathfinder for support – we do not 

continue with their support. I think it is a shame that we cannot work with the women through 

Checkpoint as it has sometimes taken time for Women’s pathfinder to contact the female”. 

The examples indicate referral is more complex for females as they must disclose their 

personal circumstances to several people, several times, something the men on the program 

do not have to do. It is clear the navigators feel this places female clients at a disadvantage in 

comparison to men, as they do not receive the same degree of support from the navigators 

despite having more complex needs. It seems the navigators would like to provide a more 

equal service to the men and women on the program, to balance out the level of support 
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provided but also to remove the additional barriers (delays and repeated disclosures) for 

women.  

The literature supports the concerns raised by the navigators suggesting women in the 

criminal justice system typically have worse mental health than male offenders yet have a 

more complex journey to receive support (Ministry of Justice, 2018). Studies show there is a 

big difference between the reasons males and females commit offences. Males are far more 

likely to commit offences as means to gain status, due to peer pressure or for thrill seeking 

purposes and females are most likely to commit offences because of their poor mental health, 

coercion, manipulation, bullying or due to their experience of domestic violence (Ministry of 

Justice, 2018). Because of this, it is important females are referred to specialist external 

services like WPF as these services are designed to suit the needs of female offenders and are 

more effective than generic services in improving female wellbeing and facilitating the 

change, they need to stop offending (CPS, 2018). To be specific, such services provide 

tailored health interventions, social care support, substance misuse support and education, as 

well as providing support for those suffering violence (domestic, financial, sexual etc.) 

(Substance Abuse and Mental Health Services, 2016). Further, as there is a significant issue 

surrounding homelessness and lack of safe housing for female offenders and specialist 

services like WPF are essential as females are more likely to remain in an unsafe 

environment, use substances and subsequently reoffend without their support (Engender, 

2018). Therefore, an effective referral system to external support is essential. However, the 

use of these services is not without limitation. For example, a review commissioned by the 

Ministry of Justice (2018) inferred a risk associated with the use of community services to 

support female offenders, for such services are ran by third-sector organizations and 

subsequently, even where services exist, the level of provision does not and cannot always 

match the degree of demand. Subsequently there is a risk of more in need individuals missing 
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out on essential support and reoffending consequently. In addition to this, research suggests 

that to provide an equal service to males and females, professionals working in the criminal 

justice system need to be taught how to adopt a gender informed approach. This is something 

scholars suggest is not yet attained and at present, external services appear to be the most 

appropriate place to provide support to female offenders. However, it is important to 

acknowledge how this process may be more difficult for females.  

Subtheme 2: Intervention Concerns 
 

This subtheme explores the issues surrounding available interventions. It is comprised 

of two further subthemes: Drug’s education program and Women’s Pathfinders. 

Drugs Education Program (DEP) 

This subtheme explores professional opinions of the DEP, which was created by the 

line manager from the PCC. It is comprised of two subthemes: Navigator perspective and 

managers perspective. 

Navigator Perspective  

This subtheme was the dominant perspective amongst the navigators. It explores the 

view the DEP is poorly written, contains the wrong content and targets the wrong 

demographic, “That the program itself is poorly written by management and appears to 

evidence a lack of knowledge in substances and substance misuse clients, trends and 

behaviours“, “Most participants think that the DEP it’s not relevant to them and content is 

poor”, “It is lengthy, unnecessary at times and inappropriate in most cases to the offenders 

and their use of a specific drug”, “The material of the DEP is sometime not relevant…there 

are slides that are aim towards entrenched heroin users, such as method of injecting when if 

they can’t find a vein, which is not at all relevant and there is no need for it on the slides”, “I 

think it needs to be tailored to the audience better… we need more about cannabis, more 
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about the consequences about failing the DEP…keep it simple…at the end of the day if your 

preaching to people about high level class A and that’s not what their doing then their not 

going to engage as well and were going to loose them and I’m terrified that is going to 

happen”, “I do not feel that this should be a standalone aspect of Checkpoint – everyone 

deserves the initial needs assessment to build rapport and offer thorough support…I feel 

worried that we will not offer our full capability of support to the individuals enrolled onto 

the program”.  The reports demonstrate the majority consensus, that the DEP fails to target 

the specific needs of checkpoint clients and instead, it targets more entrenched individuals.  

The literature infers prior to creating the DEP, the creator should have conducted a 

needs assessment with the intended users, to identify their epidemiological needs and target 

the behaviours that need to be addressed to diminish substance misuse (Mclellan, 2017). 

Withal, the data infers this was not done in this case. Without this, studies show the potential 

for behaviour change and the overall efficacy of the DEP is most likely limited (Michie, 

West, Sheals & Godinho, 2018; Hagger & Weed, 2019). To improve this, the literature 

suggests the creator of the DEP should listen to both the navigators and client’s views of the 

DEP and use their feedback to inform an evaluation of its efficacy and to make fundamental 

changes (Hagger & Weed, 2019).  

Management Perspective  

This subtheme explores the manager’s view of the DEP. The line manager from the 

PCC wrote the program and reported, “I like the concept of offering harm reduction and 

raising awareness of the impact of a drugs conviction. Many people make minor mistakes 

that can cause a lifetime of issue, and at the time without realizing its impact”. This report 

demonstrates their intent to create something that could reduce harm and raise awareness of 

what could happen should the offenders continue to take drugs. With that said, as they did not 

express their opinion on the efficacy of its content in practice or its impact on clients, our 



123 

 

understanding of this is inhibited. However, the NWP manager did address this, reporting his 

support for the programs aim but suggesting the content requires improvement, “I am not 

overly enamoured with its content, I feel it is out of touch with the individual it purports to 

educate and support. Most of the individuals offered a DEP will be first time offenders who 

will simply need to make a choice and be guided in relation to how they should come to make 

that choice rather than some loose aversion therapy. Having said that, I really like the premise 

of the DEP and what it seeks to address, the fact that it allows someone to review their life 

choices at an early enough time to be able to change their life outcome, to an extent”. This 

demonstrates both managers believe in the premise of what the DEP is trying to achieve yet 

much like the navigators, the manager from NWP feels its content does not appropriately 

target the needs of Checkpoint clients.  

Research infers it is important for a manager or creator of an intervention to listen to 

constructive feedback, for it can lead to improvements, corrections, personal and professional 

growth, and an increase in employee morale (Allen, 2015). The literature highlights the 

importance of target context in intervention research for without a clear focus on what works, 

for whom and under what contextual circumstance, interventions are likely to fail or 

underperform (Edwards & Barker, 2014.; International Political Science abstracts, 2020). To 

avoid this, the feedback provided could be used to change the content and improve potential 

outcomes of the DEP. However, its important to consider the risks associated with 

constructive criticism, in that many managers can be resistant to feedback and demonstrate 

avoidance by changing the subject, making excuses and/or superficially accepting feedback 

with no intent to act (Chris, 2015). Where this is the case, managers are most likely to 

continue and pretend that everything is fine and continue to orchestrate their intervention in 

its original format (Ross, 2011). In this case, there would be an increased risk of a leader’s 

false assessment of their skills and abilities, building up a false sense of perception of the 
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program’s efficacy (Hannah, Lester, Cavarretta & Sumanth, 2014). Therefore, we must 

explore ways to assist this process to ensure feedback is received well and can benefit the 

delivery and outcomes of the DEP.  

For this process to be effective, it is important to highlight the importance of 

professional communication. For should this feedback be negatively received by the creator, 

it may result in anger, denial, blaming and hinder employee confidence, independence, and 

rapport with management (Kozlow, 2014). To avoid this, the literature suggests it is 

important that the manager is clear on the intent of her employee’s and peers’ feedback, to 

avoid suspicion around hidden agendas (Hardavella, Gaagnat & Sreter, 2017). Should this not 

be the case, the manager is likely to not have sufficient understanding to self assess and 

rectify behaviours and this may hinder their personal development (Hardavella, Gaagnat & 

Sreter, 2017). Scholars suggests a learner-centred approach may benefit this process as 

managers who are open-minded, good listeners, reflective and willing to improve their own 

performance are more likely to produce better outcomes (Carroll, 2020). However, 

personality factors, fear, confidence, context, and individual reasoning processes are known 

mediators of this process and the impact of such factors, at this stage, remains unclear yet 

possible (Kerr, Kerr, and Xu, 2017).  

Women’s Pathfinders (WPF) 

This subtheme explore the navigators experience of working with WPF and a number 

of issues they have encountered with the service, “Women are being referred to Women’s 

Pathfinders which is not working well to my understanding”, “it has sometimes taken time 

for Women’s pathfinder to contact the female”,  “There appears to be a bit of an issue with 

pathfinder in general because our management seem to think pathfinder are there just for us 

whereas pathfinder are actually doing a lot more work that is not purely 

Checkpoint…because with respect if it was just purely checkpoint I think they would have a 
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case load of half a dozen each.”, “For female offenders seeking the Women’s Centre’s 

support who live in the North West, they would need to travel to Rhyl which is not ideal if 

they don’t drive and live rural”, “The Women’s Pathfinder who take over and deliver on 

behalf of Checkpoint Cymru. We have found as Navigators that we cannot record in detail on 

the Occurrence Enquiry Log (where all activities, interventions and communications are 

logged) because they are being seen by someone else. We do receive an email with an 

overview of what has been happening from the Women’s Pathfinder advisor, but I believe 

this could be done directly by the Navigator and would allow us to record in much more 

detail”. The examples demonstrate the navigator’s concerns related to WPF and delays, 

mixed caseload issues, geographical problems, and logging concerns. Collectively, these 

issues appear to inhibit the navigator’s confidence in the efficacy of the service provided.  

Scholars suggest the evidence base supporting the efficacy of third sector 

organizations in intervention delivery is lacking because there is a lack of robust evaluation 

data to demonstrate their impact or economic benefit (Bach-Mortensen and Montgomery, 

2018). For example, 25% of third sector organizations failed to evaluate the efficacy of their 

work at all despite an increasing demand for the service (Bach-Mortensen and Montgomery, 

2018).  Having said that, some data suggests delays are common inhibitors of third sector 

organizations because there is often an issue controlling the ‘flow’ of referrals from external 

organizations due to differences in technological maturity and IT efficacy (Kersten, Blecker 

& Ringle, 2017). To put it simply, organizations like WPF heavily rely upon email systems 

and phone calls, which are associated with daily delays and inefficacies. When you consider 

this under the current global pandemic, research infers delays are more likely due to an influx 

of need for support (Roberton et al, 2020). In addition to this, data suggests a lack of financial 

resources and support and poor availability (geographically) are also common barriers to 

third sector organizations (Bach-Mortensen & Montgomery, 2018). With that said there is 
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little research exploring the impact of these barriers on the efficacy of service, inhibiting 

further exploration. Even more, we must also critically consider the navigators reports that 

WPF is receiving funding from multiple sources and subsequently their ability to solely focus 

on Checkpoint referrals is lacking. The empirical evidence indicates third sector 

organizations typically receive funding from multiple bodies as means of survival 

(Macmillan, 2010). Yet because of this their resources (which are arguably limited anyway) 

must be spread across multiple organizations and subsequently they are limited, and delays 

are likely.  

Theme 4: Improvements  
 

This theme is the least prevalent and explores general feedback from the professionals 

surrounding the ways Checkpoint could improve. It is comprised of two subthemes: 

Navigator’s perspective and Management’s perspective. 

Subtheme 1: Navigator Perspective 
 

This subtheme includes several responses from the navigators when asked how they 

felt the program could be improved. They discuss their need for clarity, concerns in relation 

to the manager and desires for several day-to-day adjustments, “No consistency at times with 

work pattern, goal post’s changing frequently. Morale of navigators due to bad management”, 

“There are lots of issues around communication from the Manager. I understand that this is a 

new project and things can change as Checkpoint evolves however there is no transparency 

from the Manager…she will often change her mind with guidance from one day to the next 

with no explanation”, “I feel that navigators would be better placed outside of custody suites 

as a general setup; police stations or hot-desking within other agencies would be more 

effective given the general lack of referrals made from custody”, “Our hours as well mean 

that when referrals do come from custody, we are usually on rest days or have finished 
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working for the day – this is particularly true for cases of public order or drunk and disorderly 

which are more prevalent over the weekends and night time”, “Checkpoint needs to be 

clearer in what it is and what it offers and to whom“, “There have been times where it hasn’t 

been clear on how we should proceed with certain things and processes often change so we 

have to adapt quickly if we are to deliver the service efficiently”.  

Research supports the navigator’s desires for a consistent work schedule, for irregular 

scheduling is associated with greater work-life conflicts and sometimes, greater work stress 

(McLean et al, 2014). Further, the data supports the navigators reports that constant goal post 

shifting is indicative of poor or even toxic management and that constantly changing the goal 

post only frustrates and confuses employees whilst creating an unsafe working environment 

(Parker, Knight & Keller, 2020). Additionally, the navigators seem keen to request more 

transparency from management. Research suggests trust, transparency and loyalty have a 

circular relationship and that for a leader to be successful, they must be open, honest and 

communicate clearly for employees to be aware of what is truly happening (Illes & 

Matthews, 2015). However, studies suggest female managers may be less transparent if they 

feel they may be perceived as less authoritative or if they fear their honesty may inhibit their 

status and that they may lose power (Hoeritz, 2013). Withal, the evidence shows transparency 

benefits practice as problems are solved faster, teams are built easier, relationships grow 

more authentically, people trust in their leader and employee performance improves 

(Bernstein, 2014). Therefore, taking steps to improve transparency will likely have 

multifactorial benefits, transforming the working environment and work towards better 

organizational outcomes (Hyman-Shurland, 2016).  

Managers Perspective  
 

This subtheme explores the manager’s perspective of the practical problems inhibiting 

the program and how they feel the program could be improved. Their two perspectives are 
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rather different. For example, the line manager from the PCC reported her desires for change, 

“Only in terms of Governance and where it sits for the purposes of second line management.  

The program has only been operating for 4 months, approx., and within that will always be 

issues or challenges around pathways, processes and communications, all of which are ironed 

out as they present”. Her response is rather vague, and she appears happy to briefly 

acknowledge some of her concerns and desires for change, before quickly explaining all 

issues are ‘ironed out’ as they arise. However, the data suggests this is not true from the 

navigator’s perspective.  

Research infers an ambiguous response is most common in politics, whereby specific 

details surrounding issues or barriers are briefly addressed yet specifics remain private to 

maintain face (Maguire, 2018). With regards to management styles, the literature infers this 

response aligns with a resistant approach to management, as it seems deflection is used to 

prevent the interviewer’s questions bringing more issues to light (Probst, 2015). This type of 

resistance is found to block change, creating further resistance amongst employees, impacting 

their work, whilst inhibiting trust and communication (Schulz-Knappe, Koch & Beckert, 

2019). Studies suggest this is most often underpinned by an anxiety around the perception of 

others and the fear of being viewed as weak or inexperienced (Grupe & Nitscke, 2013). 

However, honest, and direct depictions relating to issues are in most cases, are better 

perceived by employees than an ambiguous and surface-based approach (Wright, 2013). This 

is because honesty and directness are essential to target, counter and rectify issues. Although, 

it could be argued to be transparent, the manager must want to deal with the issues head on 

and they are not. Still, she does openly express her desires for clarity surrounding second line 

management, inferring that at the time of interview, this was not clear. The literature supports 

the importance of a clear understanding regarding a second line manager, for this role is 

essential to provide a ‘model of leadership’ for employees, to set goals and visions for the 
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department but also to ensure necessary conversations occur between managers and 

employees (Tsai, 2011). In addition to this, second line managers play an important role in 

the resolution of conflict between management and employee’s (Teague & Roche, 2011). 

Therefore, clarification around the second line manager may benefit several the issues raised 

in the other subthemes. Since the interview, it remains unclear whether the issue has been 

rectified.  

In contrast, the NWP manager reported, “There are some practical aspects of 

Checkpoint that I struggle with. First and foremost is that of placing the navigators in custody 

– the premise of a custody diversion scheme should be that they do not enter custody in the 

first place. Geographically and demographically, north Wales is complex; the geography is 

difficult to navigate, and the mix of rural and urban populace means having to adapt the type 

of service we offer. I would prefer to see Checkpoint working out of individual stations 

allowing earlier access to individuals and a greater spread of Navigators. Another aspect of 

Checkpoint that causes me some angst is where it is placed within the organization, or not as 

the case currently is. It needs oversight from a policing perspective from within the force, 

blending in with the offender management programs and the problem-solving initiatives 

rather than as a stand-alone program”. It seems the manager from NWP has a similar opinion 

to the navigators and feels there is a need to change the navigators base from custody to 

individual police stations around North Wales. It appears he feels the current base juxtaposes 

the premise of Checkpoint, to remove clients from the criminal justice system and to try to 

avoid their contact with custody altogether. Further, in his opinion, individual police stations 

provide a better service both in terms of geography and the type of service offered.  

Research exploring the differences between custodial diversion or police station 

diversion schemes appears to be limited, as there is a great deal of variety in the way different 

diversion schemes operate (Birmingham, Awonogun & Ryland, 2018). Scholars note as 
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diversion exists at multiple points in the criminal justice system, decision-making can be 

made by courts, police officers, custody officers, which are all diverse in their organizational 

and operational form (Tyrrell, Bond, Manning & Dogaru, 2017.). This diversity makes it very 

difficult to draw firm conclusions about whether a change in the location benefits impact 

(positively or negatively) and the efficacy of the program. Having said that, the efficacy of 

police station-based diversion is supported, and one study found it was more effective than 

court diversion in diminishing harm and recidivism (HMIC, 2015). However, it is important 

to note this appeared to be a by-product of the type of offender identified in police station 

admissions, for they typically commit less serious offences and subsequently posing a lesser 

risk of future offending. Further, most police diversion schemes appear to use a 

multidisciplinary team made up of psychologists, nurses, social workers, recovery workers 

and administrators, who together with support services, assess and attend to the needs of 

diversion clients. Yet at present, Checkpoint does not have access to, nor employ such 

professionals. Therefore, perhaps this would be something for Checkpoint management to 

consider prior to making a change, particularly as it is unclear whether these professionals 

mediate the efficacy of police diversion.  

Conversely, what appears clear is the increased importance of police officers and 

criminal justice decision making in police station diversion, for studies infer referral, without 

arrest, heavily depends upon the ‘common sense’, awareness and a pre-booking approach 

used by officers (Dewa, Loong, Trujilo & Bonato, 2018.). However, research indicates police 

officers often lack knowledge of mental health and subsequent disorders and there is often a 

lack of communication between the police and mental health service providers (Soares and 

Pinto da Costa, 2019). This is found to inhibit interpretation of offender behaviour at the first 

point of contact and result in unnecessary arrest and detention of vulnerable individuals.  

Scholars have explored multiple ways to improve police officer’s identification and handling 
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of vulnerable people to reduce arrest rates and aid the efficacy of police diversion and they 

found police officers benefited from crisis intervention training (CIT model) (Sainsbury 

Centre for Mental Health, 2009). This is a model where all police officers receive training 

about mental health issues, and it was found to enhance short term and long-term outcomes 

for offenders with mental health problems.  Thus, when considering this change, CIT training 

for police officers should also be considered.   

Moreover, it seems the advisor thinks Checkpoint would benefit from a shift in the 

program’s governance and an increased input from a policing perspective. Although, the 

advisor held back on the reason they felt this change would benefit Checkpoint and how this 

change could come to fruition. The actual weight of governance between the PCC and NWP 

remains ambiguous. With that said, the navigator’s reports suggest the PCC holds most of the 

autonomy around the operationalization of Checkpoint. Throughout, the navigators suggest 

the PCC shy’s away from risk and issue management and employee assurance. Both of which 

are considered integral components for effective program governance and the longevity of 

Checkpoint. This is a problem for poor program governance is one of the most common 

causes of intervention failure and for an intervention to be successful, the governing 

organization must have a clear understanding of the project environment at the start point for 

without it, the organization will struggle to define an effective governance framework, the 

roles and responsibilities and stakeholder engagement and communication. It could be argued 

that because of the issues reported and due to the role of NWP officers in Checkpoint, the 

governance should be under NWP, for they have the most policing knowledge. However, to 

explore this properly without ambiguity, future research is required to explore this in greater 

detail. Further, it is important to highlight that both managers have very different ideas of the 

changes needed to better facilitate Checkpoint. The line manager from the PCC gave a rather 

political response to the question. 
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 This marks the end of the results from the thematic analysis and the next section 

makes several concluding remarks about the overall project findings. 

Concluding Remarks 

This section is comprised of several concluding remarks and aims to encapsulate the 

most important findings across data sources. Additionally, there are several remarks with 

regards to methodological limitations and the complexities of conducting research between 

two major organizations during a pandemic. All of which are intended to help shape the 

future of Checkpoint Cymru and guide future research. 

Overall, the outcomes from the research project are varied and complex because of 

the number of components identified, the number of interactions between the different 

components, how each component challenged the implementation process and how the 

contextual factors may impact intervention outcomes. Without question, the most prevalent 

finding is the sheer number of barriers inhibiting the navigator’s experience. All the barriers 

identified pose a plethora of risks to the navigators, affecting their psychological and physical 

health, job satisfaction and work performance. Further, for some, their experience was so 

negative they expressed regret leaving their prior job and voiced their desires to leave. In fact, 

since the completion of this project, informal reports infer one navigator has left the scheme 

and sought employment elsewhere. This raises the question if other dissatisfied navigators 

will follow suit. Having said that, all the navigators said they felt positive about the strength 

of rapport between the navigators and their ability to influence life change. They also 

supported the efficacy of the scheme and the increased benefits of restorative justice on client 

outcomes. For most, they were intrinsically motivated and sought-after intrinsic rewards. Yet, 

some were dissatisfied with the lack of need in the checkpoint cohort. This dissatisfaction 
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appears to be mediated by prior experience and a personal intrinsic need to maximize impact 

on life change.  

On the contrary, a smaller cohort of navigators reported primarily positive 

experiences in post. These navigators experienced no issues with management and appeared 

motivated and engaged with the organization throughout. At present, it is unclear why some 

navigators have a more positive experience than others. Although the narrative analysis 

suggests this is perhaps mediated by individual factors, previous work experience and base 

location. Future research should explore this further. 

With regards to the line manager from the PCC, there were a lot of concerns raised. 

Some suggested the line manger was approachable and passionate, always helpful and a great 

leader. However, the majority felt the line manager lacked essential leadership experience, 

was unapproachable and doesn’t listen. Most of the navigators agreed, the line manager had 

an ineffective approach to program promotion, and this inhibited the reach and awareness of 

Checkpoint. Even more, there were several accusations around the line manager’s sense of 

superiority and desire to assert their authority over the police. This seemed to diminish trust. 

It also seems the line manager’s avoidant approach to conflict resolution and ambiguity in the 

face of uncertainty was not well received by most of the navigators. Their desire for this to 

change was very clear.  

Moreover, the line managers reports were very different to that reported by most of 

the navigators and the advisor from NWP. It seems the line manager lacks awareness of the 

scale of the issues reported by the navigators or avoids talking about them. Across the data, 

the line manager seemed keen to brush over issues and at times, their response lacked 

transparency and openness. A good example of this relates to the DEP, whereby the line 

manager reported no issues with its content despite all the navigators and the advisor having 

explained its content was not targeted to the checkpoint demographic. It seems the line 
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manager did not want to acknowledge this criticism, nor draw too much attention to it. 

Perhaps the line manager considers criticism to be a personal attack posing threat to the 

perception of their authority and ability. Arguably, due to the number of issues, complaints 

and concerns raised, the line manager might feel ganged up on and may require additional 

support with acknowledging, rectifying and personally handling this. After all, the 

psychological wellbeing of the line manager is essential, and it is not easy to be exposed to 

this degree of criticism. Conversely, constructive feedback is important to improve practice 

and it is advised the complaints are reviewed with support but also the intent to act.  

Regarding the advisor from NWP, their current role and involvement in Checkpoint 

remains unclear whilst their departure seems to have created a degree of animosity and 

feelings of abandonment. The advisor was transparent in their knowledge of most of the 

barriers related to implementation and explained it is difficult to provide support to the 

navigators and the line manager, without stepping on the line managers toes. The advisor 

seemed affected by the organizational conflict and it seems they felt stuck in the middle of 

the issues between the navigators and the line manager. Although their lack of action 

inhibited the navigators trust, the navigators were very clear they would like a greater NWP 

presence in the scheme. This seemed important to the navigator’s sense of organizational 

belonging and wellbeing. However, it remains unclear whether the NWP presence will 

increase moving forward and if so, how.  

Even more, all facilitating professionals and the researcher lack clarity on several 

issues. These include who Checkpoint is for, if the target demographic plans to change, what 

is the most important component for life change and how the scheme may or may not change 

moving forward. Additionally, there was so much ambiguity around the governance of the 

scheme and clarification of this is considered essential prior to making any changes.  
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Regarding the actual efficacy of the scheme, there are early signs of promise related 

to a positive effect on life change, diminishing recidivism rates and harm reduction. Although 

this finding is limited to a professional view and at present, it is too early to determine the 

long-term impact of this reliably. With that said, because there are many barriers with the 

potential to inhibit organizational outcomes, the longevity of the scheme and the wellbeing of 

professionals is at risk. What is very clear is there is a lot of correctional work to be done to 

avoid program failure and improve navigator experience. Recommendations for corrections 

are made throughout and a thorough review of these is advised moving forward. After all, it 

may be difficult to continue to produce positive outcomes with so much animosity, ambiguity 

and facing so many barriers.  

More broadly, the findings offer several valuable lessons for new partnership projects. 

The first lesson being the importance of getting the foundations right, prior to launching a 

scheme. This might involve active team building between managers and employees to build 

trust and rapport and then actively maintaining this relationship throughout implementation 

and beyond. Additionally, it would be useful for managers to explore effective means of 

communicate onto ensure all information is provided clearly, fairly, and effectively, in day-

to-day practice and during times of conflict. More, it seemed extremely important to 

employees that they feel heard by their employers. Thus, it may be helpful if managers take 

and open approach to feedback at the start to both better manage employee concerns, 

feedback and/or ideas but also diminish future resistance. It may also be useful if managers 

become familiar with an approach to manage change and/or conflict. This would allow 

managers to be prepared and effective, reacting calmly during unrest to support employees 

through the process effectively. It might also be helpful if line managers attempt to 

incorporate supervision with employees, to identify their strengths, weaknesses and produce a 
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plan to improve their skill set. Studies suggest doing this helps employees feel supported and 

boosts enthusiasm, drive, and morale. 

The second lesson relates to the importance of clarity in all areas of implementation, 

from the start. This might include creating a clear implementation plan, agreed by both 

facilitating organizations which could be shared with employees and/or any present 

researchers. It would also be helpful if both organizations could provide regular updates 

about changes intended and/or made and for this to be documented for all to view. 

Additionally, it seems essential that the managers have a clear understanding of the project 

aims, the target demographic, the potential changes, and the end goal. Further, it is necessary 

that their standpoints align. On the other hand, it is essential employees are also clear on the 

management structure and all aspects of their job role.  

Moreover, there are some wider research lessons to be learnt with regards to the 

complexities of conducting research between two major organizations. Particularly, how 

challenging it can be to have the research findings heard and the importance of academic 

integrity. For instance, NWP sought after a research student to review the implementation 

and provide feedback about the barriers to implementation. The idea was for NWP to use the 

data to overcome the issues or barriers identified, to diminish any risks to the scheme. 

However, as depicted, there were several occasions where NWP failed to act on the feedback 

provided, despite some of the data suggesting the navigators wellbeing was at risk. It remains 

unclear why NWP said they shared the research concerns and planned to make changes but 

didn’t. In hindsight, this issue seemed most prevalent when the data was related to the line 

managers approach and how this affected some of the navigator’s wellbeing. It could be 

argued NWP refrained from addressing the concerns about the line managers because of the 

potential to create discomfort or fracture an already difficult relationship with the PCC. 

Conversely, it might have been NWP intended to act but covid-19 and/or orders from higher 
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up in the Constabulary or PCC prevented this. Alternatively, it could be argued this was a 

byproduct of funding bias, whereby it could be too risky to raise concerns about the line 

managers conduct and risk future funding of the scheme. Anecdotal evidence suggested the 

future of Checkpoint Cymru relied upon the Police and Crime Commissioner being re-

elected. Although, it remains unclear if this was fact or merely gossip. Moreover, it could be 

also be argued NWP were handling matters away from view and supporting the line manager 

discretely. After all, the line manager was new in post and lacked knowledge of policing 

systems and/or their usual code of conduct. Arguably, this might have made NWP more 

accepting of error. Nonetheless, it seemed a lot of people were aware of the issues 

surrounding the line manager and the navigators, but those with the authority to act were 

either unable to or chose not to act in the interest of employees.  

Due to this, the navigators often turned to the researcher to have their truth heard. 

Subsequently this meant the responsibility to tell some difficult truths fell on the researcher 

and this thesis became much more about the navigators struggle to feel heard. The researcher 

acted with integrity and committed to reporting the data as it came from the navigators. At 

times, the researcher was asked to amend reports and remove some of the more difficult data. 

The researcher felt it was best to refuse to be affiliated with any amended reports and ensured 

the amended report did not have their name on it. Further, the amended reports had a subtitle 

to state the full report, written by the primary researcher, was available upon request. Further, 

the researcher documented all raised concerns and took them to NWP. The researcher also 

sought ongoing advice from Bangor University. Moreover, the researcher decided to be 

completely transparent and document all of this in this thesis. The rationale being these issues 

are part of a much wider bias whereby organizations often shy away from less comfortable 

findings that might show a party in a negative light. A particular issue since the PCC was up 

for election shortly after implementation. Although it is unclear to what degree, this might 
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have had an impact. The researcher has spoken openly about this with aim to help other 

researchers feel less alone or be more prepared for the challenges ahead. Also, to try and say 

to both organizations, there is no shame in error as we are all human and honest reflections 

are the only route to improve and learn.  

More, at times it was difficult to conduct research because of the tumultuous 

relationships between the navigators and the line manager, the line manager and the advisor 

and then the navigators and the advisor. The nature of these relationships resulted in a cycle 

of gossip, rumination and venting and this created a rather negative and emotionally draining 

research environment. Also, this issue meant a lot of positive findings related to life change 

were overshadowed and the overall project felt quite negative and difficult to complete. 

Additionally, because the researcher had taken an insider/outsider approach and had spent a 

lot of time with the navigators, the researcher often felt mistaken for a peer and the researcher 

was often approached as the person to offload on. This was positive and negative in equal 

measures. On one hand, the navigators felt they could trust the researcher to publish their 

truth, and this made for important, honest, and raw data. On the other hand, this was mentally 

exhausting and posed a risk to the researcher’s objectivity as they, at times, felt a sense of 

responsibility for the navigator’s wellbeing. After all, few were acknowledging their 

perspective. Subsequently, the researcher felt an enormous amount of pressure and 

responsibility to use the project to help the navigator’s truth be told. As the researcher was a 

student, they did not feel equipped to deal with such a complex environment. However, they 

dealt with all challenges as best as they could and hope their experience can help other 

researchers be better prepared.  

Another unanticipated barrier was the attempt to misuse observation data. Although 

this only happened on one occasion, the researcher felt it is important to disclose so other 

researchers are prepared. During the first few months of the project, the line manager from 
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the PCC approached the researcher to see if they could use the confidential observation data 

for an enquiry with an employee. This was a clear breach of research boundaries and the 

researcher acted with integrity, sought advise from their University and declined to comment. 

Further, the researcher spoke with NWP and agreed the line manager would not be directly 

involved with the research meetings moving forward. The researcher found this exchange 

challenging and dealt with it by engaging in supervision. A Professor from Bangor University 

helped the researcher develop ways to channel personal frustrations and/or discomfort using a 

reflective diary. This enabled the researcher a safe place to offload and protect their 

wellbeing. Fortunately, this allowed the researcher to move on from the event and protected 

the objectivity of the project. Moving forward, the researcher made a conscious effort to 

interpret all data without bias, only inline with raw data and/or empirical evidence. This was 

important to declare as it is human nature to interpret behavior differently once a boundary is 

overstepped.  

Lastly, like many projects in this domain, the efficacy of this evaluation was largely 

inhibited by several methodological limitations like data limitations and covid-19. This made 

completing the project and drawing assumptions more difficult. That is not to say the findings 

are not sufficient, interesting and don’t tell us something important about what works, what 

doesn’t work and what requires improvement. It is merely that we hoped to know more about 

the impact of Checkpoint from a range of different perspectives. Further, without access to 

quantitative data, the researcher was unable to interpret the dose, reach and effect of the 

scheme on recidivism. This inhibits direct comparison with the data obtained by Durham, at 

this stage. The impact of this will be reviewed in the limitations section but it is mentioned 

now for transparency purposes.  
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What happens now?  

Post implementation evaluation 
 

To conduct a thorough process evaluation, the next logical step is to evaluate the 

fidelity of the project findings using a logical model (Holliday, 2014). Subsequently, the 

discussion begins with an assessment of whether the scheme was delivered as intended (in 

terms of fidelity, dose, amendments, and reach). As suggested by Craig et al (2008) this 

should benefit our understanding of the fidelity and quality of implementation, to clarify 

causal mechanisms and to identify contextual factors associated with variation outcomes. 

Following this, the researcher will review other issues that have not yet been brought to light 

to explore the findings in a wider context.   

To conduct a thorough process evaluation, the next logical step is to evaluate the 

fidelity of the project findings using a logical model (Holliday, 2014). Subsequently, the 

discussion begins with an assessment of whether the scheme was delivered as intended (in 

terms of fidelity, dose, amendments, and reach). As suggested by Craig et al (2008) this 

should benefit our understanding of the fidelity and quality of implementation, to clarify 

causal mechanisms and to identify contextual factors associated with variation outcomes. 

Following this, the researcher will review other issues that have not yet been brought to light 

to explore the findings in a wider context.  

Fidelity 

According to Bragstad et al (2019), the first part of a post implementation evaluation 

should be a review of interventions fidelity. This is an important component of a process 

evaluation, for an appropriate assessment of intervention fidelity reveals ‘the degree to which 

the intervention was delivered as intended’ (Lloyd et al, 2017). Further, should this project 

inspire replication, it is essential to maintain fidelity in a new setting. As suggested in the 
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literature, the fidelity of the current project is assessed in two key areas: Implementation 

fidelity and theoretical fidelity (Perez et al, 2015). 

Implementation fidelity 
 

Implementation fidelity tells us to what extent the intervention (as delivered) matched 

the intervention (as planned) (Haynes et al, 2016). It focuses on measurable factors like how 

the professionals were recruited and trained, what proportion of targeted people were 

reached, client exposure to intervention services and the consistency of intervention delivery 

across different sites.  

Recruitment  
 

Although the line manager’s actual intention regarding recruitment is unclear, the data 

infers they perhaps wanted to recruit nine very different individuals who could all bring 

something different to the table. This is demonstrated via observation and the fact the 

navigators are a unique group of professionals, with a breadth of experience between them 

and a variety of individual difference (in terms of age, personality, and social factors). The 

only comparable factor between them seems to be their core values, principles, ethos, original 

motivation, and desire to make a difference via life change. Their differences, particularly the 

breadth of their previous work experience, seemed to positively affect knowledge transfer, 

rapport, and peer support. On this basis, it seems that the recruitment process was successful. 

With that said, it is important to critically consider the potential pitfalls associated 

with employing nine very different individuals. It was clear the mix of personality types and 

the increased experience of some of the navigators mediated the tensions with management 

and in some cases, the experienced navigators felt they were more experienced than the line 

manager and could do a better job at managing program. Arguably, this inhibits the fidelity of 

the recruitment process for it is unlikely the line manager anticipated this issue. On this basis, 
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it could be argued the recruitment process was delivered as intended but unanticipated issues 

arose. It remains unclear if these issues should or would influence a new approach to 

recruitment in the future. Before any changes are made, future researchers could assess how 

individual factors such as previous work experience, personality, age, and social factors 

mediate the state of professional relationships between employers and employees. Further, if 

the current tensions show that experienced subordinates and less experienced leaders do not 

work cohesively together or if it is more so a case of a personality clash.  

Training  
 

Conversely, it seems the fidelity of the training package was lacking, for it was 

disorganized, poorly planned, not tailored to the navigator’s role and not particularly useful in 

practice. It is very clear that during the training process the navigator’s motivation and 

engagement with the program significantly reduced. This is arguably an undesirable outcome 

that no organization would want to create. On this basis, it would be hard to suggest the 

training package was delivered as intended, for it would not be in NWP or the PCC’s best 

interest to fund training that results in employee disengagement, diminished morale and be 

perceived as ineffective. Upon reflection, perhaps, the discrepancy between the two 

organizations and disagreements over the most important components for life change (DEP or 

ACES) distorted clarity when creating the training package. Therefore, to improve the fidelity 

of the training package, should this be required in the future, the line manager and the advisor 

could work with the navigators to gain a better understanding of the knowledge and training 

required to benefit their day-to-day role and program delivery. Doing so would ensure a 

better use of time, resources, and benefit program delivery. Further, perhaps the PCC and 

NWP could come up with an agreement of the most important components required for life 

change and use this agreement to guide the training package.   
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Reach 
 

On the contrary, the reach of the project remains unclear because of methodological 

limitations. Access to RMS was required to enable analysis of relevant descriptive statics 

(case-load numbers, recidivism rates, demographical factors) and to assess whether the 

scheme had reached the maximum proportion of its target demographic. However, due to 

Covid-19, access to RMS and police stations or custodial settings was prohibited and 

subsequently, this project could not explore the number of eligible offenders who met NWP 

over the course of the year and how many of those offenders were referred to the initiative. 

Because of this, our understanding around the reach of the program is limited to professional 

reports.  

However, the qualitative evidence is useful and indicates Checkpoint failed to refer all 

eligible offenders to the scheme. The data shows the programs reach was impeded by the 

PCC’s approach to promotion and this inhibited referral. Regarding the impact of this on 

programs fidelity, it could be argued through the PCC’s perspective, promotion was delivered 

as intended. However, the PCC’s approach did not have the desired outcome and in the 

future, it may be more beneficial to adopt a different approach. Future research could 

monitor/explore the efficacy of different promotion approaches via quantitative methods and 

use the findings to demonstrate if the navigator’s approach to promotion improved the reach 

of a program or not. The findings would also enable an exploration of the dose given, the 

dose received, the level of participation and if appropriate, the quality of the intervention 

delivery. This would allow a better understanding of the scheme’s fidelity.  

In addition to this, it is important to acknowledge how the current global pandemic 

impeded client’s exposure to support and intervention activities. At the start of the initiative, 

knowledge of the pending COVID-19 situation was not anticipated and subsequently, access 
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to support and interventions were not tailored to suit the requirements of a global pandemic. 

This means interventions could not be delivered as intended. As reported in the observational 

data, adaptations were made with regards to the delivery of the DEP (over the phone) to 

enable is delivery throughout lockdown. However, due to issues obtaining interview 

responses, we have little evidence of any use of other interventions besides this. This means 

our understanding around how third sector organization adapted and how support was made 

accessible, if it was, is inhibited, Subsequently, it is unclear whether Checkpoint clients were 

able to gain the maximum benefits from what checkpoint originally intended to offer. The 

literature exploring this matter is scarce, although some research suggests there has been 

ineffective access to intervention as a direct by-product of COVID-19 (Ferguson et al, 2020. 

Pp.1-20). Withal, other research infers custody diversion continues to operate ‘as normal’ 

through the coronavirus pandemic, advocating the use of alternatives to avoid face-to-face 

interaction (Care Quality Commissioner, 2020). However, information beyond this appears 

limited, inhibiting a thorough exploration of the fidelity, in this case.  

 

Consistency  
 

Finally, it is important to explore the consistency to which components were delivered 

across different sites. However, knowledge of this is rather limited. Checkpoint Cymru was 

delivered from three different bases (Llay, St. Asaph, and Caernarvon). Based on the data, it 

seems the delivery of Checkpoint was not consistent across the three bases, for there were 

several inconsistencies found regarding access to WPF, base location, experience, and rapport 

with management. The reported inconsistencies arguably inhibit the fidelity of the project, for 

different bases appear to be doing better than others, which is unlikely to be intentional. To 

improve the consistency across sites, a review of the differences at each site should be 

conducted to better comprehend the differences and work towards more consistent program 
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delivery. Research could measure the variation between program delivery, referral 

differences, variance between intervention access and differences in the key barriers faced 

and use the findings to make recommendations around what works best, what doesn’t work 

and what requires improvement in each base to improve consistency and program fidelity.  

Overall, it could be argued that the fidelity of the project is lacking due to several 

unanticipated barriers. This suggests the program was not implemented as intended, or it was 

yet the approach taken failed to achieve the desired outcomes. It appears this discrepancy 

between the desired intention and actual practice, in this case, stems from poor management 

of the implementation or poor design. Therefore, replicate projects should try to avoid 

replicating the same mistakes highlighted and may take inference from the potential 

amendments advised throughout. 

Amendments 
 

To fully assess the fidelity of the program, it is important to assess the impact of 

any amendments or modifications made during implementation. However, a clear 

review of the amendments is not possible, for the besides anecdotal evidence, there has 

been no clarity from the PCC or NWP surrounding planned modifications and whether 

they have been implemented or not. Because of this, the following amendments remain 

unclear: the use of needs assessments for individuals referred to the DEP, a potential 

shift in program governance, acceptance of more serious offenders and discussion 

around accepting perpetrators of domestic violence onto the initiative in the future. The 

researcher made several requests during meetings to receive clarity on these 

modifications and was told a list detailing the up-and-coming changes would be 

emailed. However, this never came to fruition, inhibiting further exploration of the 

impact of modifications and amendments.  
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Withal, it is important to highlight that is appeared to be a result of the 

unanticipated covid-19 situation, which meant NWP were re-assigned away from the 

Checkpoint project and towards managing the crisis. Because NWP held most of the 

information regarding the implementation of these changes and the time frame of the 

project, access was inhibited. Subsequently, it is not possible to review how 

modifications (actual or planned) positively or negatively impact the fidelity of the 

program. In the future, researchers could conduct a longitudinal study whereby all the 

project modifications are recorded in alignment with a review of their impact on the 

program delivery, to track evaluation changes and assess the difference between the 

efficacy of the intended program and the modified version.  

Theoretical fidelity  
 

In contrast to implementation fidelity, theoretical fidelity helps us explore “the extent 

to which the intervention as-delivered, was congruent with the intervention theory” (Haynes 

et al, 2015). To be specific, this relates to the logic and hypotheses that underpin the 

interventions design. In this case, Checkpoint aimed to provide a “credible alternative to 

prosecution, by identifying and supporting relevant needs and the ‘critical pathways’ out of 

crime, with the result being that low and medium adult offenders are diverted away from the 

Criminal Justice System, whilst also addressing the underlying causes of their offending 

behavior”. At present, it is too early to determine the efficacy of Checkpoint Cymru and 

whether it is on track to fulfill this proposal. Further, because of the current global pandemic, 

the researcher was unable to conduct interviews with checkpoint clients and subsequently not 

able to gain their perspective on the efficacy of the program, how well their needs were 

identified and met and whether they felt their engagement will diminish the likelihood of 

reoffending. This means at present, there is no clear understanding of whether checkpoint is 

fulfilling its aim, through the eyes of the service user. This is a limitation of this project, as 
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research demonstrates the importance of gaining a service users perception of an 

interventions efficacy to enable comprehension of unanticipated mechanisms, under 

emphasized critical features and the value of holistic understanding around ‘what happens’ 

during intervention (Sutcliffe, Melendez-Torres & Thomas, 2018). Without this, we cannot 

draw conclusions on whether the service is fully meeting the needs of the service user.  

Having said that, from a professional’s view, there were early signs that Checkpoint is 

meeting service user needs and fulfilling its aim to identify need, provide support and 

diminish recidivism rates. Research suggests where a service user view is unattainable a 

professional perspective offers the best predictor of intervention efficacy, for they are the 

people delivering it (Cook, Schwartz & Kaslow, 2017). With that said, covid-19 also 

inhibited the researcher’s ability to observe the navigators conducting the needs assessment. 

Therefore, it could be argued without independent review or service user reports, the 

navigator’s reports may be subject to bias effects (Fitzgerald & Hurst, 2017). Therefore, 

when covid-19 restrictions are removed, researchers should start by observing the needs 

assessment process and gather data from service users to shed light on whether they feel their 

needs are met or if and where they feel improvement is required. This should be monitored 

over a long period of time to effectively understand the efficacy of service, reformat the 

intervention path (if required), to demonstrate any improvements made during 

implementation and to identify key components to achieve best practice in intervention 

delivery. Should the covid-19 situation prevent this, clients provided feedback via the 

navigators with regards to the DEP and how they felt its content did not fit their needs. 

Particularly for cannabis users who felt the content was out of touch. Thus, perhaps this 

would be a good place to start when making amendments to better tailor Checkpoint to meet 

service users needs.   
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Following a review of the fidelity, dose, adaptations and reach of the project, the next 

step is to widely discuss the findings to put them in context.  

A wider discussion 
In this section, the post implementation findings are reviewed in relation to 

Checkpoint Durham and the replication crisis. It was important to include this comparative as 

many may ponder how Checkpoint Cymru compares to Durham and if the project fell victim 

to the replication crisis, in any way.  

Checkpoint Cymru and Checkpoint Durham 

There were several similarities and differences identified between the schemes. For 

example, both demonstrated early signs of positive effects of diminishing recidivism, harm 

reduction and life change. However, Durham’s measurement of this effect was arguably more 

robust, as their findings were based on police-based statistics opposed to professional 

opinion. For instance, they were able to conduct quantitative analysis and demonstrate the 

reoffending rate for the Checkpoint clients was 35% compared to 48% for an OOCD cohort 

and a 13% reduction in recidivism. This enabled the research team to show Checkpoint 

Durham was more effective than traditional criminal justice outcomes in reducing 

reoffending. This comparison was not possible in the current study due to methodological 

limitations and a quantitative approach to monitor checkpoint outcomes was essential to 

move forward. Conversely, Durham successfully obtained service users, victims, custodial 

sergeants, and other relevant professions opinions on the efficacy of the scheme and 

implementation process. Again, due to methodological limitations, this was not possible in 

the current project, limiting our understanding to the view of 11 professionals. That is not to 

say the data from the current study is not sufficient, it is merely the small number of 

participants inhibits the generalizability of the findings and the results are more subjective 

and more likely to be implicated by individual difference.  
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Adversely, like the current project, Durham reported several barriers, which inhibited 

the implementation process. However, their approach to logging and resolving these issues 

seems different from the approach taken by the PCC and NWP. For example, Durham 

published an issue and risk log online and proposed admin and technological issues, 

treatment integrity (specifics not disclosed) and partnership issues (sharing of information) 

were barriers to implementation. Yet in the current project, there seemed to be a lack clarity 

or preference to be less transparent about the barriers inhibiting implementation, particularly 

from the PCC. Further, it seemed Durham better anticipated the likelihood of implementation 

issues as they treated the start of the implementation process as a testable treatment phase 

prior to starting randomized control trials. Durham Constabulary stated this approach was 

taken to allow the team and the police to adapt their processes according to any identified 

issues. Arguably, if the PCC and NWP had adopted the same process, the issues and barriers 

relating the implementation may have been less inhibitory. Durham stated all issues were 

reviewed and “resolved quickly with the assistance of the governance board”, something that 

appears less prevalent in the current project. Additionally, Durham reported a funding issue at 

the start of the implementation phase and had to seek more funding from local government, 

the Home Office Innovation fund, the PCC, and King partner organization to continue. Due 

to the scope of the current project and methodological limitations, a cost analysis was not 

possible, and it is unclear whether this problem inhibited the current project in anyway. With 

that said, this is not a criticism of the current project, for the scope and funding for the 

evaluation of Checkpoint Durham exceeded one year (five years), thus the researcher had 

more time and resources to conduct further analysis. Moreover, the current project seemed 

more inhibited by methodological limitations than Durham. For example, the research team at 

Durham appeared to have greater access to data and their research project was not inhibited 
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by the covid-19 global pandemic. Because of this the current project had to overcome more 

unanticipated barriers and it could be argued this inhibited better replication.  

Replication crisis 

In addition to the covid-19 pandemic, it seems the current project fell victim to the 

replication crisis in several other ways. Although the scheme shows signs it could go on to 

produce similar outcomes to Durham in the future, at present Checkpoint Cymru is arguably 

a less effective replicate of Durham (Hillary & Medaglia, 2020). Several theories discussed in 

the introduction can be used to shed some light on what might have gone wrong.  

One on hand, it could be argued the small sample size (11 participants) was inhibitory 

to replication, as there was an increased risk that the results denoted from chance and were 

less to do with an accurate representation of an entire population. After all, individual 

differences (personality, age and potentially mood/experience) seemed to play a massive part 

in the data obtained. Arguably the results from this evaluation are far more subjective than 

that produced by Durham. Another explanation surrounds the fidelity of the project, whereby 

factors such as the time, culture and environment were not the same as Durham and 

subsequently, outcome variation was more likely. It could also be argued that the quality of 

implementation inhibited replication, as barriers relating to structure, resources and clarity 

seem less prevalent in Checkpoint Durham. Those responsible for Checkpoint Cymru seemed 

to deviate from the original process set by Durham despite research suggesting this is 

important when trying to replicate a successful outcome. After all, Checkpoint Cymru has 

already tried to make substantive changes to the scheme (albeit the implementation of 

modifications remains unclear) to either adapt the intervention to the new site, to up-to-date 

content, or to tailor them to a new population. In this case, these updates seemed to have 

diminished the efficacy of replication.  
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Limitations  

Much like other projects in this domain, limitations largely inhibited the current 

project. The strengths and limitations of the research project are now explored, for honesty 

and transparency.  

This section starts with brief demonstration of the trustworthiness of the project and 

the steps taken to ensure the data collection, analysis and reporting process was precise, 

consistent, systematic, and that all methods of analysis are disclosed with enough detail to 

enable the reader to determine whether the process is credible. Regarding the observation 

data, the researcher was transparent about the subjective nature of the data. The narrative 

approach to analysis was taken to depict the data in the way the researcher saw it. Further, the 

researcher clearly stated the narrative should only be used to apply context to the interview 

data, to fill in gaps between what is seen and reported and to benefit the wider discussion. 

Again, it is declared the narrative is subjective and only represents one researcher’s 

experience. Had the project been carried out by a different researcher the interpretation of the 

data might have been different. Regarding the interview data, the researcher followed the 

methods depicted by Braun and Clark’s (2006) model to ensure the data collection, analysis 

and reporting process was precise, concise, systematic, and trustworthy. Each step was 

followed, and the data was only explored in relation to the empirical evidence. This was 

important to ensure the interpretation of the data was honest, objective, and trustworthy. 

Conversely, the approach to observation yields its own set of pros and cons as 

depicted by Allen (2017). A naturalistic observation approach allowed the researcher to 

observe participants in their natural environment. This approach is praised for having high 

ecological validity as it allows the researcher to observe the flow of behavior in its natural 

setting. Further, naturalistic observation allows the research to explore unanticipated avenues, 
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that otherwise may be missed. However, some argue naturalistic observations are less 

reliable, for variables cannot be controlled, implicating replication and comprehension of the 

cause-and-effect relationship. In the current project, this was perhaps most inhibitory when 

trying to uncover the root cause of the issues with management and why some people had 

more positive experiences than others.  

Nonetheless, by choosing to overtly observe and participate, deception was avoided, 

and consent was obtained. The researcher was also able, when desired, to actively get 

involved with the navigators. On one hand, this allowed the researcher to gather rich data, as 

their participation aided rapport with the navigators and built up a degree of trust. This too 

benefited the flow of data and the navigators, were very open during the interview process. 

However, there were some limitations of this approach. There was an increased the risk of 

investigator effects whereby the participant may have amended their behavior through social 

desirability or Hawthorne effects (Robinson, 2018). To minimize the risk of bias, the 

researcher observed the participants in their natural environment and informed the 

participants all data would be kept anonymous. Research infers this is an effective strategy 

use to prevent participants from altering their behavior (Dawson, 2018). Moreover, upon 

reflection, sometimes it was difficult to record data due to distraction or difficulty gaining 

privacy to record information. In attempt to counter this, the researcher wrote all observations 

in note forms and re-wrote all observation data the evening of, or day after the observation. 

This was done to recall all details that may have been missed or left out. Although, it is 

possible the delay inhibited the researchers recall, particularly of direct quotes, should they be 

important.  

Another limitation related to this approach is the risk of the researcher becoming too 

involved. The researcher remained mindful of this throughout the project, taking a step back 

from the initiative if they felt their objectivity was at risk to prevent bias data reporting. The 
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researcher also remained mindful of this during the data analysis and interpretation, 

presenting data on the premise of its prevalence and through objective interpretation via the 

empirical evidence. The researcher also sought advise on how involved in the project they 

should be from their supervisor to understand what the limits of the observation were and 

how to avoid adverse effects such as fatigue and emotional stress. To be transparent, there 

were several times where the researcher felt fatigued and stressed due to prying with regards 

to data and emotional offloading. The researcher followed guidelines and reminded the 

professional of the ethical guidelines of research, their purpose, and the importance of 

confidentiality. The researcher also escalated this issue to NWP. Escalation was important to 

access support, avoid future stress but also to protect the confidentiality of the data. However, 

it is important to reflect on how this incident could have influenced the researcher’s 

interpretation, should they have not received support. As studies show as humans are 

vulnerable to an unconscious or implicit bias and can engage in discriminatory behaviors 

without conscious intent (Pritlove, Juando-Prats, Ala-leppilampi & Parsons, 2019). To 

eliminate any risk of unconscious bias, the researcher was advised to create a reflective diary 

to off-load the issues encountered, how they made her feel and to avoid emotional impacts, 

fatigue, and adverse affects on the project. This was an effective strategy and was used 

throughout. The researcher is transparent in this to demonstrate their awareness around the 

risk of subliminal influence during the data analysis and interpretation process. In doing so, 

this risk of bias is diminished.  

Even more, there were several issues related to data throughout the project, 

particularly in terms of inhibited access, low response rates and bias. As this point has been 

heavily discussed already, it is merely acknowledged for its inhibitory affect on the project. 

However, it is important to add, accessing and obtaining data from large organizations seems 

a prevalent barrier inhibiting psychological research. In many cases, researchers are 
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considered to benefit from specific training in how to deal with the complexities of 

facilitating and maintaining access of data in large organizations (Okumus, Altinay & Roper, 

2006). Arguably, had the researcher received this kind of training before the start of the 

project, the retrieval of quantitative data and promised reports from NWP may have been 

easier. More, low response rates heavily inhibited the project, particularly during the second 

round of interview questions where response was so low the data set was considered 

insufficient for use. This limited the researcher’s clarity of how Checkpoint was 

operationalized during the Covid-19 lockdown. It is important to consider the reasons 

response rates were so low. On one hand, low response rates could reflect the complexities in 

juggling working from home and home life matters like childcare and it may be responding to 

research questions was less important and less of a priority in comparison to completing 

essential work and homeschooling/family time. After all, participants were not paid, nor did 

they receive any type of reward for their participation. Had this been the case, participants 

may have had an increased incentive to engage. Moreover, response rates may reflect the 

impact of covid-19 on the professional’s personal wellbeing and motivation to engage in 

research, for studies found 44% of employees demonstrated low motivation and poorer work 

performance as a direct consequence of lockdown and covid-19 situation (Relocate, 2020).  

On the contrary, it is important to consider the limitations associated with data 

obtained and how the questions asked could have influenced professional response. The 

interview questions were based on the observation data and were used to gather more 

information on important issues, changes or to formally record professional opinion. It could 

be argued that since the researcher was recruited to inform the PCC and NWP of issues, 

barriers and concerns inhibiting the scheme the questions may have focused on negatives 

opposed to positives. However, the researcher remained mindful of the risk of negative bias 

and took several steps to diminish this risk. The researcher took time to develop a balanced 
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set of questions that reflected different components, which were important to intervention 

outcomes. All questions were verified and checked by a supervisor at Bangor University, 

who assessed the appropriateness of the questions and considered them appropriate for 

distribution. Further, the researcher ensured all the questions were open questions stating, ‘if 

so, how?’ at the end of each question. This was done to ensure all participants had the 

freedom to elaborate and express their opinion without constraint. It is important to address, 

the potential impact of the questions on the line manager and advisor, particularly when 

asking for their opinion on the state of their relationships with the navigators and views on 

the drugs education program, which the line manager created. Arguably, asking this question 

could evoke a degree of anxiety, as both managers were aware of navigator concerns whilst 

the line manager became aware other professionals were reviewing the program they created.  

With regards to the navigators, on numerous occasions some of them failed to directly 

respond to the set questions. In many cases, it seemed as if the questions did not matter and at 

some points, some of the navigators responded out of context, venting their frustration, and 

ranting about their negative experiences. Research infers where anger and frustration exist, 

participants are more likely to rant and vent their frustrations when given an opportunity to be 

heard (Parlimaris, 2010). This is declared as this may have influenced the tone of the data in 

parts. Withal, studies show the benefits related to venting frustrations and how this can be a 

cathartic experience for frustrated individuals (Thomson, 2017). Thus, although it is possible 

the themes of the data were affected by the mood and built-up anger of some of the 

navigators, the ability to discuss their experience likely benefited their wellbeing.  

Coronavirus Pandemic  
 

It is important to be clear, the coronavirus pandemic heavily inhibited the project, and 

this was discussed throughout. However, it is important to reflect upon the impact of Covid-
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19 on the researcher. Scholars note the impact of covid-19 on all psychological research was 

‘catastrophic’ and the spread of Covid-19 seemed to highlight pre-existing gender 

inequalities limiting psychological research (Ferguson et al, 2020). One study found the 

submission of research by female researchers declined in comparison to that produced by 

male academics (Vincent-Lamarre, Sugimoto C.R and Larivière, 2020). This finding was 

considered to reflect women having to juggle caring for their families and children whilst 

completing research from home. This is an important finding to reflect upon as the researcher 

is female, a mother and had to juggle home schooling, childcare, and research duties. Further, 

as resources were prioritized to COVID-19 this meant the possible extension to turn the 

current project into a PhD project was revoked. This inhibited the exploration of the long-

term impacts of Checkpoint but also prevented a catch up of the data missed throughout 

lockdown.  

Having said this, one of the major strengths of this project, irrespective of all barriers, 

is the resilience, adaptability, and perseverance in the name of producing essential research, 

during uncertain and very difficult times. Against all odds, the project was completed and is 

considered sufficient for a Master of Research Project and that is quite significant. 
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