
 

 

 

 

2021-24 STRATEGIC REVIEW 
 
PRINCIPLES AND PREMISES 
 
Charitable objects 
 
Our Charitable Objects, with which our activities must comply, are: 
 
To further and promote practice among those working in the penal system in the United Kingdom 
which contributes to:  
 

• the rehabilitation of offenders and the prevention of crime;  

• the promotion of the social inclusion of offenders by facilitating their integration and 
constructive engagement in society;  

• the advancement of the health, safety and psychological well being of offenders and those 
who work with them. 

 
Our objects, and the public benefits to which they relate, had to be approved by the Charity 
Commission at the time of the charity’s incorporation in 2012, and are set out in our Articles of 
Incorporation as a Company Charitable Company. Any changes to our objects would necessitate 
a change in the Articles and would need to be approved by the Charity Commission. 
 
Charitable activities 
 
Our charitable activities fall into two main areas. 
 

• Celebrating People 

• Promoting Good Practice 
 
Celebrating people 
 
Annual Awards 
 
The Annual Awards, presented by HRH The Princess Royal, are at the heart of the Trust’s work. 
They contribute to the charity’s objects by: 
 

• identifying those who have made an outstanding contribution in the areas covered by our objects; 

• rewarding and celebrating their achievements, through the Annual Award Ceremony; and  

• publicising and sharing examples of good practice, and practice-related learning, from their work.  
 
The scheme is open to people working in prisons and IRCs, and probation and youth justice 
settings, across the UK. Around 10 Awards and 20 Commendations are given each year and are 
presented by HRH The Princess Royal at the Annual Award Ceremony. 
 
#HiddenHeroes Programme 
 
While our Awards focus on outstanding individuals, our #HiddenHeroes Programme – including 
visits to prisons and other workplaces by our Royal Patron – celebrates and publicises the role of 
all those working in prisons, IRCs, probation and youth justice. It contributes to the charity’s 
objects by: supporting staff morale, and thereby also their mental health and retention in the role; 
And helping to widen the potential pool of future recruits to the sector. 



Promoting Good Practice 
 
Alumni Development Programme  
 
The Alumni Development Programme is an extension of the Awards and contributes to the 
charity’s objects by helping our Award Winners and Commendees learn from their achievements 
and support their future professional development. 
 
The Programme is open to all our Award Winners and Commendees and comprises three one-
day workshops, a level 3 vocational qualification (“Developing Good Practice in Correctional 
Settings”) and one-to-one mentoring and support.  
 
Dissemination Programme 
 
Our Dissemination Programme aims to facilitate the sharing of knowledge and ideas, and 
examples of good practice (beyond just the Awards), relevant to the areas covered in our 
objects, both face-to-face (through workshops, conferences and residential events) and online.   
 
Resources 
 
We expect to start 2021-22 with reserves of a little over £330k – with just over £80k (the balance 
above £250k) allocated to our Development Fund. 
 
The core costs of the Awards, Alumni Programme and HRH visits, plus office and governance, 
and staffing costs, are around £225k p.a. 
 
Our core income each year from HMPPS, Serco, Sodexo, G4S and Mitie, plus the POA, PGA, 
Hanley Trust, James Butler Trust and Princess Anne’s Charitable Trust, plus ongoing individual 
donations, totals just under £205k p.a. In recent years, we have raised an additional £50k p.a., 
(£10k each), from: the private probation providers - Ingeus, MTC and Seetec; the education 
provider, Novus; and the Bromley Trust.  
 
While our core income (of just under £205k p.a.) looks fairly secure, we lost the Novus funding in 
2020-21, our private probation funding looks uncertain in light of the imminent re-nationalisation, 
and the Bromley Trust have questioned their on-going funding given our level of reserves.  
 
We may be able to secure some additional, restricted, funding towards specific projects. 
However, most charitable trusts are unlikely to donate, particularly towards our core costs, while 
our reserves remain at their current level. And it seems unlikely that our existing funders would 
consider increasing their core funding at present, for the same reasons.  
 
Although their positions may change, YJB, SPS and the NI Prison Service, have proved reluctant 
to fund us in the past, and we have been unsuccessful so far in our attempts to engage with 
GeoAmey and Geo (who have the PECS contracts for Scotland and the North of England, and 
the FM contract for the South, respectively).  
 
Based on the above, our core income over the next three years is likely to be somewhere 
between £205k and £245k p.a., compared to core costs averaging around £230k p.a. (allowing 
for inflation). In addition, we have existing, non-core, commitments under our two-year funding 
arrangement with HMPPS (some of which are carried over from 2020-21), which will add 
approximately £35k to our total expenditure for 2021-22. 
 
Taken together, we could be left with a shortfall over the period of just over £100k, without any 
additional (non-core) expenditure. However, that is a reasonable worst-case scenario; we 
currently have reserves of more than £330k (including over £80k in the Development Fund); and 
we would be well placed to seek additional support should our reserves fall back substantially.  



TRIENNIAL REVIEW 
 
Celebrating people 
 
Annual Awards 
 
We received an average of just under 350 nominations a year over the last three years – slightly 
above the average of 335 over the previous three year period, and compared to averages of 
around 275 and 255 over the two three-year periods before that. 
 
While we continue to receive relatively few nominations from youth justice in England & Wales as 
well as community settings across Scotland, and there has been a slight drop-off of late from 
SPS, prisons and probation settings across England & Wales, as well as Northern Ireland, have 
continued to engage well with the Awards over the last three years.  
 
Although we have made repeated efforts to improve engagement from youth justice and 
probation (community social work) in Scotland, and from youth justice in England & Wales, these 
have had limited success – in part, we believe, because of the highly devolved nature of each. 
 
The public sector had previously underperformed the private sector in outcomes, when their 
respective workforce sizes are taken into account. However, since we simplified the nominations 
paperwork, back in 2018, the difference between the two groups has all but disappeared.  
 
We were unable to hold a Ceremony in 2020 or 2021 because of Covid. We hope to hold a joint 
event covering 2020 to 2022, early next year. However, with the numbers involved, this will need 
to be a private event, without the usual senior leaders and stakeholders as witnesses. 
 
#HiddenHeroes 
 
In 2019, we published a booklet entitled #HiddenHeroes: The Prison Officer, focusing on the role 
of Prison Officers and what makes them special. We distributed copies to Officers across the UK, 
and supply HMPPS with copies to give all new Officers in training.  
 
In the same year, we also produced a short video, based on an interview with a group of recent 
Butler Trust winners, called #HiddenHeroes: The Probation Officer which is now required viewing 
for all new Probation staff across HMPPS. And we have recently completed the “set” with a short 
publication, again focusing on recent winners, called #HiddenHeroes: The Youth Justice Worker. 
 
During the Covid pandemic, the Trust has led the campaign to publicise the critical role played by 
staff in prisons, IRCs, probation and youth justice, and to show them that, while they may be 
largely hidden from view, they are not forgotten. The campaign has featured (among other 
things): an online message board in support of staff; a radio campaign; 30k #HiddenHeroes 
chocolate bars; a bus tour and billboard campaign; a celebrity Advent calendar; a specially 
commissioned artwork; 60k commemorative pin badges; and a national #HiddenHeroesDay.  
 
Our Royal Patron attended the #HiddenHeroesDay event at HMP Bullingdon, and made four 
other prison visits to thank staff for their service, between September 2020 and the second 
lockdown in early November.  
 
Promoting good practice 
 
Alumni Development Programme 
 
The Alumni Development Programme was introduced in 2010 to help Award Winners and 
Commendees learn from, and build on, their achievements, through a three-session classroom-
based course and level 3 vocational qualification, and a ‘graduation’ ceremony on completion.  
 



In 2015-16 we took steps to improve engagement with the programme, and these led to a 
significant increase in the number of people participating. We also introduced one-to-one 
mentoring and support for participants, to build upon the taught elements of the programme.  
 
Following the changes to the programme, participation grew from just over 40% in 2014-15, to 
around 70%, and has been maintained at that level since – while feedback from participants has 
been excellent throughout. 
 
We were unable to run the programme in 2020, because of Covid but plan to offer places to both 
our 2019-20 and 2020-21 cohorts in 2021. 
 
Knowledge Exchange 
 
Over the last few years the Trust has sought to develop an online resource to facilitate better 
sharing among practitioners, of ideas, resources, and examples of notable practice relevant to 
their work. While it has taken a number of attempts to get right, in early 2021, we launched the 
Knowledge Exchange, as a public resource open to everyone working in the sector.  
 
We will send out regular email updates to subscribers, and our existing database of 2000 
managers and staff. The Trust will also curate the site, monitoring relevant sources, and adding 
any resources we come across. However, our past attempts to encourage people to share 
resources themselves, in particular local examples of notable practice, have had little success 
and this will limit the site’s impact if unaddressed. 
 
Notable Practice Trophies 
 
To encourage sites to share their own examples of notable practice, which we could then help to 
disseminate through the Knowledge Exchange, we planned, in 2020, to pilot the idea of a notable 
practice trophy. Although Covid prevented us following through, a mailout to sites across HMPPS 
yielded more than 40 initial submissions. 
 
In light of the clear enthusiasm demonstrated last year, we have agreed with HMPPS to pilot the 
idea properly in 2021, with two trophies: one for custodial settings, named in memory of Ruth 
Mann, a former prison psychologist and best practice champion for the North of England; and 
one for community settings, named in memory of Kathy Biggar, a Probation Officer who was the 
driving force behind the prison Listeners scheme.  
 
Events 
 
The Trust has run various well-received events over the last decade, 
 
In 2016, 2017 and 2019, we ran three residential summer symposiums for Prison Officers, 
focusing on effective management and recruitment. 
 
And, in earlier years, we ran a number of practically-focused, thematic workshops for prison and 
probation managers in topics including: working with offenders with learning disabilities; the care 
and management of older prisoners; and sport and exercise in custodial settings. 
 
Good Book of Prisons 
 
In 2019, the Trust published the Good Book of Prisons, based on a tour of every closed prison in 
England & Wales, and more than 300 focus groups with prisoners, staff and managers.  
 
The book, and its findings – focusing on what works in the management and care of prisoners, 
and the support and management of staff – received considerable publicity and was well 
received across the sector. 
 



Digital communications 
 
Social media 
 
Over the last three years, our social media reach has increased significantly – much of it on the 
back of the #HiddenHeroes campaign. We now have almost 5,000 followers on the Butler Trust 
twitter account, up from 2,500 three years ago, while our following on LinkedIn and Facebook 
have increased from around 50 in each case, to around 250 and almost 1,000, respectively.  
 
We have also restyled our @offender_management Twitter, which we previously used to retweet 
stories of general interest to the sector. The account, which also has almost 5,000 followers, has 
been renamed @HiddenHeroes_uk, and used to support our #HiddenHeroes campaign. 
 
Websites 
 
During 2020 we carried out a complete overhaul of the Butler Trust site which had become rather 
tired looking and no longer adequately reflected the full range of our activities. The new site was 
launched in December 2020. 
 
We also set up a separate, HiddenHeroes.uk, site, as part of our #HiddenHeroes campaign; in 
addition to building the new Knowledge Exchange site, referred to above. 
 
Office and Administration 
 
Staffing and administration 
 
In March 2018, our long-standing Office Administrator, Jacqueline Feeney, left, and her 
replacement resigned after only three months, in the middle of the nominations process.  
 
Ash Whitney, our web developer, stepped in to assist in processing nominations that year, and 
again in 2019, and Elva Tehan was brought in on a part-time basis to assist with our day-to-day 
administration. During 2018 and 2019 we also reviewed and streamlined all our processes, and 
brought in a consultant to help improve the IT systems underpinning the administration of the 
Awards, from nominations through to the Annual Ceremony. 
 
As a result, we were able to weather the loss of Jacqueline, and her replacement, without it 
impacting on our charitable activities, and we are now able to operate fully with just two staff 
members, with Elva’s support reduced to one day a month (on book-keeping).  
 
Operational resilience 
 
Although we are now able to operate with two members of staff, the loss of any further capacity 
would present significant challenges. In addition, many of our existing systems and processes 
were complex, and inadequately documented, making it difficult for someone else to pick up 
readily if required.  
 
The improvements in our systems and processes referred to above will help to improve our 
resilience. Additionally, over the last 12 months, we have documented all our systems and 
processes, and ensured that Ash Whitney is familiar with them, so that he could step in if 
required and assist in any future handover. 
 
The office 
 
The lease on our London office was up for renewal in May 2021. While Covid has shown that we 
can function without an office, it is far from ideal. We therefore agreed to renew the lease for 
another two-year term, but negotiated a net reduction of just under 25% in the total cost (rent, 
telephones and broadband), from £23.5k to £18k. 



TARGETS AND PLANS FOR 2021-2024 
 
Celebrating people 
 
Annual Awards 
 
The Awards remain, and will remain, at the heart of our work. They are widely valued and 
respected across the sector, and follow a tried-and-tested formula which does not need to be 
changed at present. Over the next three years we will:  

• hold a one-off event allowing senior leaders and key stakeholders to join in celebrating the 
achievements of our 2019-20 and 2020-21 Award Winners and Commendees; 

• strive to retain the pre-eminent position of our Annual Awards within in the sector; 

• continue to encourage greater engagement from youth justice in England & Wales, and 
community settings in Scotland – while accepting it may be unlikely to improve substantially; 

• seek to address the recent fall in engagement from SPS; 

• maintain costs at current levels, as far as possible, subject to inflation. 
 
#HiddenHeroes 
 
Our increased focus and spending on #HiddenHeroes in 2020-21 was a response to Covid, and 
will (hopefully) not need to be repeated. However, over the next three years we will: 

• continue to promote the role of staff, share positive stories about them, and share our own 
messages of support for them, including through our social media channels; 

• continue to promote an annual #HiddenHeroesDay – on 29 September each year – and 
encourage engagement across the sector; 

• continue to supply copies of #HiddenHeroes: The Prison Officer for HMPPS to distribute to 
all new recruits. 

 
Promoting good practice 
 
Alumni Development Programme 
 
The Alumni Programme is an integral adjunct to the Awards and, like the Awards, follows a tried-
and-tested formula which does not need to be changed at present. Over the next three years we 
will seek to: 

• maintain the current level of engagement; 

• maintain the costs of the programme at current levels. 
 
Knowledge Exchange 
 
The Knowledge Exchange is a new initiative. Over the next three years we will: 

• focus on building engagement and content of the site during 2021-22; 

• write a small number of reports for inclusion on site, based on the Trust’s own findings  
(from our workshops and events, the Good Book of Prisons and recent Winners) 

• continue to curate and publicise the site throughout the period. 
 
  



Notable Practice Trophies 
 
To help identify and disseminate local examples of notable practice across the sector, over the 
next three years we will: 

• pilot two notable practice trophies in 2021 – in memory of Kathy Biggar and Ruth Mann – 
focusing on custodial and community settings, respectively; 

• if the pilots prove successful, consider incorporating the trophies into our core activities in 
future years;  

• share details of all submissions through the Knowledge Exchange website and our social 
media. 

 
Good Practice Events 
 
In 2022-24 we will, in consultation with our stakeholders: 

• run a programme of thematic, practice-focused workshops (these could be held online, at 
minimal cost, if needs be). 

Good Book of Prisons 
 
Subject to available funding, in 2022-24 we will: 

• consider publishing a second volume of the Good Book of Prisons, focusing on youth and 
open establishments. 

 
Resources 
 
In light of the financial context set out earlier, we will: 

• restrict our total spending over the 2020-22 financial years to approximately £500k  
(in line with the budget on which HMPPS agreed their funding); 

• allowing for inflation, restrict our core expenditure in 2022-23 and 2023-24, to 
£230k and £235k, respectively; 

• seek to balance income and expenditure over the period 2022-24; 

• draw on reserves to cover any shortfalls between income and expenditure;  

• use any additional income (over core expenditure) to fund “added value” initiatives; 

• seek to maintain year-end reserves at no less than £250k, and no more than £325k. 
 
 
 
Simon Shepherd 
Director 
 
March 2021 
 


