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1: Business Case Update
The main body of this business case details the robust benefits rationale of the development
of an E-mentoring System but also identifies a need to explore opportunities for reductions in
costs of the system in relation to:

• the system capacity required by Leicester, Leicestershire and Rutland MAPPOM
• shared initial set up costs through partnership working with Wakefield Youth Offending Service

Since the completion of this business case there have been further negotiations with The
Brightside Trust, the potential provider. Revised costings and further information from The
Brightside Trust are set out in Appendix Two – Revised Brightside Trust Proposal. In relation to
the costs considered within the original business case there have been the following changes:

  The negotiated costs are significantly lower than those originally provided but the introduction
of an E-mentoring Platform will still require an initial investment and an ongoing budget 
commitment. The Business Case and revised costings are being considered by Leicester, 
Leicestershire and Rutland MAPPOM with a decision due to be made at the end of March 2010.

Revised Costing Basis Business Case Assumption

One off site construction costs  5,370 – to be shared by 
participating partners 
MAPPOM and Wakefield
Youth Offending Service 

£12,200 – Year One system 
development and 
maintenance costs for a 
MAPPOM site

Year One Running £3,500 – based on 200 
mentor/mentee relationships
which is sufficient capacity 
for Leicester, Leicestershire
and Rutland MAPPOM

£nil – included in costs above

Yearly Subscription – 
Year Two Onwards 

£3,500 – (as above) £5,500 – for a standard 
capacity of 500
mentor/mentee relationships 
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1: Executive Summary
The rehabilitation of Prolific and Priority Offenders (PPOs) is a key local priority both within
Leicester, Leicestershire and Rutland and nationally. The successful rehabilitation of PPOs 
requires intensive support to help individuals overcome the barriers and problems they face
and to stop offending behaviour. 

Leicester, Leicestershire and Rutland MAPPOM is working with the Digital Inclusion Team using
an innovations process to understand how technology can support this rehabilitation process
helping to improve life chances of PPOs. 

This report documents the business case for one of the ideas put forward as part of this work -
the development of an E-mentoring (On-line Mentoring) Project.

2.1 The Issue

PPOs often lead very transient lives which can make it difficult to establish and maintain 
appropriate social networks which would provide support, advice and guidance. This lack of
support can mean that PPOs can revert to less constructive relationships with their peers
which can have a negative effect on their rehabilitation and lead to re-offending. 

There are specific challenges for young offenders when they move from management by the
Youth Offending Team to management by the MAPPOM team. Supervision under MAPPOM is
more intense, more prescriptive and greater responsibility is placed on the PPO. Young people
struggle to cope with this the transition and around 80-90% of young people breach their
order and re-offend which leads to a prison sentence shortly after their 18th birthday.

There is an existing, successful, mentoring programme for PPOs run for MAPPOM by Futures
Unlocked. There are plans to expand this through additional mentors drawn from the staff base
of the agencies involved in Leicester, Leicestershire and Rutland MAPPOM. This expansion will
be essential as MAPPOM’s client base will increase through their involvement in the Vigilance
Programme – providing intensive management to offenders who have served short sentences
but are identified as likely to re-offend. Currently mentoring is purely face to face which limits
the scope of provision, for example, support from mentors cannot be accessed by PPOs 
outside of the working day and provision can lack flexibility due to set appointment times.

Leicester, Leicestershire and Rutland MAPPOM are keen to explore how mentoring can 
support young people during the difficult transition from Youth Offending Services to adult
supervision. Youth Offending Services provide more intensive support whereas adult 
offenders are expected to take more responsibility for the terms of their order and to 
seek help when they need it. 
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Currently support arrangements during the transition period are limited. A meeting takes place
between the Youth Offending Officer and the proposed Probation Officer, one month before
the young persons 18th birthday. As a one off meeting this cannot meet the more intensive
support needs during the transition period. MAPPOM has plans to use successfully rehabilitated
and declassified PPOs as mentors to support individuals during this transition stage. 

2.2 The Solution

Leicester, Leicestershire and Rutland MAPPOM are proposing to enhance the planned expan-
sion of their face to face mentoring programme through the introduction of a complementary
e-mentoring system which will:

• extend the current mentoring arrangements for adult PPOs and offenders managed under 
the Vigilance Programme overcoming the identified barriers and limitations in flexibility 
of provision

• address the support needs of young people during the transition period and reduce levels of 
re-offending and subsequent custodial sentences in a cost effective way

• provide a framework/forum for the Youth Offending Officer, Probation Officer and the 
young offender to interact during the transition period

• break down barriers and engage young people with services and support through use of a 
media which appeals to them

Current service delivery plans are that the E-mentoring will always supplement face to 
face mentoring arrangements rather than being a stand alone activity. This will ensure that 
participants enjoy the benefits offered by both types of mentoring – support can respond to
the visual clues from face to face meetings but the service benefits from the flexibility and
anonymity offered by e-mentoring. 

2.3 The Options

A number of options have been considered by MAPPOM:

• to continue with existing mentoring arrangements, 
• to expand the face to face mentoring programme and develop a peer mentoring programme 
for young people during the transition period

• to expand the face to face mentoring programme and develop a peer mentoring programme 
for young people during the transition period and develop a complementary E-mentoring system
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Leicester, Leicestershire and Rutland MAPPOM believe that mentoring is an essential tool to
support the rehabilitation process and work is already underway to expand the mentoring 
programme. Given the ongoing development work of the existing face-to-face mentoring 
programme the development and delivery of an e-mentoring system is currently the only 
proposed new area of activity. This document therefore focuses on the business case for the
development of a complementary E-mentoring System.

Through the involvement of the Digital Inclusion Team, MAPPOM have been introduced to 
The Brightside Trust a potential service provider for the E-mentoring platform. They have 
developed an e-mentoring site for young people – Confident Futures – and it is felt that this
could be easily adapted to meet the needs of MAPPOM’s client groups. This would mean that
MAPPOM could benefit from potential economies of scale offered from the adaptation of an
existing product, resulting in reduced set up costs and operational certainty.

2.4 The Preferred Approach

MAPPOM has made the decision to explore the development and delivery of an E-mentoring
platform through The Brightside Trust, based on the Confident Futures site rather than develop
a bespoke in-house new solution. The availability of an existing provider with a proven 
product brings a number of benefits including:

• reduced development costs as it is an adaptation of an existing product
• existing materials/activities can be made available on the MAPPOM site
• shorter development and limited testing period 
• operating errors will have already been established and resolved. 
• the solution will benefit from on-going development work/improvements on the 
existing platform

On-line mentoring would be assessed through a controlled site with secure log-ins for both mentors
and mentees. As well as a secure area for Conversations the site will also contain a library of useful
information, articles and help sheets as well as promoting other services within MAPPOM.

Conversations are streamed instant messages but the system is not real time – all messages go
through a security filter. Potentially inappropriate messages are quarantined by the system to
allow them to be moderated. Quarantined messages are held until they are cleared/altered by
a MAPPOM supervisor.  

On-line mentoring would supplement the face to face mentoring programme providing access
to additional flexible mentoring support beyond the work day and without the need for 
additional travel with associated costs.
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Young offenders who are due to transfer from Youth Offending Services to adult supervision
through MAPPOM would be offered a peer mentor three months before their 18th birthday.
The face to face mentoring programme and associated e-mentoring would go on for 
approximately six months until the young person was settled in adult services. After this it is
anticipated that these individuals would become involved in the adult mentoring programme.

Current estimates are that there would be around 25-40 beneficiaries in the initial client group
consisting of 10-25 adult mentees mentored through Futures Unlocked/MAPPOM volunteers
scheme and 15 young people in transition to adult services. Thereafter it is assumed that there
will be a net increase in beneficiaries of 10% of the client group, taking account of new referrals
and those PPOs who are declassified. Consideration is also being given to extending the 
availability of mentoring and e-mentoring to the families of PPOs. MAPPOM have recently 
become involved in the Vigilance Programme and mentoring will form part of the management
and support of this offender group. They will also be able to benefit from E-mentoring. The
number of offenders in this group is uncertain and funding may not be extended so potential
additional beneficiaries are not considered within the scope of this report. 

2.5 E-Mentoring - Costs and Benefits

2.5.1 Costs

The introduction of an e-mentoring system by Leicester, Leicestershire and Rutland MAPPOM
will result in initial set up/development costs in year One and on-going management and 
maintenance costs for the system. There will also be staff resource requirements arising from
the project – co-ordination and supervision – but it is anticipated that these can be met
through existing resources.

The Brightside Trust have provided initial cost estimates for the introduction and ongoing 
delivery of an E-mentoring system and a thorough review of other potential cost areas has
been undertaken. Initial cost estimates for the project are as follows:

The identified costs would mainly be due to The Brightside Trust and it is imperative that these
are investigated fully and all potential reductions negotiated from the outset as there will be 
an on-going contractual relationship. The current costs are for a system that has can 
accommodate 500 mentor/mentee relationships which is significantly in excess of MAPPOM’s

Costs Year 0ne Year two Year Three

System Development and Maintenance £12,200 £5,500 £5,500

Site content development £1,000 £2,000 £2,000

Training £630 £630 £630

Total £13,830 £8,130 £8,130
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requirements. Discussions are needed with The Brightside Trust to explore the potential 
reductions that could be offered for a system which has smaller capacity. Wakefield Youth 
Offending Service is interested in developing a similar system and synergies and potential
economies of scale from a joint development should be explored.

2.6 Benefits

The development of an e-mentoring platform will:

• improve the effectiveness and reach of existing mentoring arrangements
• engage young people with vital support services during the difficult transition from Youth 
Offending Services to adult supervision

The key driver for the project is to support the resettlement of all participants helping them to
change their behaviours which will result in reduced rates of re-offending.

Significant financial and non-financial benefits will accrue to all parties and stakeholders –
PPO’s, the MAPPOM Team, other agencies and Central Government. 

Financial – Cash Releasing Benefits
The key driver for the project is to support the resettlement of PPOs helping them to change
their behaviours which will result in reduced rates of re-offending. The significant financial cash
releasing benefit from the project relates to the potential reduction in re-offending rates and
the potential savings to the Criminal Justice Sector through fewer custodial sentences.

It is estimated that the costs of keeping someone in prison are £40,992 per annum.   

Re-offending rates amongst each of MAPPOM’s client groups is high. MAPPOM work with
around 350 PPOs each year and at any one time 50% of these individuals are in prison. There
are particular issues with young people who transfer to MAPPOM from Youth Offending 
Services where 80-90% will re-offend and receive subsequent prison sentences.

Based on the prudent assumption that 50% of MAPPOM’s client group will re-offend and that
mentoring can reduce re-offending by 10% the potential financial savings for the Criminal 
Justice Sector are as follows:

Benefits Year 0ne Year two Year Three

PPOs participating in the E-mentoring project 35 70 105

Financial – cash releasing 

Cost of custodial sentences £81,984 £163,968 £245,952

Total £81,984 £163,968 £245,952
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There are potential financial benefits for participants too. Mentoring provides a vital support
tool in the rehabilitation of PPOs helping to improve employability and encouraging PPOs to
undertake training. This will see participants benefiting from increased income levels from a
move from benefits to employment and the increased earnings potential from qualifications
and training

Financial – non cash releasing
The main benefit seen within MAPPOM itself will be from the improved progression rates 
of PPOs, young offenders and offenders managed under the Vigilance Programme from 
mentoring. The e-mentoring platform will be a valuable extension to the face to face 
mentoring programme allowing support to be accessed beyond the working day. There will 
be improved success rates in the transfer of young people to adult services with reduced 
numbers of missed appointments and less time spent managing problematic behaviour. 

Prudent estimates of the financial – non cash releasing savings arising from a reduction in
missed appointments of a 1 hour appointment per week scaled with an increase in participants
is as follows:

The added value of the e-mentoring system is that it can act as a resource for participants and
their families signposting them to other support, provide practical tools and guidance e.g. ‘how
to write a CV’ or benefits advice and links to other organisations e.g. colleges with course 
details. It will also increase the take up of internal initiatives e.g. Virtual Home and external 
opportunities e.g. training. Less time will be spent by the MAPPOM team answering routine
questions as information will be readily available.

Non-Financial –quantifiable 
E-mentoring is a valuable extension of the face to face mentoring programmes within Leicester,
Leicestershire and Rutland MAPPOM helping to improve confidence, reduce social isolation and
ultimately improve behaviour and attitudes. It will:

• improve satisfaction with services
• improved life skills and emotional resilience of young offenders transferring to adult services 
• help to signpost participants to other service

Benefits Year 0ne Year two Year Three

PPOs participating in the E-mentoring project 35 70 105

Financial – non cash releasing 

Cost of missed appointments £839 £1,678 £2,517

Total £839 £1,678 £2,517
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2.6.1 Cost Benefit

There are extensive qualitative – non cash releasing benefits arising for MAPPOM from the 
introduction of an e-mentoring system and significant financial savings will accrue to the wider
Criminal Justice System. A prudent assumption of anticipated benefits is as follows: 

Initial cost estimates for the project are £30,930 although it may be possible for these to be 
reduced through negotiation with The Brightside Trust. The identified benefits to MAPPOM are
financial – non cash releasing i.e. achieving greater outputs or improved quality for the same 
inputs and will therefore not result in budgetary savings to MAPPOM directly. The net cash
cost to MAPPOM of the running the E-mentoring programme over three years is £30,930.

The full benefit of the introduction of the E-mentoring system is seen at an overall Criminal
Justice System level from the reduction in re-offending rates which will result in fewer custodial
sentences. Prudent assessments of the overall anticipated savings from reduced re-offending
rates amount to £491,904 over the three years under review which would result in significant
overall net cash savings to the Criminal Justice Sector of £460,974. 

Benefits Year 0ne Year two Year Three

PPOs participating in the E-mentoring project 35 70 105

Financial – cash releasing 

Cost of custodial sentences £81,984 £163,968 £245,952

Financial – non cash releasing 

Cost of missed appointments £839 £1,678 £2,517

Total £82,823 £165,646 £248,469
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2.7 Making It Happen

Work is already underway to expand the face to face mentoring programme and to develop 
a peer mentoring support programme for young offenders during the transition period. 

In operational terms the adaptation of an existing proven system means that the project is 
deliverable. There are however concerns about the costs of the project and the potential 
difficulties in meeting costs in the future. Leicester, Leicestershire and Rutland MAPPOM can
fund the Year One set up costs from flexibility in the 2009/2010 budget but funding beyond
this would need to be considered as part of the annual budget setting process. 

The initial costs provided by The Brightside Trust are for the development of a standard 
derivative of Confident Futures which is capable of accommodating 500 mentor/mentee 
relationships. This is significantly in excess of the capacity required by Leicester, Leicestershire
and Rutland MAPPOM. 

There will be significant set up costs in Year One and an on-going contractual relationship with
the service provider. Value from the initial investment will only be assured if MAPPOM can
fund the ongoing management and maintenance costs of the site. 

It is essential that further negotiations are carried out with The Brightside Trust to ensure that
the best contract price is secured for the site, for example, through a reduced management fee
for a site with smaller capacity. Wakefield Youth Offending Service is also interested in an 
e-mentoring site and there could be the potential to share set up costs. 

Negotiations must encompass set up costs and ongoing management and maintenance charges
as it will be difficult to negotiate terms for future years once the initial investment has been
made. It will be possible to conclude these negotiations to allow Leicester, Leicestershire and
Rutland MAPPOM to capitalise on 2009/2010 budget availability although arrangements would
need to be made to allow other costs such as training and site updates to be paid before the
end of the financial year with services called off when required. 
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2.8 Summary 

There is a sound business case and service rationale for the development and introduction of
an E-mentoring system by Leicester, Leicestershire and Rutland MAPPOM although it will result
in additional overall direct costs to MAPPOM.

There are significant benefits from the introduction of E-mentoring to all participants – PPOs,
MAPPOM and the wider Criminal Justice System – with net financial savings of £460,974 arising
from improved outcomes from service provision due to reduced re-offending rates over the
three years under review. 

Although there are significant benefits costs will accrue to MAPPOM from the introduction of
E-mentoring. With increasingly constrained public sector budgets it is essential that Leicester,
Leicestershire and Rutland MAPPOM fully investigate the potential for these costs to be 
reduced through negotiation with The Brightside Trust prior to making a decision to go ahead
with the project,. This will ensure that Leicester, Leicestershire and Rutland MAPPOM can
demonstrate best value from the project which will help to justify funding in future years. 

E-mentoring is not just an appropriate extension of service provision for Leicester, 
Leicestershire and Rutland MAPPOM it has national relevance with over 10,000 PPOs being
managed across England and Wales. The development of an e-mentoring platform specifically
for the Criminal Justice Sector would result in a product that could be used throughout the UK
as a cost effective way to extend face to face mentoring programmes and a tool to engage
young offenders during the difficult transition to adult services. 

7301_HH ementoring_op_Layout 1  29/09/2010  14:10  Page 11



Contact us
This document is extracted from the full Business 
Case which was produced by FSquared
(www.fsquaredltd.com) as part of the Digital Inclusion
Team’s Innovations Process. The full document is 
available on www.esd-toolkit.org.uk
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