
Implementing an effective whole 
system approach to diversion

Addressing  
repeat 
low-level 
offending

For forward-thinking areas,  
individuals and organisations, serious 
about reducing crime and easing pressure 
on the justice and public health system, 
diversion must move from isolated 
good practice to system-wide practice. 
Revolving Doors can support you to 
implement this, providing an urgent 
solution to problematic, persistent and 
prolific offending driven by unmet health 
and social needs.

The key to our whole-system approach and 
its effectiveness is that it recognises the value 
of co-production at each stage of system 
design – policy, practice and evaluation. 
Too often, inequalities in system design 
persist when those who live the reality of the 
problem are excluded from shaping solutions. 
Revolving Doors can support you to integrate 
lived experience, bringing insight and clarity 
so your plans to reduce reoffending don’t just 
work, they stick.



The evidence is clear. We know what works. A bespoke approach.

Lived experience at the heart of design.

 OUTCOME: 
Agree vision + ambition: Identify a small cohort to focus on.

 OUTCOME: 
System agrees: A bespoke approach for the RD group is needed.
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Links to other areas

A step-by-step guide to creating  
a whole-system approach

Understand the Problem

Creating a Shared Vision

Whole 
System 
Cycle

Facilitation Access to lived experience Training

Read  
the ‘Preventing 

the revolving door’ 
report with leads

Identify cohort 
in custody: 
Outcome 22 

and approach 
to risk

Local Authorities 
· Police · Health · 

Probation · HMCTS 
· VCSE · Grassroots 

organisations

Look at  
local data: 

Convene forums 
and discuss

Bail + CDT referral 
on arrest; case 

heard at Intensive 
Supervision Court 
or Diversion Court

People 
with lived 

experience 
at the table

Study what works:  
Case studies 

including Offending 
2 Recovery model

High quality 
PSR: Combined 
orders tailored 

to the  
individual

Evaluation + 
learning feeds 

back into  
step 1: the cycle 

improves

Create buy-
in: Accept 

need to flex 
+ try new 

approaches

Agree  
bespoke approach 

needed, begin 
planning phase

Agree  
appetite for risk  

+ data-led 
decision making 

approach

Pathway 
design

Formal diversion across custody and courts. A collective approach to risk.

Two teams working together. Rapid · Proactive · Can-do.

 OUTCOME: 
Systemic change embeds: Cycle improves continuously.

 OUTCOME: 
Delivery underway: Cohort actively supported in community.

Community Diversion Team
Who works directly with people
Police: Identify people
Drug specialists: Flexible treatment
Navigators: Connect people to services
Peer Supporters: Connect people to communities 

Operational Team
Who clears the path
Meets weekly 
Tracks data & 
referrals 
Removes blockages

RD Role:

RD Role:

Diversion Pathways

Partnership Approach

“The most important thing is to 
get people into community.”
Dame Carol Black

£1.4m
lifetime cost  
per person

130k
crimes per  

year

50k
trapped in  

cycles
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Acting now has become a priority. Our analysis found that between 30,000 and 50,000 
people are trapped in this repeat offending cycle, responsible for at least 130,000 crimes a 
year. It found that the criminal justice cost alone is at least £242 million a year, while the wider 
socio-economic cost reaches up to £5.2 billion. On average, individuals in this group cost 
more than £100,000 each year, with lifetime costs of over £1.4 million. This is the clearest 
picture yet of a cohort whose impact is felt not only in the justice system, but across health, 
housing and wider public services.

We want to partner with areas and services that are serious about reducing crime and 
create safer streets today.

For more information on implanting a whole-system approach in your area and 
undertaking bespoke policy, practice, training and research design to suit the needs of 
your neighbourhood, contact us. The first step is setting up an introductory meeting with 
us to establish your needs.

Reduce repeat offending among the 
revolving door cohort through a whole 
system approach.​

Provide earlier, smarter multi agency 
intervention that addresses underlying 
unmet needs rather than symptoms  
of offending.​

Build trusted, relational engagement 
through peer led advocacy and trauma 
informed practice.​

Improve system efficiency and 
effectiveness by joining up data, 
simplifying navigation, and reducing 
missed opportunities.​

Reducing harm, disruption and 
demand on policing, courts, health, 
housing and other services.​

Ensure proportional, consistent  
responses across agencies balancing 
support with expectations and 
consequences.

Become leading voices for innovative, 
place-based public sector reform.

A whole-system approach will support you to 
achieve the following:


