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Revolving Doors is a national charity that aims
to change systems and improve services for
people ‘in the revolving door’ - people who
come into repeat contact with the criminal
justice system due to multiple unmet needs
such as mental ill-health, substance misuse,
homelessness, poverty and other traumatic
life events.

£€ As we enter a new phase of Labour
leadership, the urgency of unmet health

and social needs as a driver of crime must
become a political and economic priority.
The Sentencing Act 2026 offers a chance

to break the revolving door, but only if its
implementation is matched by investment,
cultural change and a renewed commitment
to rehabilitation.

For people with complex needs who cycle
through the system, success will depend on
whether community sentences are properly
resourced, probation is supported to practise
relationally, and compliance is understood as
something to be enabled, not enforced at

all costs. Without that shift, the system risks
continuing to punish instability rather than
addressing it, and the revolving door will

keep turning. 77
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We work to create a smarter criminal justice
system that makes the revolving door
avoidable and escapable. We do this by
working alongside national and local decision-
makers. We combine lived experience insight,
robust research and system knowledge

to drive effective policy solutions

Topline summary

Since July 2024, the landscape
has shifted

Soon after the election of a new Government in
2024 we coproduced Beyond the Cycle with our
members, a roadmap for the new Government,
aligned to Labour’s manifesto priorities and
missions and laying out tangible, achievable
goals to tackle the cycle of crisis and crime.

We argued that the human and financial cost
of inaction on tackling repeat offending driven
by unmet health and social needs was too high.
Over the course of two years our arguments
have gained real ground.

= The revolving door cohort is now more visible
and better evidenced. Our work with Newton
helped quantify the scale and cost of the
group more clearly: 30,000-50,000 people,
linked to at least 130,000 crimes a year, with
criminal justice costs of at least £242 million
a year and wider socio-economic costs of up
to £5.2 billion.

= The Sentencing Act has introduced a
presumption against short custodial
sentences. This is a major shift in the
direction we have long campaigned for.

= For the first time, a whole-system approach
is being built around the revolving door
group in Greater Manchester. Supported by
Revolving Doors, Greater Manchester has
begun developing a place-based response
focused specifically on people repeatedly
criminalised for low-level offending
because of unmet health and social needs.
This is early-stage, but important: the
clearest live test yet of what a distinct,
whole-system approach to our group could
look like in practice.

= The Government’s homelessness plan,
coproduced with our members, now explicitly
includes criminal justice and prison leavers.
It links stable accommodation to reduced
reoffending and commits to improving
outcomes for people leaving prison.
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= The new co-occurring mental health and
substance use framework reflects the case
our members made for integrated responses
to overlapping need.

= Diversion and problem-solving justice have
moved further into the mainstream. The
Leveson Review heard evidence from our
members and recommended stronger
diversion, including pre-arrest diversion and
better support pathways.

= Intensive Supervision Courts, which take a
problem-solving approach to justice, are
being expanded in the direction we called for,
focussed on the revolving door cohort.

= The Government’s new Local Outcomes
Framework reflecting the case we made
now explicitly identifies adults experiencing
multiple disadvantage, including contact
with the criminal justice system, as a
priority outcome.

= There is now stronger cross-government
attention to root causes. The Cabinet Office
has developed a clearer focus on multiple
disadvantage.

These are not small things. The task now is to
work alongside a renewed Labour Government
leadership rooted in public sector reform to
turn momentum into delivery that reaches
people’s lives.

Introduction

In 2024, as a new Government took office,
Revolving Doors published Beyond the Cycle:
a practical roadmap to break the cycle of
crisis and crime for people in the revolving
door. We argued that too many people are
repeatedly pulled into contact with the
criminal justice system not because they pose
the greatest risk, but because they face the
greatest barriers. Trauma, addiction, poverty,
homelessness, mental ill-health and exclusion
are too often met not with timely support, but
with a system that intervenes late, responds
bluntly and recycles failure.
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Two years on, with new leadership, that case is
stronger than ever.

In that time, our joint report with Newton has
helped show more clearly the scale, cost and
distinctiveness of the revolving door cohort.
This research, described by an official as a
‘gamechanger’ has been shared widely across
government departments. Our analysis found
that between 30,000 and 50,000 people are
trapped in this 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.

Those figures matter because they sharpen

the policy challenge. This is not simply a broad
argument about tackling multiple disadvantage.
It is a case for responding to a distinct group of
people who are repeatedly processed through
the criminal justice system because earlier, more
effective intervention either failed or never arrived.

Across all of the original asks in Beyond the
Cycle, Revolving Doors has helped shape the
direction of travel through evidence, lived
experience co-production, direct work with
officials and practical partnerships.

But progress in principle is not enough. The test
now is whether reforms are implemented in
ways that genuinely change outcomes: reducing
repeat offending, easing pressure on the system
and improving people’s lives.

That is the purpose of this update. The original
report set out a practical roadmap for change,
with clear and tangible steps. This update takes
that agenda forward.

From Greater Manchester to
national reform: applying public
sector reform to the revolving door

The next phase of justice reform cannot be
delivered by the Ministry of Justice alone.

Those in the revolving door do not experience
their lives in departmental categories. The same
person may be known to the police, probation,
housing, mental health services, drug and
alcohol treatment, A&E, adult social care and
voluntary sector providers, yet still be failed by
the absence of one coordinated response.

That is why the principles of public sector
reform matter so directly to this agenda.

Greater Manchester has shown what a different
approach can look like: prevention over

crisis response, place-based working over
fragmented services, shared accountability
over institutional hand-offs, and support
designed around people’s real lives rather than
around the boundaries of individual agencies.
Its wider public service reform model is rooted
in the idea that services should be organised
around people and places, with communities
and voluntary sector organisations recognised
as essential partners in improving outcomes.

Revolving Doors’ work with Greater Manchester
Combined Authority on a Whole System Approach
to Diversion over the past year demonstrates
the principles set out in the original Beyond the
Cycle roadmap and moving the policy argument
into operational delivery.

The lesson for national government is clear.
Moving beyond disconnected initiatives ad into a
prevention-first justice settlement, built around
the people who are currently least well served by
the system and whose repeated contact creates
enormous human and financial cost.

Greater Manchester should not remain an
exception. It should become the blueprint.

The Roadmap

Our asks now need to reflect the stage we are
in, not whether government agrees with the
direction of travel, but whether it can deliver
with enough discipline and urgency to make
progress stick.

= Ensure all courts take a problem-solving
approach and stay focused on the revolving
door group, rather than dissolving into
generic community sentencing reform.

= Embed peer support into community
pathways. People in the revolving door do
not need a paper sentence and a list of
appointments they cannot navigate. They
need relationships, consistency and support
that helps them stay engaged.

= Keep Intensive Supervision Courts focused on
the revolving door group. These courts aim
to divert people with multiple disadvantage
away from custody and the evidence
demonstrates they work.
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Scale whole-system diversion. Support joined-
up local diversion models that start earlier,
especially through police-led and pre-arrest
diversion, and connect effectively with health,
housing, treatment and community support.

Build a national prevention-first justice
settlement, delivered through places.
Government should apply the principles of
Greater Manchester’s public sector reform
approach to the revolving door cohort.

Publish an updated Drugs Strategy that
recognises substance misuse as one of the
primary drivers of repeat contact with the
criminal justice system for the revolving door
cohort.

Publish and implement the peer support
framework with teeth. Use the forthcoming
framework to drive real change in
commissioning, recruitment, role design,
progression and vetting.

Our aim: Break cycles of exclusion and hopelessness by focussing on prevention and diversion

The initial ask: | Turn progress on short sentences into real change on the ground

people’s lives.

have moved it.

The progress | The Sentencing Act introduced a presumption of a suspended sentence for custodial terms of 12

we have months or less. That is a major policy development and a clear sign that the system has moved
made: towards what Revolving Doors has argued for over many years. But recognition of the problem is only
the first step.

The task now is to make sure that progress on sentencing changes what actually happens in

Community alternatives must be real alternatives: credible to sentencers, meaningful to the public,
and capable of addressing the root causes of offending. If people are moved away from short prison
sentences only to be placed into community orders or suspended sentences without access to
treatment, support, stable housing or practical help, we will not have broken the cycle. We will simply

If people are set up to fail through unmanageable requirements, lack of provision or poor coordination,
reform will become another route back into breach, recall and repeat punishment.

Action we
need now:

New ask:

support that helps them stay engaged.

Government should focus on making the presumption work in practice: high-quality and timely pre-
sentence reports, stronger confidence in community options, better knowledge of and access to
Community Sentence Treatment Requirements, and requirements that reflect co-occurring need
rather than forcing people into artificial siloes.

Ensure all courts take a problem-solving approach and stay focused on the revolving door group,
rather than dissolving into generic community sentencing reform.

Embed peer support into community pathways. People in the revolving door do not need a paper
sentence and a list of appointments they cannot navigate. They need relationships, consistency and
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Our aim:

Break cycles of distrust and stigma by promoting empathy and empowerment.
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The initial ask:

Grow diversion into system-wide practice

The progress
we have
made:

The Leveson Review moved this agenda on. It reinforced the role of Liaison and Diversion and recognised
that diversion is limited if there is nowhere meaningful to refer people on to. That matters because it reflects
a central Revolving Doors point: diversion is not meaningful unless it starts early enough and is backed by
actual support. Our recommendations helped shape this agenda, but delivery now needs to catch up with
policy intent.

The strongest live example of this agenda in practice is Greater Manchester. There, the whole-system
approach to diversion is being built around the revolving door group itself: people repeatedly
criminalised for low-level offending because of unmet health and social needs. Greater Manchester used
our analysis to secure investment, and we are now helping to co-design a whole-system approach that
tackles the root causes of offending and improves support for people repeatedly criminalised for low-
level offences.

Greater Manchester should be understood as an important source of live learning, not a finished
template. As this work develops, the task will be to capture the learning, test what is making the difference,
and use that to inform similar approaches in other areas.

If government is serious about reducing crime and easing pressure on the justice system, diversion
must move from isolated good practice to system-wide practice. That means going further upstream.
Pre-arrest and police-led diversion should be central, particularly for people whose contact with the
system is linked to addiction, trauma, mental ill-health and homelessness. Diversion must be more than a
referral pathway on paper.

Action we
need now:

Use live learning from Greater Manchester to inform similar approaches elsewhere.

Work with local leaders, commissioners and lived experience organisations to capture the learning
emerging from Greater Manchester as it develops, and apply that learning in other areas where there
is readiness to build a distinct response for the revolving door group.

New ask:

Keep Intensive Supervision Courts focused on the revolving door group.

ISC’s were a pilot programme introduced by the Mod in 2023 to focus on cases that involved those with
‘co-occurring needs), these courts aim to divert people with multiple disadvantage away from custody
and the evidence demonstrates they work. We want to ensure problem-solving court models remain
targeted at those with co-occuring needs, persistent low-level offending and a strong risk of short
custodial sentences.

Scale whole-system diversion

Support joined-up local diversion models that start earlier, especially through police-led and pre-
arrest diversion, and connect effectively with health, housing, treatment and community support.

Action we
need now:

Stable housing has to be treated as central to prevention and public safety, not as an optional extra.
People cannot comply with community orders, sustain treatment or build stability while homeless or
insecurely housed.

The same is true of mental health and substance use treatment: people in the revolving door are too
often bounced between services or excluded by thresholds. Treating root causes as core justice
business is not mission creep. It is what it looks like to take repeat offending seriously.

New ask:

Build a national prevention-first justice settlement, delivered through places.

Government should apply the principles of Greater Manchester’s public sector reform approach to the
revolving door cohort: prevention before crisis, services organised around people and places, shared
accountability across agencies, and stronger partnerships with communities and the voluntary sector.

Rather than creating another central taskforce, government should establish named ministerial
ownership and support a small number of place-based delivery partnerships, starting with areas already
developing whole-system approaches. Greater Manchester should act as a live learning site, helping
national government understand how diversion, housing, treatment, probation, policing, peer support
and community provision can be aligned around the same group of people.

The goal should be clear: fewer people repeatedly processed through the criminal justice system, and
more people supported early enough to stabilise, recover and move forward.

Publish an updated Drugs Strategy

Publish an updated Drugs Strategy that reflects the current patterns of drug use, treatment need and
service pressure, and recognises substance misuse as one of the primary drivers of repeat contact
with the criminal justice system for the revolving door cohort. This should include a stronger focus on
treatment access, continuity of care, dual diagnosis, specialist needs and the links between addiction,
homelessness, acquisitive crime and exploitation.

Our aim:

Break cycles of low self-esteem and confidence with opportunities to build pride and progress.

The initial ask:

Building coproduction infrastructure

The progress

One of the most encouraging developments of recent years has been the wider recognition of lived

Our aim:

Break cycles of siloed, short-term fixes by promoting joined-up, sustainable solutions.

The initial ask:

Embed action on root causes at the heart of system reform

The progress
we have
made:

Since 2024, there has been meaningful movement here. The homelessness plan, the co-occurring
needs framework, Changing Futures, devolution reforms, the Cabinet Office’s Test, Learn, Grow focus
on multiple disadvantage, and the new cross-departmental reducing reoffending board all point in
the same direction: a growing recognition that root causes are not peripheral to justice reform. They
are central to it. But recognition is not enough. The next step must be operational accountability and
urgent implementation.

The new co-occurring mental health and substance use framework that Revolving Doors members
helped shape reflects the case our Revolving Doors and our members make for integrated responses
to overlapping need.

we have experience and peer support. There is stronger understanding now that people with direct experience
made: of the revolving door bring insight, credibility and practical value that services cannot replicate through
professional expertise alone.
Peer support and mutual aid are the most effective ways to build trust, improve engagement and
bridge the gap between formal systems and real life.
Action we Recognition alone is not enough. The next step is to build lived experience and peer support into the
need now: infrastructure of reform. That means creating real roles, fair pathways and consistent investment. It

means integrating peer support into diversion, community sentencing and post-sentence supervision
as part of the standard offer. And it means removing the structural contradictions that keep people
with lived experience out while claiming to value what they bring.

New ask:

Publish and implement the peer support framework with teeth.

Use the forthcoming framework to drive real change in commissioning, recruitment, role design,
progression and vetting.
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Conclusion

Two years ago, Beyond the Cycle set out a
roadmap for a new Government. It argued that
if ministers were serious about reducing crime,
easing pressure on prisons and probation, and
addressing the root causes of repeat offending,
they would need to take a different approach to
people in the revolving door.

Since then, clear progress has been made.
Not everywhere, and not enough. But materially.

The revolving door cohort is now more visible
and better evidenced. The case against short
prison sentences has moved into legislation.
Diversion and problem-solving justice have
gained ground. Homelessness, co-occurring
needs and multiple disadvantage are more
clearly recognised as central to reducing
reoffending. Lived experience has helped shape
national policy. And in Greater Manchester, a
whole-system approach is beginning to test
what a distinct, place-based response to the
revolving door group could look like in practice.

These are not small things. They are green
shoots worth naming and protecting.

But green shoots do not become systemic
change on their own. Without focus, investment
and accountability, progress can remain
trapped at the level of policy intent. The risk now
is not that government fails to recognise the
problem. The risk is that reform is implemented
too thinly, too unevenly, or too far from the
realities of people’s lives.

revolvine
doors

The next phase must therefore be about delivery.

That means making community alternatives real
alternatives, backed by housing, treatment, peer
support and practical help. It means scaling
diversion before harm escalates. It means
reducing recall by supporting compliance
rather than punishing instability. It means
joining up justice, health, housing, treatment
and local systems around the same people, with
shared outcomes and shared accountability.

It means treating co-production and peer
support not as a gesture, but as part of the
infrastructure of effective reform.

It also means learning from places that are
already trying to build something different.
Greater Manchester is not a finished template,
but it is an important live learning site. Its
approach shows how public sector reform
principles, prevention before crisis, services
organised around people and places,

shared accountability, and partnership with
communities and the voluntary sector, can be
applied to the revolving door cohort.

The opportunity for a renewed Labour
Government is clear. The next step is not another
disconnected justice initiative. It is a prevention-
first justice settlement, delivered through
places, rooted in lived experience, and focused
on the people whose repeated contact with

the system creates the greatest human and
financial cost. One that reduces crime, relieves
pressure on the system, and gives people a
genuine route out of the revolving door.
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