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1 CHAIRPERSON’S ADDRESS
At PALLS, a commitment to working with men and women in Limerick City who are clients of the
Probation Service is central to what we do. Since opening our doors in 2009 we have developed a very
unique project which provides a safe and enriching space for the participants who choose to attend.
We have continually challenged ourselves to grow and develop in a way that meets the needs of those
who use our service and this desire to remain client centered and progressive has been demonstrated
through the diversity of programmes that have grown each year and the continuous commitment to
the involvement of PALLS participants in all aspects of the organisation.

We firmly believe that to maintain our commitment to meeting the needs of all PALLS participants we
must be open to developing our service, we must be accountable for the public money we receive and
we must continually work to see better outcomes for those we work with. It is essential that PALLS
remains relevant, flexible, innovative and above all needs responsive.

With this in mind 2015 has been a year of evaluation, review and planning for the future, culminating
in the development of this PALLS Strategic Plan 2016 – 2021. This plan represents what we are
committed to and outlines how this is achievable in the coming years. It is envisaged that this plan will
be a live, working document which will give PALLS clear direction and shape our work in the next five
years. It maps for us the approach to service provision that is required in the current climate of limited
resources and increasing accountability. Above all it brings into action our vision for a service that
challenges ourselves and others, is open to change and continues to place the PALLS participants firmly
at the centre of what we do.

Karl Shanahan
PALLS Chairperson
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2 PALLS’ MISSION STATEMENT

By providing personalised interventions and
quality education and training opportunities
in the lives of adults, PALLS will effectively
support them to choose a new path in life,
contributing to more inclusive, secure and
safer communities
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3 BACKGROUND TO PALLS AND THE PLAN
PALLS is a project, based within an education and training centre, which provides individual support
for purposeful change for people involved with the Probation Service and the criminal justice system

PALLS provides a supportive and safe space for participants to:
1. Think about their circumstances and to come to decisions about their personal future
direction.
2. Learn a range of skills that strengthen participants’ self-development and prospects for
positive personal progression.
3. Participate in a community where they can learn, engage in team activities and share
responsibility for their own outcomes
4. Establish the connections and access pathways they need to pursue plans for a future
without crime.
Since its inception in 2009, approximately 531 individuals have been referred to the project.
Participants in PALLS are normally involved in a structured programme of activity over a twelvemonth period, but many retain an involvement with the project beyond this.
The organisation has a voluntary Board of Management, a complement of 7 staff, a team of CE
workers, 1 intern and a large number of volunteers.
This plan has been drawn up to help guide the development of the organisation up until the end of
2021. Joint planning sessions involved the full participation of members of PALLS Board of
Management, staff and programme participants. Planning has been guided by the ‘Theory of
Change’ methodology.
The aims of the joint planning process were to:




Review current challenges and opportunities for the organisation, taking into account
changes in the environment in which we operate.
Establish key aims and objectives that can guide our work over the coming five-year
period.
Agree on the specific actions, structures and procedures that will define the work of the
PALLS Project from 2016 to 2021.

This plan has been drawn up as an aid to the organisation building on successes already achieved,
identifying effective actions and demonstrating results and outcomes
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4 THE ENVIRONMENT WITHIN WHICH PALLS OPERATES
4.1 CRIME AND COMMUNITY: A HOLISTIC APPROACH
PALLS was established as a response to a growing concern about the causes and effects of
criminality in Limerick. Linked in many cases with drug abuse, criminal activity was seen to have a
devastating, and frequently tragic effects, for individuals, families and communities. There were
also, within the context of plans for regeneration of disadvantaged areas in the city, concerns about
sustainability of these communities in the longer term. Plans of agencies to address social and
economic problems clearly acknowledged the links between long-term disadvantage,
marginalisation and the extent to which young people and adults became involved in crime. There
was also the clear acknowledgement that such involvement can become intergenerational, with the
potential for long-term disintegration of community and family relations.
The rationale underlying the PALLS approach is based on the reality that both the causes and
consequences of criminality are manifold. In attempting to address the cycle of reoffending and
assist with community reintegration, there is a recognition that this will not be achieved solely
through a justice response. There are also significant challenges in relation to access to employment,
health, education and training, family welfare and community development generally. PALLS is
committed to a holistic approach in working with those who wish to cease involvement in
criminality and take control over the future direction of their lives. This is possible through the
maintenance and strengthening of working relationships with service providers as well as
community and voluntary organisations.
We see the benefits of such work as not only applying to PALLS participants and their families. There
are also considerable long-term social and economic benefits associated with crime reduction and
safer and more sustainable communities.

4.2 CRIME AND THE BROADER POLICY ENVIRONMENT
The success of PALLS to date has been based on participative and cooperative working relationships
that have been established with service providers and statutory agencies, with local development
interests and, most importantly with the participants themselves who are involved in activities in
PALLS. This five-year plan takes into account important developments in the broader policy
environment. Most importantly:
1. Within the broader criminal justice policy environment, there is a clear emphasis on
encouraging and promoting co-ordination and collaboration as an effective approach to
rehabilitation. At the broader national level, The Strategic Review of Penal Policy (2014)
recommends that there must be greater emphasis, if necessary through legislation, on
promoting inter-agency cooperation in the management and rehabilitation of offenders.
This Review Group states:
“In addition to the criminal justice agencies, there is a need to recognise that a whole
of Government approach is required in collaboration with relevant agencies and local
authorities in addressing offending behaviour and assisting offenders in maintaining
crime free lives.”
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PALLS will continue to facilitate and strengthen collaboration across all its activity bases.
2. At the local level, two interrelated sets of developments are important:
1. The ongoing process of regeneration in Limerick.
PALLS is committed to the broader process of community renewal, cohesion and
sustainability that underpins the approach to regeneration. Responding to issues
and challenges associated with criminal activity needs to be a central and integral
part of this approach, and requires the active participation of all the relevant
stakeholders: those effected by crime, those involved in criminal activity and those
responding to crime.
2. Reforms in the local and community development environment
There is a central commitment to building and strengthening civic engagement in
Limerick. PALLS will provide a critical facility to ensure that strategies to address
crime and promote community reintegration are undertaken in a participative and
inclusive way. The process of civic engagement in communities needs to address the
challenges created by crime and criminality, and those affected should have a voice.
We will continue to work to make this possible.

4.3 BUILDING ON OUR STRENGTHS AND MAINTAINING THE PALLS’ APPROACH
We are also very much aware of the strong platform we have already developed which will enable us
to deliver on this plan. It is particularly important that PALLS retains:









The well-established profile and reputation amongst services and agencies and within
communities. One of the most important channels for this community-based ‘knowledge’
is created by those who have participated already in PALLS and who are able to pass on
information about the possibilities and potential involved.
The active engagement of the participants in planning and reviewing the work of the
project
A number of very committed and very capable volunteers who continue to give of their
time and expertise, in the knowledge of the considerable benefits that can accrue to
participants in their own lives, their families, their communities and society generally.
The ‘safe’ and ‘neutral’ space whereby participants from different localities and
backgrounds can progress both individually and in a group setting. Participants have
themselves pointed to the central importance of this, and of maintaining it.
Our commitment to build on the potential offered by the ongoing involvement of
graduates of our project
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5 PALLS’ STRATEGIC GOALS AND PLANNED OUTCOMES 20162021
PALLS’ activities, structures and approaches to the work over the coming five years are geared to the
achievement of two main goals:

Long Term
Goal 1

Enabling SelfDirection

Long Term
Goal 2

Building Spheres
of Influence

PALLS will create stronger and more effective
ways of responding to participants needs in a
long-term and integrated way through:
1. Creating opportunities for participants to have better lives
2. Providing supported pathways to progression that are
based on choice, personal ambition and recognition of
difference
3. Impacting positively on the emotional, physical and mental
health, of the individual recognising the impact on family
and the community
4. Strengthening our capacity for follow-on and follow-up with
participants
5. Avoiding the development of a ‘dependency culture’
6. Strengthening partnership with other organisations and
agencies to help achieve this
7. Building the strength of the staff and board through the
implementation of a plan for continuous professional
development

PALLS will achieve increased recognition and
strengthened spheres of influence through:
1. Strong partnerships and working alliances built up with the
community, education providers, employers and health and
social services
2. An informed voice that is heard and taken into account
within the justice system and justice services
3. Representing best practice through the implementation of
recognised quality standards, prioritising programme
monitoring and evaluation and developing a strong
governance model
4. Demonstrating the benefits of the project through solid
evidence
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Both long-term goals of the PALLS’ strategy are interdependent:




All efforts of PALLS to strengthen its spheres of influence and strategic alliances (Goal 2) are
dependent on success in effecting positive change for participants and their families (Goal
1). All actions in pursuit of Goal 1 are geared towards building participants’ capacity.
Capturing the ongoing learning from this work, as well as evidence of outcomes, is a very
important part of the organisation’s efforts to influence policy and practice on an informed
basis.
Equally, continued success in enabling self-direction (Goal 1) will depend largely upon
effective engagement with a range of working partners (Goal 2). Pursuit of personal
progression plans, and movement towards sustainable re-integration, is not possible
without ongoing access to a range of services addressing educational, employment, health,
welfare and other needs.

PALLS will seek to maintain synergy and balance between both these goals. Key to achieving this is
the prioritisation of evaluation in our strategic plan. As indicated below, ongoing evaluation will
provide the evidence and insights needed to demonstrate outcomes and to influence wider policy
and practice in an informed way.

Goal 1: Enabling Self-Direction
• Evidence of outomes for individuals, families, communities and public
spending
• Proof of what works, how and why

Evaluation
• Demonstrating wider social and economic value
• Bringing informed proposals for improvements in policy and practice

Goal 2: Building Spheres of Influence
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5.1 GOAL 1: ENABLING SELF-DIRECTION
The project will continue to work with people involved with the Probation Service and the criminal
justice system using a seven-phased process:
1. Sourcing referrals suitable for participation in PALLS from the Probation Service and ensuring
that those selected are informed of programme aims and content.
2. Providing the space, information and support for PALLS participants to reflect, identify
personal challenges, create personal development goals, and begin to make plans to achieve
these goals.
3. Facilitating educational, training, recreational and social activities and programmes that are
consistent with participants’ personal development goals.
4. Encourage engagement with political systems, civic institutions, other community groups
and initiatives to facilitate active citizenship
5. Assisting with access to services (including health, educational, employment, welfare,
substance abuse, accommodation and family support services) consistent with personal
development goals.
6. Providing supported pathways to progression that are based on choice, personal ambition
and recognition of difference
7. Providing follow-up support, where possible, for participants who have moved on from
formal involvement with PALLS. This includes the facility for drop-in, review progress and
access peer support on an ongoing basis.

Outcomes for each of these elements are summarized below
Action
Recruitment
and Selection
of Participants

Outcomes








Personal
Development
Planning and
Goal Setting







Suitable participants assessed and selected
Effective working relationships with referring probation officers maintained
Transparent effective selection policy and procedures in place in PALLS
All potential participants and referral agents are informed of the aims and
content of the programmes and services on offer.
User friendly programme information material available
Participant induction programme in place
A rolling intake process established within PALLS to facilitate access
throughout the year
Key working process and procedures within PALLS are strengthened to
ensure a strong person-centered approach
Regular One-to One Key Working meetings available to all participants
All participants have an agreed personal development plan mapping out a
pathway to self-direction
Support needs are identified for each participant as part of a development
plan
Progress towards achievement of self-direction goals are reviewed regularly
with each participant
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Structured
Education,
Training,
Recreational
and Social
Activities










Promoting
Civic
Engagement
and Active
Citizenship




Access to
Services











Progression








Education and training programmes are provided, insofar as possible, in line
with participants’ personal development goals
Skills-based training and education courses provided in a group and individual
setting, with an emphasis on employment-linked skills and prospects
Opportunities to gain certification are promoted and valued
Promoting pro-social actions and challenging offending behaviour
Social and recreational activities that are consistent with personal
development goals organized and supported.
Health, nutrition and fitness programmes promoted
Drug and alcohol awareness programmes provided
Strong partnerships are in place with key education and training providers
that help maximize the benefit to learners
Increased sense of connectedness to civic institutions
Increased sense of ownership and responsibility towards Limerick and its
communities
Increased knowledge of and active engagement with political systems
Active engagement with other community groups and initiatives

Service needs are identified as part of each participant’s self-direction plan
Assistance and advocacy is provided in accessing relevant services.
Participants are empowered to engage positively with health, education,
employment, family support, social welfare and accommodation services as
required
Direct referral to personal counseling and addiction counseling available as
required
Service providers become more informed and more supportive in working
with PALLS participants
A coordinated programme of one-to-one and group career guidance in place
All participants have an agreed Individual career path plan clearly mapping
out the steps for progression
A work experience/placement module established in PALLS with a view to
securing work opportunities for PALLS participants
Direct links with employers established with a view to securing targeted
employment opportunities for PALLS participants
Direct links with education and training providers and other community
based projects established with a view to securing progression programmes
for PALLS participants
Opportunities for work experience and supported employment created within
PALLS through Social Enterprise, Community Employment and Internships
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Follow-up
Support




After-care support provided through structured progression support
programme
Graduates of PALLS remain connected through engagement in group
activities, peer support group and drop-in facility

All PALLS work towards achievement of Goal 1 will be guided by:







A commitment to collective decision-making and peer-support: enabling and supporting
participants to become actively involved in planning, organising and reviewing outcomes of
activities, as well as providing support for each other in a community setting.
A continued commitment to building the strength and contribution made by volunteers in
PALLS.
A focus on providing supports where necessary but, at the same time, avoiding creation of
dependency, with a strong emphasis on self-determination and building the capacity for selfdirection.
Clear guidelines and protocols to govern relationships within PALLS, promoting standards in
interpersonal behavior that are based on mutual respect. This includes an agreed set of
protocols governing the use of drugs and alcohol.

Outcomes for each of these elements are summarised below

Action
Collective
decisionmaking

Outcomes





Building the
strength and
contribution
of volunteers




Avoiding the
creation of
dependency
Culture











Relationships
and behavior



Activities are agreed and planned collectively, with the active involvement of
PALLS staff, volunteers and participants
Participants are involved in the planning, organising and reviewing outcomes
PALLS programmes and activities are reviewed with participants on a regular
basis
All key stakeholders included in key planning and evaluation processes
Volunteering policy in place
All potential volunteers are informed of the aims and content of the
programmes and services on offer in PALLS
Suitable volunteers are assessed and selected
Training, support and supervision for volunteers provided
A strong emphasis on self-determination and building the capacity for selfdirection in place
Peer support promoted
Participants are supported and empowered to actively engage with collective
decision making
Participant charter in place
Participant representation at all levels in PALLS
Clear guidelines and protocols to govern relationships within PALLS,
promoting standards in interpersonal behavior that are based on mutual
respect.
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An agreed set of protocols governing the use of drugs and alcohol within
PALLS

5.2 GOAL 2: BUILDING SPHERES OF INFLUENCE
PALLS work towards the achievement of Goal 2 will involve:
1. Building up strong partnerships and working alliances with the community, employers,
service providers (especially in education, training, health, accommodation and family
support) and local development agencies.
2. Working towards the acknowledgement of PALLS as a legitimate and informed force for
change within the justice system and justice services.
3. Demonstrating the benefits through solid evidence: in terms of re-offending, but also in
terms of long-term benefits for the individual, families, the community and society.
Outcomes for each of these elements are summarized below

Action
Building
Partnerships
and working
alliances

Outcomes






Force for
positive
change in the
Justice
System
Evidence
based
benefits
demonstrated
and
disseminated










Effective engagement with a range of working partners in place
Communication protocols are agreed and put into operation
More coordinated response to individual needs by service providers
Challenges related to crime and criminality are named and addressed
in local and community development plans
Improved access by PALLS participants to services and communitybased facilities
Improved communication based on formal evidence-based review of
outcomes for ex-offenders
Restorative justice approaches and practices are promoted
Active participation in consultative fora on crime and criminality,
both locally and nationally
Reliable data gathering systems in place
Benefits and longer-term impacts of PALLS work demonstrated and
made widely available
Increased understanding of criminality and the benefits of
appropriate responses to it in the community
Increased acknowledgment of social return on investment and
commitment of resources consistent with this understanding
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6 PALLS’ STRUCTURES AND ACTIVITIES
PALLS will continue to deliver and support a wide range of activities and programmes to achieve its
objectives. Common to all activities is the commitment of the organization to:
1. Assisting PALLS’ participants to set personal goals, and to jointly review progress to
achieving these goals on an ongoing basis.
2. Delivering education, training, recreational and social activities to meet the needs of the
participants’ personal development goals
3. Facilitating participants in liking with services and community-based initiatives in line with
their personal development goals.
4. Building the capacity of the PALLS participants to actively engage in collective decision
making and peer support
5. Collecting data and lessons emerging to assist the organisation in demonstrating
achievements, forward planning and policy influence.
These cross-cutting functions, together with a summary of core PALLS activities, are shown in the
diagram below.

Summary of PALLS Operational Structure
Co-ordination, Management
Key Working and Administration

Core Activities
Drug and Alcohol
Awareness

Initial
Assessment and
Referral Process

Education
Training and Skills
Development

Civic Engagement
and Active
Citizenship

Supported
Employment
Options

Follow-on and
Follow-up

Challenging
Offending
Behaviour

Health and
Wellbeing
Community
Support Scheme

Ongoing Evaluation and
Review
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In planning and reviewing ongoing activities, specific actions will be reviewed in line with a set of
output indicators. The diagram below indicates that:



All PALLS activities have a cross-cutting effect with regards to outcomes for individual
participants.
There are also clear causal linkages between particular outputs, with some examples shown.

Reviews will involve participants, staff and volunteers participating in a structured reporting format
that allows PALLS to demonstrate results from particular actions and to map individual progression
for participants.

Linking PALLS Activities to Outputs

PALLS Activities

Output Indicators

Education, Training and
Skills Development
Challenging Offending
Behaviour
Promoting Civic
Engagement
Drug and Alcohol
Awareness
Community Support
Scheme
Supported Employment
Options
Health and Wellbeing
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7 REVIEW AND EVALUATION
PALLS is committed to evaluation as an integral part of our development activities throughout the
strategic planning period because we recognise the importance of:
1. The ever increasing need to demonstrate results in relation to resources invested. We are
committed to demonstrating that the project, not only succeeds in achieving the objectives
and targets we have set ourselves, but that it also makes economic sense in terms of
outcomes. We are convinced that PALLS’ outcomes for individual participants and their
families represents a superior alternative to prison-based responses. We will adopt an
evidence-based approach to showing value for money in this respect.
2. Secondly, we are aware that impacts of the project go beyond the benefits to individuals
participating in our programmes. There are also clear benefits for their partners, their
children, and members of their community. We are committed to demonstrating related
outcomes for participants in the longer term; as well as for their families and communities.
We are also committed to using evidence to demonstrate the benefits of a more inclusive
approach for mainstream service-providers, for communities in Limerick and for Irish society
generally.
3. Thirdly, we are also strongly aware that successful outcomes are very much dependent upon
the approach taken by PALLS’ project workers and volunteers. Our evaluation efforts will not
only show what we have achieved; we will also focus on how these achievements have come
about. We are committed to ongoing critical reflection on what works well and what may not
– informed at all stages by participant and service-user feedback. As a result we will be able
to demonstrate (and share) the PALLS ‘model’, and how particular approaches and
interventions can contribute to particular results.
4. Finally, we see lessons and insights emerging from the work as being of significant importance
in shaping effective mainstream responses to social exclusion, education, health and other
key challenges faced by the communities in Limerick. Our evaluation and review process
provides a mechanism through which these lessons are captured, and then shared with our
working partners within mainstream service provision and policy development.

It is proposed to design a review and evaluation system to allow us to collect and make use of
information collected. We will engage with a suitable partner to achieve this
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Unit 2,
Docklands Business Park,
Dock Road,
Limerick.
info@palls.ie
www.palls.ie

