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1. INTRODUCTION

This Corporate Governance Framework (the Framework) sets out the arrangements through which the Probation Board for Northern Ireland (PBNI) is directed, controlled and held to account. It describes the structures, roles, responsibilities and systems which underpin effective governance and support the delivery of organisational objectives.

It describes the governance structures that have been established and sets out the roles and responsibilities of those charged with governance. It details the key internal control, risk management and corporate governance support arrangements which apply to the delivery of the PBNI’s Corporate and Business Plans and outlines the Board’s role as the accountability body of the PBNI, and the Board’s key relationships with other organisations and/or public bodies.

The Framework reflects the key principles of good practice set out in:
· Corporate Governance in Central Government Departments: Code of Good Practice NI 2025, (Annex F).
· It also follows guidance laid out in Managing Public Money Northern Ireland, (Annex G), and
· the Audit and Risk Assurance Committee Handbook (NI) 2018, (Annex H). 

The Board and the Senior Leadership Team (SLT) recognise and are committed to providing the necessary leadership to set the tone from the top to reinforce the importance of good governance and to promote better governance across the Board.

2. STATUTORY AND ORGANISATIONAL CONTEXT

PBNI is an Executive Non-Departmental Public Body (NDPB), established under the Probation Board (Northern Ireland) Order 1982. It operates at arm’s length from the Department of Justice, while contributing to the delivery of Ministerial priorities and Programme for Government outcomes.

Other legislation relating to probation activities is in the Criminal Justice (Northern Ireland) Order 1991, Criminal Justice (Northern Ireland) Order 1996, Criminal Justice (Northern Ireland) Order 2008 and the Criminal Justice (Children) (Northern Ireland) Order 1998, and in relevant amendments thereto. The requirements of PBNI as a designated organisation of Policing and Community Safety Partnerships are contained in the Justice Act (Northern Ireland) 2011. Probation’s responsibilities in respect of Domestic Homicide Reviews (DHRs) is contained under Section 9 of the Domestic Violence, Crimes and Victims Act 2004. 
PBNI’s overarching aim is:
“Changing Lives for Safer Communities.” 
Its statutory responsibilities include:
· Supervising individuals on probation 
· Preparing pre-sentence reports for courts
· Contributing to Public Protection Arrangements in Northern Ireland (PPANI) 
· Delivering programmes and interventions to reduce reoffending
· Working in partnership with prisons
· Supporting victims through information services and restorative interventions 
The Chief Executive as the Accounting Officer is personally accountable for the use of PBNI’s resources and it follows that the governance system described in this document operates within the authority of the Board and the personal responsibilities and accountabilities of the Accounting Officer.

3. CORPORATE GOVERNANCE DEFINITION AND PRINCIPLES

3.1 Definition
Corporate Governance is the way in which an organisation is directed and controlled. It defines the distribution of rights and responsibilities among the different stakeholders and participants in the organisation and determines the rules and procedures for making decisions on corporate affairs, including the process by which an organisation’s objectives are set, how resources are controlled and how performance and risks are monitored and assessed. At the heart of Corporate Governance is accountability.

3.2 Principles of Good Corporate Governance
PBNI’s governance arrangements are underpinned by:
· The Seven Principles of Public Life (Nolan Principles)
· The NI Code of Good Practice for Partnerships between Departments and ALBs five principles of: 
· Leadership
· Purpose
· Assurance
· Value
· Engagement 
· In delivering its functions, PBNI is guided by organisational values of:
· Respect
· Integrity
· Openness
· Accountability 
· Compassion
· PBNI also seeks to respond effectively by embedding the principles of a Trauma Informed Approach across the entire organisation and in a manner that actively resists causing further harm or retraumatisation. 
The six principles of a Trauma Informed Approach are ; Safety; Trustworthiness; Choice; Collaboration; Empowerment; and Inclusion. 
Collectively these principles promote transparency, accountability and effective stewardship of public resources.
Relevant reference documents which discuss good corporate governance, and that PBNI adhere to include:
i. The Partnership Agreement (Annex D)
ii. The Department of Finance’s Memo ‘The Responsibilities of an Accounting Officer’. Accounting officer appointments, roles and responsibilities | Department of Finance
iii. HM Treasury’s Handbook on Regularity and Propriety - HM Treasury Handbook on Regularity and Propriety
iv. HM Treasury Orange Book on Risk Management -  Orange Book - GOV.UK 

4. GOVERNANCE AND ACCOUNTABILITY FRAMEWORK

4.1 Overall Governance Model
PBNI operates a Board-led governance structure supported by the Chief Executive and Senior Leadership Team, Committees and formal assurance mechanisms.
The governance framework ensures:
· Clear accountability for decision-making
· Effective oversight of performance and risk
· Robust internal control arrangements

4.2 Accountability Relationships
· The Minister of Justice is accountable to the Northern Ireland Assembly for PBNI’s performance.
· The DoJ Permanent Secretary acts as Departmental Accounting Officer.
· The PBNI Chief Executive is designated as Accounting Officer for the organisation. 
The Chief Executive is accountable to the Board for:
· Performance delivery
· Stewardship of public funds
· Regularity, propriety and value for money 

5. ROLES AND RESPONSIBILITIES

5.1 The Board
The Probation Board is responsible for securing the maintenance of the probation service and determining the policies and strategic direction required for its delivery. Within this governance framework, it also monitors and provides assurances of the service’s performance against the Corporate Plan and the supporting annual Business Plan objectives. 
The structure of the Board and its representation from across communities in Northern Ireland provides a level of independence, accountability, oversight and strategic thinking which is to the benefit of probation practice and delivery. This includes a focus on ensuring the delivery of an effective and efficient service to reduce the number of victims of crime throughout Northern Ireland.

5.2 The Role of the Board 
The role of the PBNI Board is to provide effective leadership and strategic direction to the organisation and to ensure that the policies and priorities set by the Minister of Justice are implemented. It is responsible for ensuring that the organisation has effective and proportionate governance arrangements in place and an internal control framework which allow risks to be effectively identified and managed. The Board will set the culture and values of the organisation, and set the tone for the organisation’s engagement with stakeholders and service users. The Board is responsible for holding the Chief Executive to account for the management of the organisation and the delivery of agreed plans and outcomes. The Board should also however support the Chief Executive as appropriate in the exercise of their duties.


5.3 Chair
The Chair is responsible for setting the agenda and managing the Board to enable collaborative and robust discussion of issues. The Chair’s role is to develop and motivate the Board and ensure effective relationships in order that the Board can work collaboratively to reach a consensus on decisions. To achieve this the Chair should:
· Provide strategic leadership and direction to the Probation Board in the effective and efficient performance of its statutory duties against its aim of ‘Changing lives for safer communities’ and against Ministerial objectives outlined in the Programme for Government. 
· In conjunction with Board Members and the Chief Executive, develop the Corporate Plan and Annual Business Plans. Ensure the aims and objectives contained within these are regularly monitored and evaluated. In support of these activities, the Chair will encourage the efficient and effective use of resources. 
· Lead the Board at the Annual Accountability Review with the Minister of Justice to report on progress against targets and to account for stewardship of public funds. 
· Develop and maintain co-operative working relationships with Board Members and PBNI staff. 
· Apply personal expertise in contributing to the work of PBNI as a whole and act at all times in good faith and in the best interests of the Board. 
· Ensure compliance with the PBNI Partnership Agreement. 
· Ensure compliance with the Code of Practice for Board Members of Public Bodies and abide by the Seven Principles of Public Life, set by the Committee on Standards in Public Life. 
· Provide advice to the Minister / DoJ to ensure that the Board has a balance of skills appropriate to its business. 
· Ensure Board Members are fully briefed on terms of appointment, duties, rights and responsibilities. 
· Ensure Board Members receive and maintain appropriate training. 
· Ensure the Minister is advised of PBNI’s needs when Board vacancies arise. 
The role also requires the establishment of an effective working relationship with the Chief Executive that is simultaneously collaborative and challenging. It is important that the Chair and Chief Executive act in accordance with their distinct roles and responsibilities as laid out in Managing Public Money NI.
The Chair has a presence in the organisation and cultivates external relationships which provide useful links for the organisation while being mindful of overstepping boundaries and becoming too involved in day to day operations or Executive/ operational activities.

5.4 Deputy Chair
The Deputy Chair provides an element of leadership for the Board. The role involves:
· Supporting the development of policies and strategies. 
· Promoting the efficient and effective use of resources. 
· Assisting the Chair in monitoring and evaluating the performance of the   Probation Board in achieving their aims and objectives. 
· Developing effective communications. 
· Deputising for the Chair across a range of duties as required. 

5.5 Board Members
Roles and responsibilities of Board Members include to:
· Support and assist the Chair in developing policy and in providing strategic direction for PBNI in the effective and efficient performance of its statutory duties. 
· Accept corporate responsibility for ensuring that PBNI complies with any statutory or administrative requirements for the use of public resources and accept corporate decisions, once made. 
· Apply personal expertise in contributing to the work of PBNI as a whole and act at all times in good faith and in the best interests of the Board. 
· Ensure effective financial management and deliver value for money. 
· Work collaboratively in a team environment towards business objectives. 
· Develop and maintain co-operative working relationships with Board Members and PBNI staff. 
· Work effectively with colleagues to address issues and reach evidence-based decisions. 
· Provide effective organisational oversight and performance scrutiny. 
· Ensure compliance with the Board Members’ Code of Conduct and abide by the Seven Principles of Public Life, set by the Committee on Standards in Public Life. 
The Board Members Handbook includes further details about the role of Members.

5.6 Department of Justice 
The DoJ, a NI Department, came into existence in April 2010. It is responsible for the resourcing, legislative and policy framework of the justice system.

The Minister of Justice appoints the Members to the Board. Members hold office for a term of three years, and their appointments are compliant with the Code of Practice for Ministerial Public Appointments in Northern Ireland.  

The DoJ  Provides funding to PBNI to enable it to carry out its functions as set out in the Probation Board (Northern Ireland) Order 1982. In addition, the DOJ takes the lead in coordinating Budget exercises and in- year monitoring rounds which provides PBNI with the opportunity to review our spending plans, both in-year (through the three in-year monitoring rounds) or for the forward years.

5.7 Partnership Agreement
The Partnership Agreement, which has replaced the Management Statement and Financial Memorandum, sets out the partnership arrangements between the PBNI and the DoJ.  In particular, it explains the overall governance framework within which PBNI operates, including the framework through which the necessary assurances are provided to stakeholders.  

Roles and responsibilities of partners within the overall governance framework are also outlined. The partnership is based on a mutual understanding of strategic aims and objectives; clear accountability; and a recognition of the distinct roles each party contributes.

5.8 Governance Meetings
The Chief Executive has two governance meetings with the Sponsor Branch within DoJ (Policing, Policy and Strategy Division) per year, One in person and one by Desktop Review. 

5.9 Annual Accountability Meeting 
Once a year the Board Chair meets with the Minister of Justice to informally discuss issues that impact the Board and the DoJ. This meeting is also attended by the Chief Executive. These meetings are minuted by DoJ Officials. 

5.10 Chief Executive (Accounting Officer)
The role of the Chief Executive is to run the PBNI’s business. The Chief Executive is responsible for all executive management matters affecting the organisation and for leadership of the executive management team. 
The Chief Executive is designated as PBNI’s Accounting Officer by the departmental Accounting Officer. As Accounting Officer, they are responsible for safeguarding the public funds in their charge and ensuring they are applied only to the purposes for which they were voted and more generally for efficient and economical administration. 
The Chief Executive is accountable to the Board for PBNI’s performance and delivery of outcomes and targets and is responsible for implementing the decisions of the Board and its Committees. They maintain a dialogue with the Chair on the important strategic issues facing the organisation and for proposing Board agendas to the Chair to reflect these. They ensure effective communication with stakeholders and communication on this to the Board. They also ensure that the Chair is alerted to forthcoming complex, contentious or sensitive issues, including risks affecting the organisation. 
The Chief Executive acts as a role model to other executives by exhibiting open support for the Chair and Board Members and the contribution they make. The Chair and Chief Executive have agreed how they will work together in practice, understanding and respecting each other’s role, including the Chief Executive’s responsibility as Accounting Officer. 
Further details on the role and responsibilities of the Chief Executive are as laid out in Managing Public Money NI.
5.11 Board Secretary
The Board Secretary:
· Supports the Chair and Board;
· Oversees governance processes and effectiveness; and
· Coordinates Board and Committee business.

6. GOVERNANCE STRUCTURES
PBNI’s governance structure comprises:
Board
The primary decision-making body responsible for overall leadership and strategy.
Committees
The Board has established a number of Committees, which undertake certain responsibilities on behalf of the Board. 
· Audit and Risk Assurance Committee (ARAC)
· Policy and Practice Committee (PPC)
· Corporate Resources Committee (CRC)
· Remuneration Committee (RemCo)
The Committees formally report to the Board following each meeting providing an update on the material items considered at each meeting. Committees also act in an advisory and consultative capacity, offering guidance when sought. The Terms  of  Reference for each of the Board’s Standing Committees can be found at Annex B. 

Senior Leadership Team Meeting 
PBNI’s Senior Leadership Team (SLT) meet on a monthly basis, and this meeting enables the Chief Executive to update and discuss with senior managers current strategic issues, risk matters including the Strategic Risk Register and enables them to update each other on current issues which may have a crosscutting impact on other business areas.

7. INTERNAL CONTROL AND RISK MANAGEMENT
At the end of each financial year PBNI’s Annual Report and Financial Statements are laid before the Northern Ireland Assembly in accordance with section 10(4) of the Government Resources and Accounts Act (Northern Ireland) 2001. On approval, the Annual Report and Financial Statements are published under the Copyright Act 1911 and made available on PBNI’s website.

7.1 Governance Statement 
As part of the Annual Report and Financial Statements, the Accounting Officer is required to sign a Governance Statement.
An effective governance framework, including a risk management process which involves a systematic approach to the evaluation and control of risk, is required to support this. The Governance Statement reflects the assessment of risk specific to the Board and particularly highlights where risks have materialised and the mitigating actions which have been taken. New risks identified during the financial year are disclosed and information provided on how they are treated. Information is also included on how the Board and its Committees have assessed their performance and the outcome of the assessment.

7.2 Internal Audit
The Accounting Officer and the Board are independently advised by both an internal audit service operating in accordance with Global Internal Audit Standards in the UK Public Sector, and the NIAO. The primary objective of Internal Audit is to provide the Chief Executive as Accounting Officer and ARAC with an independent and  objective  opinion  on  risk management, control and governance, by measuring and evaluating their effectiveness in achieving PBNI’s agreed objectives.

An Annual Report and Opinion is provided by the Head of Internal Audit. The opinion is based upon an agreed audit strategy and informed by the outcomes of the internal audits performed during the year and consultancy/advice and guidance reviews. The Annual Report is presented to ARAC and formally issued to the Accounting Officer to help inform completion of the Governance Statement.

7.3 Northern Ireland Audit Office
PBNI is required to prepare an Annual Report and Accounts in line with the Government Financial Reporting Manual (FReM) issued by the Department of Finance (DoF) and the specific Accounts Direction issued by Department of Justice, and in accordance with the deadlines specified. 

The NIAO Comptroller and Auditor General (C&AG) has overall responsibility for the audit of PBNI’s financial statements in accordance with relevant legal and regulatory requirements, and with International Auditing Standards (UK and Ireland). The C&AG provides an opinion on whether the financial statements give a true and fair view, in accordance with the Government Resources and Accounts Act (Northern Ireland) 2001, of PBNI’s affairs. The C&AG also forms an opinion on whether the expenditure and income have been applied to the purposes intended by the Assembly.

Representatives from the NIAO attend the ARAC meetings to discuss issues of regularity and propriety, the findings from the audit of the accounts and any significant Value for Money (VFM) issues.

7.4 Risk Management
Risk management is the culture, process and structures that are directed towards the effective management of potential opportunities and threats facing an organisation in striving to meet its objectives. To assist in the process of identifying and managing risk, PBNI has developed a Risk Management Framework which sets out PBNI’s approach to the identification and management of risk. The Framework is consistent with recognised principles of sound risk management practice and HM Treasury’s Orange Book on Risk Management Principles and Concepts.

Risks can be managed at a number of levels, including strategic, directorate and branch levels.

The following key principles underpin PBNI’s approach to risk management:
	i. The Board has overall responsibility for risk.

	ii. Monitoring key risks is a priority for senior management.

	iii. Key risks are identified against PBNI’s business objectives as an integral part of the business planning process.

	iv. Each corporate risk is assigned to the appropriate SLT member who is responsible for ensuring that controls are in place at all levels manage the risk.
v. All new business activities are assessed for key risks and controls put in place.
vi. The Strategic Risk Register is reviewed at least quarterly to reflect changes in corporate risks including changes in risk status, risk appetite and/or mitigating actions taken to adequately manage the risk.



7.5 Stewardship Statements
Another  key  element  of  the  system  of  internal  control  is  the  Stewardship Statement process. The Chief Executive as the Board’s Accounting Officer provides written assurance to the Department that the public funds and organisational assets for which they are personally responsible are safeguarded, have been managed with propriety and regularity, and use of public funds represents value for money. 

Recognising the governance arrangements in place within PBNI, the Accounting Officer will arrange for their written assurance to be discussed at the Audit Committee and presented to the Board at the time of submission to the Department.

7.6 Raising a Concern Policy
PBNI is committed to openness, probity and accountability, and as such, it follows that there is a Raising a Concern Policy in place to ensure that concerns about serious wrongdoing (e.g. financial malpractice, danger to the public or the environment, safety/ security breaches or possible unlawful conduct) can be raised through a clear reporting process. The procedures ensure that staff and non-staff can raise concerns quickly and in confidence, and that managers are aware of how to handle such concerns.

Staff can access the Raising a Concern Policy through PBNI’s intranet site. 

The Policy is also accessible on PBNI’s website. Policy and Procedures - Raising A Concern. 

Any Raising a Concern reports received are reported to the Board’s ARAC and to the DoJ.

7.7 Register of Interests
The Board is required to maintain an accurate Register of Interests for all Board Members which requires notification of any registerable interests under the Code, or to make a declaration that they have no registerable interest in each relevant category as specified in the standard form which is supplied by the Board Secretary. 
Upon taking up post Members, will be asked to complete a Declaration of Interests form and this will be updated periodically during Members’ tenure at the Board, usually annually. The Board Members Register of Interest is published on the PBNI website. 
PBNI is also required to maintain an accurate Register of Interests for all Senior Leadership Team (SLT) members. The SLT Register of Interests is published on the PBNI website.  

7.8 Register of Gifts and Hospitality
In accordance with policy, a Gifts and Hospitality Register is maintained across PBNI which records any gifts and hospitality offered to and provided to or by Board Members or staff.  The Gifts and Hospitality Register will be reviewed quarterly by ARAC.

7.9 Complaints 
The PBNI Complaints Procedure is consistent with best practice complaints handling across the Public Sector in Northern Ireland and lays out PBNI’s approach to dealing with complaints and how the public may seek redress in the event they are unsatisfied with service received from PBNI. The Complaints Policy is available on the PBNI website at: Policy and Procedures - Complaints | Probation Board for Northern Ireland

8. PARTNERSHIPS AND EXTERNAL RELATIONSHIPS
PBNI operates within a wider criminal justice system and works in partnership with:
· Department of Justice
· Public Protection Arrangements Northern Ireland
· Northern Ireland Prison Service
· Northern Ireland Courts & Tribunal Service
· Parole Commissioner Northern Ireland
· Police Service of Northern Ireland & Reducing Offending in Partnership
· Policing & Community Safety Partnerships
· Causeway
· Health & Social Care Trusts
· Voluntary and community sector organisations
· North South partnerships established under the Intergovernmental Agreement on Criminal Justice Co-operation 
Partnership working is underpinned by:
· Shared objectives
· Mutual accountability
· Effective engagement arrangements 

9. OTHER GOVERNANCE ARRANGEMENTS

There are also a number of other processes which contribute to key elements of corporate governance and these are detailed below.

9.1 Corporate and Business Planning
PBNI operates a structured planning cycle:
· A three-year Corporate Plan
· Annual Business Plans aligned to strategic objectives
· Regular performance monitoring and reporting to the Board 

9.2 Budgets and In-Year Monitoring Processes
The Budget process, coordinated by DoJ for its NDPBs, is an opportunity to review spending plans for the period of any agreed budget.
In-year monitoring provides a formal system for reviewing spending plans and priorities and also identifying any pressures or easements within the financial year in light of the most up to date information.
The three monitoring rounds are usually conducted in June, October and January. DoJ also coordinate a provisional outturn exercise in May to compare outturn for the year to the final budget figure following the final monitoring round. A final outturn exercise is commissioned in August to reconcile the Resource and Capital spend with the figures and the resource accounts.

9.3 Anti-Fraud and Anti-Bribery Policy and Response Plan
PBNI’s Anti-Fraud and Anti-Bribery Policy details responsibilities regarding the prevention of fraud. A separate Fraud Response Plan specifies the procedures to be followed in the event of a fraud being detected or suspected. The Anti-Fraud and Anti-Bribery Policy can be found on the PBNI website: Policy and Procedures - Anti-Fraud and Anti-Bribery | Probation Board for Northern Ireland.  
Regular reporting and assurance on fraud and error is provided to PBNI’s ARAC

9.4 Regular Reporting from Committees
Following each Committee meeting and as is detailed within the Committees’ Terms of Reference, a Chair’s report is submitted to the Board highlighting the material items considered at each meeting and the decisions taken. Members canalso is
Access each Committee’s meeting minutes on Decision Time.

9.5 External Oversight
Criminal Justice Inspection (CJI) NI is an independent body that inspects and reports on Northern Ireland’s criminal justice system. CJI inspections involving the work of PBNI provide a form of external assurance to the organisation. 

PBNI is also subject to oversight through serious case review, case management reviews conducted by the Safeguarding Board NI and Domestic Homicide Reviews (DHRs).  

10. REVIEW
This Framework is reviewed every 3 years by the ARAC and Chief Executive 
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